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Natural gas cooling. Because a school’s biggest
obligation shouldn’t be to its energy bills.

Cost containment...shrinking conditioning, cooling with natural inexpensive to run--they're clean. In
budgets...given today’s financial gas can save you as much as 50% on  fact, natural gas cooling can help you
realities, it's sometimes hard to operating COsts. comply with even the newest
improve the learning environment. Natural gas systems aren' just ASHRAE indoor air quality standards.

But now there’s a way to keep - For more information, call the
your school cool without getting the Marketing Department of your local
financial managers hot under the - ’ gas company or write to A.G.A., Gas
collar. Natural gas. Cooling Dept., 1515 Wilson Blvd.,

Compared with electric air Arlington, VA 22209.

Clean natural gas. Think what you’ll save.™
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From The
Editor

Steve Glazner

ave you taken a look at what is
H new on APPANet lately? Since

introducing the Web site at the
July educational conference in
Philadelphia, usage has steadily
increased. According to our latest
statistics, APPANet has averaged
about twenty-five “hits” per day (or
one per hour). For those of you with
World Wide Web capability (such as
Netscape, Mosaic, or Chameleon), the
address is http://www.appa.org. We
urge you to set APPANet as your
system’s default.

APPA’s World Wide Web home page
is still under construction, but we add
new and revised information regularly.
For instance, we have provided links to
Web sites maintained by university
facilities organizations (thanks to
Oklahoma State for their original collec-
tion). It is fascinating to see what mem-
bers have included for their customers:
campus maps, photos and descriptions
of buildings, staff lists and phone num-
bers, policies and procedures for work
management, announcements of
building closings and construction or
renovation updates, and much more.

You can easily send an e-mail
message to an APPA staff member, and
you can also link to other associations
of interest, such as the National
Association of College and University
Business Officers, the Society for
College and University Planning, and
CAUSE, the association for information
technology in higher education. On
APPANet you will find summaries of
recent issues of Facilities Manager and
Inside APPA, as well as information on
advertising a facilities position in Job
Express. You may search for informa-
tion listed under key topic headings. If
you are a member, you can review the
membership directory and look up the
institution or e-mail address of a fellow
member.

Additional information accessible
through APPANet includes upcoming
educational programs such as the
Institute for Facilities Management, cri-
teria and procedures for the Facilities
Management Evaluation Program,
Government Relations Updates, listings
and descriptions of new APPA publica-
tions and information kits, and ven-
dor/supplier information from the
ranks of APPA’s Subscribing Members.

Future services will include abstracts
and summaries of APPA publications
and educational programs, as well as
reports and data from the Experience
Exchange survey, Comparative Costs
and Staffing Report, and other surveys
and programs.

Separately, APPA has created several
discussion lists on topics of interest to
our members. These are open access
and allow members to post queries,
respond to questions, and share their
policies or experience with others on a
similar subject. The new listservs are:

* ENERGY (energy and utilities issues)

* CONSTRUCT (planning, design, and
construction issues)

+ LEADER (facilities administration
and leadership

* INFOEXCH (information exchange
on any general topic)

To subscribe to any of these listservs,
send an e-mail message to
listserv@appa.org. Leave your
“Subject” line blank. In the message
space, type Subscribe LISTNAME
John Doe.

As APPA strives to be your associa-
tion of choice, we ask for your feedback
and assistance so that we might serve
you better. Join one of the discussion
lists, check out APPANet regularly, and
let us know how we can improve. With
your support and input, APPA and the
facilities management profession will
expand and enhance its service to the
education community.
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Philly
Roundtables

hile attendance was lower
than usual, the discussions
were lively at the roundtable

information exchange tables held at
the Philadelphia annual meeting last

July. Following are summaries of four
of those discussions—written for the
benefit of all APPA members by the
moderator for each topic.

Rightsizing
by Frederick L. Klee

Ursinus College
Collegeville, Pennsylvania

udgets have been slipping at the
Binstitutions represented at this

roundtable, so the notion of
downsizing is not new. Our discussion
focused on how they are dealing with
the reduced budgets and reduced
human resources. One large state
school has had in place for several
years a zone maintenance program for
the repairs of normal maintenance,
which is limited to jobs that will take
less than two work days to complete.
They have their campus broken into
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At Stanley Consultants,
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Engineering, architecture,
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logical geographical areas and have
the craftspeople go directly to those
spaces. The remainder of the work—
that which takes more than two work
days—is assigned to the central shops
for completion. The system seems to
work well and has reduced cost to the
university. In addition, there is a
greater sense of pride in the work
done since the ownership of the zone
is in the hands of the assigned employ-
ees. They will begin to experiment

with housekeeping zones soon, but
those zones may not be aligned with
the maintenance zones. They have also
broken up the campus grounds work
into zones, also with great success.

Another large state institution has
recently started the zone maintenance
concept. They too have a specialized
group for major maintenance and reno-
vations. They rely on multicraft posi-
tions and expect their people to have
near journeylevel status in two trades.
Generally, supervisory positions have
been eliminated to reduce costs. In
some cases those people have been
given a choice of moving back to the
trades or taking retirements.

If a larger institution has not institut-
ed a zone program yet, they should
look at the viability and how it might
work on their campus. =

Custodial Staffing Guidelines
and Analysis

by Greg Fichter

Indiana University
Bloomington, Indiana

PPA is planning to update and
A expand the current Custodial

Staffing Guidelines publication.
In addition, APPA will develop a
benchmarking process geared to the

custodial staffing efforts within educa-
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tional institutions. Several excellent
ideas were raised that will be included
in the survey being developed. Most
of the group were interested in both
aspects of the custodial staffing project,
and they indicated that it will be diffi-
cult to identify all the critical items
that we will need to include for com-
parison purposes. However, all agreed
that a project and /or tool that can pro-
vide valid comparisons is needed. A
task force will meet in November to
begin the update process, and the goal
is to publish the results by the end of
next summer. n

Facilities Auditing
by John Casey

University of Georgia
Athens, Georgia

ince the early 1980s, facilities
Saudits have been used to identify

and prioritize repair and rehabili-
tation projects at higher education
insititutions. Dr. Harvey Kaiser’s
description of a facilities audit, from
his Facilities Audit Workbook, suggests
that by evaluating the functional and
physical adequacy of facilities, the
inadequacies caused by depreciation,
and exacerbated by deferred mainte-
nance, are revealed. These issues pro-
duced a lively exchange of informa-
tion among the roundtable partici-
pants.

Software programs designed to assist
APPA members with facilities audits
are available as separate programs or as
part of the overall facilities manage-
ment program. All programs are
dynamic and designed to be upgraded
routinely, and usually require mini-
mum inspections on site. Also, current
software programs are based on readily
available data, such as R.S. Means Co.
for construction costs and
HEGIS/IPEDS protocols for space defi-
nition, and produce reports by build-
ing, department, or building systems.

All participants in the discussion
agreed that facilities audits are difficult
to perform, and identified four specific
problem areas. First, a combination of
in-house and outside consultant ser-
vices was suggested as the best way to
assure a successful audit. Second, there

appears to be no universal format for
presenting audit data most effectively;
this should be addressed on an institu-
tion-by-institution basis, since software
programs can be fine-tuned to furnish
and format data according to each insti-
tution’s requirements. Also, regarding
pejorative comments that often follow
the publication of audit results, facili-
ties managers should stress opportuni-
ties to improve facilities rather than
dwelling on the “blame” issue. Finally,
managers should insist on software
transportability and comparability; this
should be promoted by employing rec-
ognized database(s) and clearly defined
terms.

All participants agreed that facilities
audits are absolutely necessary to iden-
tify and quantify building and infra-
structure needs. A computer-based sys-
tem should be considered by APPA
institutions, since such programs offer a
dynamic and flexible means to keep
track of facilities, as opposed to one-

time “snapshot” audits. Computer-
based systems should be based on stan-
dardized database(s) and terms, and
should allow output formats suitable
for effective presentation to appropriate
institutional decision makers. |

Energy and Utilities
by Dorsey Jacobs

West Virginia University
Morgantown, West Virginia

he hottest topic to be discussed
Tat this roundtable was on the

wheeling of electricity, which is
similar to what occurred ten years ago
with natural gas. Interest was very
keen in this area, and we recommend
that APPA continue to examine the
opportunities on the horizon.

Chlorofluorocarbon installations and

the opportunity for saving energy was
another priority topic. Schools making
the transition from the old system to

New Stamless Stgél %Stra:mers

S

The new hair and lint strainer by Neptune-Benson
made of heavy duty, non-corrosive stainless steel
is the “strainer of choice.”

Features include a transparent cover, lightweight,
compact design, custom connections to eliminate
reducing fittings, tool free operation
and a name you can count on.

Call today for more information, aahfanaﬂ.

ETSTE

Ot Bndal Ave., P.O. Box 578
W. Warwick, RI 02893

800-832 8?902
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the new technology of a central chiller
plant operation are starting to realize
the major energy savings and payback
possible with this type of operation.
Another topic discussed was the
establishment of energy management

agreements between the physical plant
department and central administration,
wherein physical plant receives back
some of the savings from energy con-
servation programs into the operations
budget or other energy programs. |

O Valuation

R.S. MEANS
CONSULTING
SERVICES

Proven Solutions for
Managing the Costs of
Construction, Facilities
Operations and Valuation

O Database Management
QO Cost Planning

Q Training and Development

Call for Our Brochure
1-800-448-8182

Partnership Revives
D.C. College

n unusual partnership
between Mount Vernon
College and Georgetown

University has given both schools an
opportunity to benefit.

Financially troubled Mount Vernon
College, founded in 1875 and located
in Washington, D.C. only one mile
from the Georgetown campus, had
been turned down for loans by twen-
ty-three banks. Then Mount Vernon
College President Lucy Ann
Geiselman and Georgetown adminis-
trators struck a deal: Georgetown
University offered the college a $6.5
million loan with a ten-year repay-
ment term; if Mount Vernon can’t
repay the loan, Georgetown will get its
campus.

While it is a risky venture for Mount
Vernon, the terms negotiated include a
promise from Georgetown that, should
the college default, its students and fac-
ulty will be absorbed by Georgetown.
Students will be graduated with Mount
Vernon degrees and faculty will be
offered one-year positions or be bought
out of their contracts.

Further, the university would create
the Mount Vernon College Institute,
devoted to research and teaching about
women and education to preserve
Mount Vernon'’s heritage as a women's
college. u

Utah Sets
Speed Limits

he University of Utah in Salt
I Lake City is trying to make its
campus safer for pedestrians by
cracking down on often-overlooked
danger: speeding cyclists.

The university has posted signs on
campus limiting cyclists, skateboarders,
and in-line skaters to ten miles an hour.
Police are using radar guns to catch
offenders. The crackdown is in
response to the death of man from
internal injuries after being hit by a
bicyclist. 2
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APPA Conducts
First FMEP in
Hong Kong

fter five years and dozens of
evaluations in the United
States and Canada, APPA has

conducted its first facilities manage-
ment evaluation at an institution out-

FMEP team leader Jack Hug, right, meets with Mike
Hudson during the evaluation of HKUST last June.

side of North America. Jack Hug, of
the University of California, San
Diego, was the team leader for an
evaluation of Hong Kong University
of Science and Technology, located in
Kowloon, Hong Kong. The evaluation
was conducted in June under the aus-
pices of APPA’s Facilities
Management Evaluation Program.
HKUST was formally incorporated in
1988 and welcomed its first class in
October 1991. Approximately 500 full-
time faculty members teach at the uni-
versity, and student enrollment is
expected to climb to 7,000 by 1996.
Hug’s team members included Bill
Daigneau of the University of Texas

M.D. Anderson Cancer Center, and two
administrators from HKUST. The insti-
tutional contact was APPA member
Mike Hudson, director of estates man-
agement.

For more information about APPA's
FMEDP service, please contact Lander
Medlin, associate vice president, at
703-684-1446 ext. 229; or e-mail at

lander@appa.org. =

TOUGH FACILITY
INFRASTRUCTURE DECISIONS?
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develop and implement innovative solutions for facility
management and utility resource planning decisions.
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Fuel Supply Development
Regulatory Support
Project Financing Support
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® Risk Management
Cost Recovery
Supply Planning
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APPA Committees and Task Forces 1995-1996

Committee/Name Region Institution Phone
Awards and Recognition

V. Randall Turpin Chair University of Utah 801-581-6510
Michael ]. Sofield ERAPPA Smithsonian Institution 202-357-3062
David S. Sims SRAPPA Mercer University /Macon 404-986-3355
Michael A. Stevenson MAPPA Columbus State Community College 614-227-2424
Patrick |. Apel CAPPA Maryville University of St. Louis 314-576-9304
Stanley Hobbs RMA University of Wyoming 307-766-2266
John R. Amend PCAPPA University of Nevada/Las Vegas 702-739-3281
Donald Long AAPPA Macquarie University 61-02-850-7160
Educational Programs

George Krell Chair University of Wyoming 307-766-2266
Patty Galmiche ERAPPA Rutgers University 908-932-5045
Michael Besspiata I11 SRAPPA Southern Baptist Theological Seminary 502-897-4103
Gary L. Reynolds MAPPA lowa State University 515-294-9633
Emily C. Wren MAPPA Indiana University-Purdue University /Indpls. ~ 317-274-4553
Pat Apel CAPPA Maryville University of St. Louis 314-576-9304
Gordon Bulat RMA University of Alberta 403-492-4210
Berger B. Nelson PCAPPA University of Nevade/Reno 702-784-6514
Lioyd Cushway AAPPA University of Adelaide 61-8-303-4243
Government Relations

Chris Christofferson Chair Stanford University 415-725-0296
Donald Little ERAPPA Rutgers/Campus at Newark 201-648-5713
Elsa Peria SRAPPA Agnes Scott College 404-638-6331
Gary R. Kent MAPPA Indiana University /Bloomington 812-855-6169
Wesley Hayes CAPPA Dallas County Community College Dist. 214-238-6170
Ed Smith RMA University of Southern Colorado 719-549-2211
C. Ron Hicks PCAPPA University of California System 510-987-9390
Information Services

Pieter |. van der Have Chair University of Utah 801-581-5082
David R. Collette ERAPPA Mount Holyke College 413-538-2012
Jack K. Colby SRAPPA University of North Carolina/Greensboro 919-334-5684
Greg Fichter MAPPA Indiana University /Bloomington 812-855-3121
Jerrel N. Fielder CAPPA University of Central Arkansas 501-450-3196
Duane L. Timmerman RMA University of Wyoming 307-766-2266
Jeanne O'Dell PCAPPA California State University /Long Beach 310-985-8886
Don Hardman AAPPA Australian National University 61-6-249-2519
International Relations

Roy Dalebozik Chair McGill University 514-398-4569
Winthrop M. Wassenar ERAPPA Williams College 413-597-2301
Rex O. Dillow CAPPA Member Emeritus 314-445-7183
F. Louis Fackler PCAPPA Member Emeritus 408-426-6254
C. Ron Hicks PCATPPA University of California System 510-987-9132
Edwin A. Dews AAPPA James Cook University of Northern Queensland  61-07-781-4481
Wolfgang Schlotmann International University of Dortmund 231-755-3303
Membership

Joseph D. Rubertone Chair Quinnipiac College 203-281-8775
David |. Early ERAPPA University of Southern Maine 207-780-4656
James R. Brown SRAPPA Southern College of Technology 404-528-7259
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Membership (cont.)

Craig A. Hjelle MAPPA Bethel College and Seminary 612-638-6200
Richard Hoback CAPPA University of Nebraska/Lincoln 402-472-8086
Jim Kelly RMA Auraria Higher Education Center 303-556-3260
Kathleen Mulligan PCAPPA Oregon State University 503-737-7705
Sam Ragusa AAPPA Griffith University 61-7-875-7149
Professional Affairs

Thomas F. Vacha Chair University of Delaware 302-831-2616
Stephen R. Saulis ERAPPA Facilities Resource Management 203-245-9600
Robert W. Collins SRAPPA Davidson College 704-892-2220
J. Kirk Campbell MAPPA Carleton College 507-663-4460
Leo Yanda CAPPA University of Arkansas/Fayetteville 501-575-6601
Garth N. Peterson RMA University of Utah 801-581-6108
Thomas E. Harkenrider PCAPPA The Salk Institute 619-453-4100 ext. 432
Laurie Lardner AAPPA University of New South Wales 61-2-385-3404
Small College

Peter Sandberg Chair St. Olaf College 507-646-3280
John P. Holmes ERAPPA Messiah College 717-691-6011
Jerome E. Meyer SRAPPA Centre College 606-238-5550
Robert A. Getz MAPPA William Rainey Harper College 708-925-6350
Arthur L. Johnson CAPPA Washburn University of Topeka 913-231-1010
Jeff L. Turner RMA Casper Community College 307-268-2492
Brian Worley PCAPPA University of La Verne 909-593-3511
Greg Heap AAPPA Carrington Polytechnic 64-9-849-4180 ext. 8541
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Executive

Summary

Wayne E. Leroy, CAE

A+ for Credibility

ummer is now over, and the
S time for going at a different

pace is behind us. For some that
pace was a little slower, for others it

ADA Compliant Signs
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that resist paints, markers and
other defacing agents.

MEMCO
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Lawrence, Ma
(508) 686-4777

1-800-726-1719

is more hectic as pressure mounted
for getting jobs completed before the
beginning of another school year. In
addition, summer provides an
opportunity for interaction at events
such as the APPA Educational
Conference & Annual Meeting, the
Institute for Facilities Management,
and a host of other meetings with
higher education students, faculty,
and administrators.

A common thread clearly ran
throughout the conversations at these
meetings, and even pervaded the mes-
sages delivered from the podiums by
various speakers and presenters: higher
education has an image problem!
Students are upset with our bureaucrat-
ic inflexibility, parents are enraged with
continued escalating costs of tuition
and fees, and employers are exasperat-
ed with our capabilities of turning out
qualified graduates. Policy makers at
all levels—federal, state, or local—are
responding to these criticisms in uni-
son: reduce resources, especially finan-
cial resources! That will force efficiency,
effectiveness, and (most of all what we
really want)....Change!!

As [ have listened to these comments
and concerns, [ wonder if higher educa-

The success of most modern
organizations is dependent on
how fast change occurs and the
positive acceptance of doing
things differently.

tion “image” is the correct term. Most
parents still want their kids to go to col-
lege, students still study hard to obtain
high SAT scores to improve their
chances of getting into the college or uni-
versity of their choice, and business and
community leaders still think that higher
education is a valuable asset to their
communities and the world at large. If
everyone likes higher education so well,
then why are many people so frustrated
and continue to badmouth and perpetu-
ate the negative image about higher edu-
cation? Perhaps the answer is that higher
education is monopolistic, has an arro-
gant attitude, is incapable of describ-
ing/defining its product, and is unable
to provide credibility. Perhaps credibili-

ty, not image, is the issue facing us in
higher education, and maybe our credi-
bility can be enhanced once we find a
clear and concise way of defining,
describing, and measuring the product
of higher education.

Since higher education has a long
and time honored paradigm of reflect-
ing quality in terms of letters (example:
A = outstanding effort), I would like to
focus on three As and how they can be
used by APPA members to enhance
higher education and its credibility.

Assessing—the ability to obtain and
gather information using uniform and
accepted definitions and providing
common measurements. It was with
this objective in mind that APPA’s new
Strategic Assessment Model was devel-
oped and is now being reviewed for its
capabilities to provide accurate and
comprehensive ways to measure out-
comes for facilities organizations.

Analyzing—using information to
identify areas within one’s own organi-
zation that need improvement. A vari-
ety of tools are available to assist in this
effort: APPA’s Comparative Costs and
Staffing Report, the self-evaluation crite-
ria for the Facilities Management
Evaluation Program, the identification
of other similar organizations through
the International Experience Exchange,
and others that provide benchmarking
data.

Assimilating—this can be described
as “just do it” and involves bringing
into our own organizations those “best
practices” we have discovered though
assessing and analyzing. It is through
continuous improvement that higher
education facilities organizations will
be leaders for all of higher education in
its quest to become credible.

The success of most modern organi-
zations is dependent on how fast
change occurs and the positive accep-
tance of doing things differently. In
most people’s minds, change translates
to being better, usually faster, and
probably less expensive. It is these pre-
cepts that will be the challenge for facil-
ities organizations and APPA itself as
we all strive to become a Global Partner
in Learning. ]

Wayne E. Leroy is APPA's executive vice
president.
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Its energy efficiency is the
reason why.

Although the transformer on
the left costs more initially, the
energy savings it delivers will
offset the difference in a little
over one year. In fact, the energy
savings of this high-efficiency unit
will actually pay back its entire
purchase price in about five years.®

The secret to this cost-effective
line of dry-type transformers is in
the amount of copper conductor
used. By increasing the amount of

conductor in the windings, I'R
losses are dramatically reduced.
That translates into lower
temperature rise under load,
significant energy savings and
short payback periods.

For example, at a load factor of
85%, the high-efficiency, copper-
wound transformer shown on the
left, with load losses of 7.1 kW,
has total losses of only 12.6 kW.
The standard-efficiency,
aluminum-wound unit on the
right has load losses of 15.5 kW

* All calculations based on actual Spring 1995 costs and an 85% load factor

COSTS LESS.

and total losses of 19.8 kW. At
$0.07/kWh, the high-efficiency
unit’s 7.2 kW loss differential
yields an annual energy savings
of $4,420. The $5,900 higher price
is paid back in just 1.3 years; the
entire purchase price in 5.1 years!
Similar savings can be expected
with most high-efficiency trans-
formers. For more information,
call 800-CDA-DATA. Or write the
Copper Development Association
Inc., 260 Madison Avenue,
New York, NY 10016.
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placed there by a person named
Mary, whose job it was to
inspect the quality of the
bags. Since finding the
message from Mary, [ have
started to look at the bottom
of paper sacks more often. ]
Focus on Some people may question i
my sanity for going around "%

reading messages on the bot- %
tom of brown paper bags, but |
have found it to be quite inter-
esting. Try it yourself. You may
- Vil Peteidai fingl, as I have, some very inter-
esting messages.

In any event, it was only a couple

Krafted by Rick D. Compion of weeks after discovering Mary's \

Management

message that I ran across another
missive that caught my attention.

n the Summer 1995 issue of This message was once again printed
IFaciIitics Manager, I shared with on the bottom of a brown paper sack,  §
you my feelings about a printed and it read, “Krafted by Rick D. i\
message found on the bottom of a Compton.”
brown paper sack. The message was Now, in my opinion, this message is

even more significant than the one left
by Mary. It seems that Rick D.
Compton would like the whole world
to know that he is proud of the brown
paper sacks that he crafts. Note that he
doesn’t just “make” these sacks, but
rather he “krafts” them. Whereas Mary
was only responsible for the inspection
of someone else’s work, Mr. Compton
is responsible for the fabrication and
quality of the bag itself.

I was once again impressed that
someone like Rick Compton could find
satisfaction and take pride in construct-

ing s thing so humbl b
Low Maintenance paper bag, T can even envision Rick

going home after work and bragging to
World Dryer leads the way. his wife and family that on that day he

| « Effective cost reduction had crafted 5,240 bags without one bad
| » Intelligent environmental choice sack in the whole lot!

* Improved hand sanitation In addition to the obvious message
. The Leader in Warm Air Dryers Since 1948. printed on the bottom of this sack, there
I WORI_D 5700 McDermott Drive Berkeley, IL 60163

DRYER (708) 449-6950 Toll Free: (800) 449-6950
® FAX: (708) 449-6958 Val Peterson is director of facilities manage-
In Canada: 5850 Keaton Crescent, Mississauga, Ontario L5R 3K2 ment at Arizona State University, Tempe,

(905) 507-1420 FAX: (905) 507-1777 Arizona, and a former APPA President.
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is an unwritten message there as well.
This message comes across loud and
clear. The unwritten message is that
people want to do good work—the
kind of work in which they can take
pride. And people want to let other
people know that they do good work.

On the whole, most workers within a
typical facilities management organiza-
tion do good work. I am personally
very proud of the work done by the
kind of people—symbolized by Mary
and Rick D. Compton—that labor
within my own facilities management
organization. | assume that each of you
share that same pride for similar work-
ers within your own organizations. It
seems obvious to me that the same
pride and satisfaction as exhibited by
Mary and Rick in working with paper
bags certainly exists in the minds and
attitudes of those that operate and
maintain the physical facilities at col-
leges and universities everywhere.

Even though, as individuals, we may
not be able to leave our name on the
areas or equipment operated and main-
tained by facilities management staff
(surely we would be accused of creat-
ing graffiti!), we can leave our mark
nonetheless. Our mark can be a clean
restroom; it can be a piece of equipment
that is clean and well-maintained; it can
be a litter-free sidewalk; it can be a
fresh coat of paint; it can be a well-craft-
ed piece of furniture; it can be a ther-
mostat that controls the room tempera-
ture at the proper setting. Our mark
within facilities management can be all
these things and much more. The col-
lective “mark” of a good facilities man-
agement operation is how well the
facilities are operated and maintained;
how efficiently and effectively budget-
ed funds are spent; and how good the
buildings and grounds look. We have
the opportunity to leave our mark by
the kind of work we do.

In facilities management, the best
mark may be no mark at all.

People want to be proud of their
work. Most people want to do the right
things. As facilities managers we need
to ensure that we do all we can to
remove barriers and obstacles that hin-
der performance and limit employees
from being less than they are capable of
being. We need to encourage creativity,

self-direction, and suggestions whenev-
er possible. To take a phrase from the
military, we need to make sure we
allow employees to be all that they can
be. We need to create an atmosphere

where employees are able and expected
to leave their “mark.”

Let’s make sure that our mark is left
on something of which we can be
proud. =

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

For over 80 years, American Building

Maintenance Company has provided
high-quality contract building mainte-
nance services — without the high cost.
We've learned our clients’ real needs.
Studied dozens of ways to save them
money. Analyzed costs, productivity and
quality levels so well that our clients can
save as much as 15% over in-house pro-
grams. Without sacrificing quality.
You'll find that our proposals are
detailed, accurate, and meet the unique

demands of your campus. More and more
institutions are finding that ABM contract

custodial, engineering services and
grounds care are exactly what they need
to operate with today’s budget cuts.

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

It's time.

AMERICAN BUILDING
MAINTENANCE CO

a subsidiary of
American Building
Maintenance Industries, Inc

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

San Francisco, CA 941052230

Fax 415-597-7160
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Vision, People, and Process:

An Interview With APPA Presi

Interviewed by Wayne E. Leroy, E. Lander Medlin, and Steve Glazner

photography by Mark A. Philbrick and Daryl Tichy

DoucGLAs K. CHRISTENSEN is a
visionary. APPA’s 1995-96
President believes in the power of
the shared culture, in the value of

information, and in the empower-

ment of the people within an

organization to understand and
use that information for the benefit
of the entire institution.

Wayne Leroy, Lander Medlin, and Steve Glazner are, respectively, APPA's executive vice president, associate vice president, and director of
communications. This interview was conducted August 17, 1995 at the APPA office in Alexandria, Virginia.
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hristensen, Brigham Young University’s first

APPA President since Sam Brewster in 1953,

brings a variety of experience and qualifications

to his current role within APPA. BYU, located

in Provo, Utah, is affiliated with the Mormon
Church, also known as The Church of Jesus Christ of Latter-
Day Saints (LDS). Christensen has been employed by BYU
for more than twenty-three years.

As an undergraduate at BYU, Christensen served on a stu-
dent custodial crew, responsible for a student crew, which led
to greater responsibilities at the university following his grad-
uation in 1972 with a bachelor’s degree in accounting and
organizational behavior, with an emphasis on information
systems. He became manager of business for BYU’s auxiliary
services, then moved over to the physical facilities depart-
ment as director of business support.

In 1984 Christensen was awarded a master’s degree in
information and administrative management, with empha-
sis on organizational behavior. He served for a while as
BYU's director of physical plant, and is now director of the
Capital Needs Analysis Center, which includes all of the
higher education institutions within the LDS church educa-
tion system. Christensen was the first person at BYU to com-
puterize and integrate a total facilities operation with an
information system.

His APPA experience is varied and deep. He has been a
member of APPA and the Rocky Mountain region for more

than eighteen years, and he was RMA'’s President in 1992-93.

He was a 1992 recipient of the Meritorious Service Award,
APPA's highest individual honor, and BYU received
APPA'’s first regional and international Award for
Excellence in Facilities Management in 1988 for the large
school category.

Christensen also received the first Rex Dillow Award for
Outstanding Article, for his 1987 article in Facilities Manager
called “Integrating Capital Studies Within Physical Plant
Organizations.” He has served on several APPA committees,
and he served on the evaluation team for the pilot Facilities
Management Evaluation Program, as well as on several sub-
sequent teams. He was part of the first delegation to visit the
People’s Republic of China in 1987 for the purpose of sharing
and learning about facilities management problems at
Chinese universities.

Doug Christensen

Christensen'’s interest in leadership has resulted as the chair
of the Executive Development Institute and the more recent
Foundations of Leadership program presented by the Covey
Leadership Center. He is a member of the consortium to
develop benchmarking criteria through APPA’s Strategic
Assessment Model, and he helped lead the Board of Directors
through a process that has resulted in a new vision and mis-
sion statement for APPA.

We interviewed President Christensen in August for this
special profile, and we asked about BYU’s Capital Needs
Analysis Center, the relationship between BYU and the
Mormon Church, and his goals and expectations for APPA,
among other topics. Read further to find out more about
APPA’s 1995-96 President, Doug Christensen.

Capital Needs Analysis Center

STEVE GLAZNER: What is the Capital Needs Analysis Center
of Brigham Young University and what is your role?

DOUG CHRISTENSEN: Capital Needs Analysis is a pro-
gram that began in 1981. Its purpose was given to us through
the LDS Church Education System Commissioner’s Office,
where they asked a lot of questions about what it's going to
cost to maintain the capital side of our facilities. In addition to
the BYU campus in Provo, we have the Hawaii campus,
Rick’s College in Idaho, an LDS business college, a Jerusalem
center, and a London center. The reason they were concerned
about this is that they basically wanted to know what cash
flow needs of the Church were required to meet the needs of
higher education replacement and renewal. Most of the
buildings were built in the 1960s and now the costs were
going to hit us.

CNA is a total capital program that defines replacements
for all component systems and everything in the facility, from
roofs to buildings to all kinds of things. We have a database of
replacement items and a list of what types of projects deal
with retrofits and improvements or with new space. We put
together a forty-year cash flow of what the capital needs are
so that proper planning and support occur and that we have
the capital resources required to meet the ongoing needs of
our higher education system.
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LANDER MEDLIN: What is the relationship of the Capital
Needs Analysis Center to the Maintenance Department at BYU?

CHRISTENSEN: We're tied together very closely, but the
key is that the capital is something you can plan for and man-
age. One aspect of the capital needs replacements is that we
use the people who maintain and repair and deal with the
components on campus to do the annual inspection of those
items that have a remaining life. It's designed to be a bottoms-
up organizational decision—that the people who maintain
the area and the equipment and the roofs can make the best
judgment as to when the item’s useful life is gone. Working
with their supervisor, the administration, and everyone who
has an interest in the planning aspects of it, they really work
together to determine whether it's an important item and
whether it has high priority.

“The people who maintain the area
and the equipment and the roofs
can make the best judgment as to when

the item’s useful life is gone.”

One of the major concepts that we're dealing with that I
think is unusual to most in our profession is that we consider
that finding what the real needs are on campus is more
important than finding out how much money we need. We
have found that as we've partnered with the customers on
campus, as well as with the administration and our own
employees. By putting all of those three ideas and desires
together and focusing on finding out what the needs are, we
then are representing the needs of campus in the facility area.
But it's a much different process than trying to start at how
many dollars you have and trying to maximize those. We
want to be representing the real needs of all of our customers
and all of our stakeholders.

MEDLIN: Has it changed the approach that you have with your
stakeholders? What kind of outcome are you seeing there?

CHRISTENSEN: Just support. An example: Because capi-
tal funding is such a roller coaster—some years high dollars,
some years low dollars—what we're finding is (in fact, we
found this out at the beginning) that it’s important for us to
give the administration an idea of what the overall dollar
needs and impacts are and to level out that cyclical up-and-
down. And, in fact, we've worked on a funding limit so that
as we go through our process of determining needs, if some
years our needs are below that limit, then we’re able to bank
the dollar difference and save it for a year where we're over
the limit. In reality, the higher education factor in capital plan-
ning is paying a straight-level fund every year like they
would in operations. And we're managing the cycles that are
sometimes over, sometimes under. The Commissioner’s
Office reviews each year the kinds of things that have zero
remaining life to enforce and make sure that the standard that
we're inspecting toward is the same standard that they seek.

So there’s continuity and congruency in where we're heading
with our capital facilities.

One component that's very important is the one-time
projects. We go out and visit with deans and directors and
look for project needs. We want the vision of where the user
thinks the building’s going, so when we come up with a
replacement in a building we're seeing the whole picture. We
also have the vision from users as to where the building’s
going. If we're going to put a computer lab in a building that
hasn’t been there, and we're going to do retrofitting on a utili-
ty system, we can size that to where we're going to be with
the building. We're working with the campus and with facili-
ties and with the administration on making sure that whatev-
er we spend, we are putting the building in a very favorable
position for the future. So, it is functional and we can meet the
ongoing needs of the faculty and the users.

WAYNE LEROY: In your experience within the Capital Needs
Analysis Center, have you seen an enphasis from the administra-
tion of the institution that makes it easier to do the budgeting
process and to make sure that the resources are there for the
enhancement of the facilities on campuses?

CHRISTENSEN: Yes. In fact, the biggest challenge we're
having is the idea of getting a master plan out of the academic
side and the administrative side. What we have found is that
we can pretty much understand how the building is operat-
ing and what types of replacements, but the real vision comes
when we partner in the process each year of finding out what
the real needs are. We find that the administration and faculty
are very willing to be partners and involved in the planning
process as long as we're willing to communicate and provide
teamwork. You need to remember that this is working on
many different campuses all toward the common goal.

The CNA program has given us a real business tool that
helps us really know what this building is and where it's
going, and allows us to make much better decisions. It's very
proactive in painting a picture for the future. We don’t want
any surprises. One of the results of all this since we started in
1981 has been that we're in a much more planning mode, we
aren’t being surprised, and we're actually taking care of prob-
lems in a much better way. In fact, we declared that we have
no deferred maintenance on campus, because the standard
that we’re at is the standard that everybody has agreed to
either in an operation-maintenance sense or in a capital sense.

MEDLIN: How many people support the Capital Needs Analysis
Center function?

CHRISTENSEN: I have one assistant, and we have four
students, and we coordinate with all the campuses. The
biggest problem is getting the inventory of items. Once
they're established, then it's just a matter of letting the main-
tenance people, as well as the administration, continue to
modify and refine the data. It's part of their culture and is not
separated out as a program. It's the way we do business, so it
doesn’t take a lot on our part. Let me emphasize that the
process is what makes this work. It's working with people,
working with things, and working with desired goals and
directions. That process is what really makes this system
work. The greatest thing we've done at BYU is to have gotten
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the individual worker, with his or her competency and skill,
to really direct us into when the replacement is needed.

Our whole culture is centered around maximizing our
resources. And we want to extend the useful life of every-
thing that we can. What that’s done is not only given us a
lower cash flow to meet the ongoing needs, but it’s also
helped us in our planning and designing new facilities. We
basically know the kinds of components and systems that will
give us the maximum useful life, so maintenance is now
affecting a whole design-construction process to make sure
that we do have facilities that we can maintain in a proper
way over time.

Student Employees

GLAZNER: BYU utilizes its students as part of the workforce
probably more than any other college or university. Could you
explain that program as it relates to the facilities area?

CHRISTENSEN: We have student jobs available and they
apply and go through the same process as if they were apply-
ing for a job. So, there’s no forced kind of thing, but it’s very,
very encouraged. We encourage students to earn enough
funds and money to pay their tuition, to get their education.
There are a lot of students who have to work in order to get
their education. But, it's a unique culture. As I talk to physical
plants people at other schools, this kind of work ethic for stu-
dents just isn’t there. We've enjoyed it for a long, long time,
and we think that it will be very important to our future.

Christensen received APPA's first
Rex Dillow award in 1988. Left to
right: Phil Rector, Christensen, and
Rex Dillow.

Culture/Values

MEDLIN: Given the culture you described and what has really
transformed the way you do business, is this unique—the fact that
you have the particular shared values that you do. Do you think this
is particularly unique to BYU, or can it be achieved at other institu-
tions?

CHRISTENSEN: Well, it's an interesting question, Lander,
because values come from individuals and from cultures, so
there may be some cultures that these kinds of shared values
could never thrive in. I've just never studied any other cul-
tures to find out. The thing that I've noticed that’s kind of an
interesting sidelight is that as people begin to share values
and begin to work as teams and start getting a clear under-
standing of where they're going and their mission is lined up,
then something happens to their culture that becomes very
similar to what we're used to in our culture at BYU. I'm not
saying that we're always the best culture, but there is a lot
more teamwork, energy and synergy. You're trying to be
there for the good of all and not just for the good of the
department or the good of the person or an individual. BYU
has a culture that continues to reinforce the idea that we're in
this together and we can’t reach our common goals unless we
do it together.

So, I don’t know how it could spread. All T know is that we
have to continue to work at the culture we're in, and to continu-
ally improve. We have a slogan from Dee Anderson, our vice

continued on page 19
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continued from page 17

president who just retired from BYU. He said “Do it today better
than yesterday.” He emphasized the point that it's the little
things that you continue to do better that make the whole better.

GLAZNER: What is the relationship between the Mormon
Church and Brigham Young University?

CHRISTENSEN: BYU's Board of Trustees is made up of
the leadership of the Church. Education has been a primary
goal of the Church for many years. Wherever the Church has
been, it has developed educational institutions and provided
educational opportunities. There is a significant tie between
learning and the Church. One of the reasons for BYU was the
idea that we wanted to be able to teach the doctrine of the
LDS Church and tie that in with the doctrine of the world,
you might say, in what their learning is and what our learn-
ing is. The thing that will make BYU great will be taking the
secular knowledge and religious knowledge and coming up
with as close to the truth—the eternal principles that are out
there—as you can. That's a foundational principle not only of
the Church, but it’s been passed on to BYU.

If you look at the mission statement at BYU you will see
that one of the major charges of BYU is to assist the Church in
becoming better and in using the learning of the world as
well as the learning of the Church to make progress in that
direction as well. It's a pretty tied together kind of situation.
We are under their direction, and we are a significant arm of
the Church in teaching the level of intellect for the members
of the Church to go out and serve. Each campus has its own
mission and its own area, but the overall goal is to bring secu-
lar and gospel principles together in a way that they make
sense in your life and that you understand what they re all
about.

MEDLIN: Could you speak specifically to the perception that
mamny people have of BYU's unlimited resources?

CHRISTENSEN: Well, it’s always amazing. Whenever we
do an accreditation study or when we look at ourselves and
do comparisons to others, we find that we're very compara-
ble and, in fact, in some cases lower. There are some obvious
reasons for that. Number 1 is when you have a lot of stu-
dents working and you're not being a full-time staff, you get
a lot of labor hours pretty inexpensively. As long as students
are willing to work, we can do a lot of things within those
hours, and hopefully we're smart enough to do it profes-
sionally so we're not just spending money because students
want to work.

The other thing is that when we build a building, we
build it to a certain standard. When all of our buildings are
built, we actually go through a very detailed programming
design process. We involve the shops and everyone in that
process. When we build a facility, the facility is owned by
maintenance as much as it’s owned by the user or the per-
son in it. If you maintain a new building at a new level, then
it's very easy and inexpensive to keep it maintained at that
level. Our sad experience is that in some of our facilities on
the Hawaii campus we didn’t do the proper investment,
and it cost us a lot more money to bring that up to a differ-

ent standard than it ever cost us to maintain the standard
we have. We have to give Sam Brewster and Harold
Anderson and others credit. It's more important for us to
keep the building at the highest standard we can and main-
tain it at that level and to get the resources it takes to keep it
going rather than let it slide for a few years and then try to
catch up. That’s why I think pecple have this perception
when they come to our campus and see that everything’s
clean and neat and in order and that it doesn’t show a lot of
wear and tear. We're reinvesting in facilities at the time we
build them, and then we maintain them rather that play
catch-up. In addition, BYU receives no federal or state fund-
ing. The Church doesn’t want to lose any of its ability to
cotrol its destiny. The key is the shared values throughout
the higher education system.

Mentors

GLAZNER: Are there individuals in your career who you look to
as mentors or as guiding lights who have helped shape your vision
and your view of what facilities and facilities management is all
about?

CHRISTENSEN: [ think most of us who serve in facilities
at BYU will look back in our history and say that there were
two people who really developed the culture and made it
workable and really laid the proper foundation—I"m speak-
ing of Sam Brewster and Harold Anderson. There are many
others, such as Dee Anderson and Ed Cozzens, but Brewster
and Anderson really started building the structure we work
within today.

Since they built the campus, there was a beginning there
that we have continued to benefit from. They established
standards, created work relationships, and developed very
solid processes that really give us the results we're getting
today. Even though some of those have been modified and
changed over time, the whole idea has not changed. So I have
to give them credit for establishing something that we live
within and value as a way of doing business.

Information Management Systems

LEROY: Doug, a major component of the Capital Needs Analysis
program is information-driven. Would you share with us your con-
cept of the importance of information as both a management tool and
a planning tool for enhancing facilities?

CHRISTENSEN: Sure. It's a very important part of where
we're going. In Alvin Toffler’s recent book, The Third Wave, he
discusses the paradigm shifts that have occurred in history,
the first one being all of those things that relate to “farming,”
where you were self-reliant. You did things for yourself. Then
we moved into the industrial age, where it became important
to manufacture and increase industry. In fact, the assets of
that time were really buildings and systems, and the liability
was the people and the training that it took to produce and to
manufacture. With the third wave, which is information, we
have changed what is an asset and what is a liability; in
today’s thinking the assets of an organization are really the
people and their skills and training. And, possibly, the liabili-
ties could be the buildings and the systems and the things
that we have around us. In the information age it’s more
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important, from an asset standpoint, to be focused on people,
and people using information to make better informed deci-
sions. Because things are continually changing, information
needs to be refined and given importance. What you learn
about a system or facility needs to help in the management
and planning process. Informed decisions in today’s culture
are better than assumptions and in some cases, experience.

Leadership vs. Management

MEDLIN: What is your philosophy on leadership, especially as it
plays out in your role as APPA President?

CHRISTENSEN: Leadership is three basic things: One is it
defines a direction, a vision of where you want to go. Second is
it really talks about aligning constituencies. How do you get
people and systems and structures to align with where you're
going? And the last is, how do you motivate and get enough
energy to get to the next level or the direction you're going?

Right now colleges and universities are downsizing, right-
sizing—we're in a big change environment. And there are a
lot of people who are confused by it. If they're looking at it as
a management issue, then all they look at is a reduction in
resources, and we just don’t know what we’re doing or where
we're going. If they look at it as leadership, they're saying,
“Oh, I am responsible for this but I've got to change how we
do business and take that responsibility and go to the next
level and find what the direction is.”

You've got to talk about things such as strategic planning and
executive level skills. You're going to be dealing with a different
level if you're talking about direction, because now you're a part-
ner with the administration in many cases. You've got to be will-
ing to take risks and do experimentation. You've got to be able to
network. What are the best practices? How can I be motivated by
somebody who is doing something good that I need to do? How
do I develop change? And you still need to consider the culture
and uniqueness of your institution.

APPA’s Vision: Global Partner in Learning

MEDLIN: Please tell us about your accomplishments during
your term as President-Elect last year, and what your goal was dur-
ing that year as the head of APPA’s Planning Committee.

CHRISTENSEN: When we looked at the findings of the
1994 evaluation by the American Society of Association
Executives, we started getting pictures of how we needed to
change as an association. As the President-Elect, one of the
issues we dealt with initially was where are we going, what
direction. The APPA Board came up with the vision state-
ment, Global Partner in Learning. Once we got a vision state-
ment, then the other pieces started showing up. For instance,
we have a total business plan of where we're going. We have
a long-range plan in mind, and we continue to develop our
strategic plan. But they have to be in sync.

GLAZNER: Could you explain the components of the new vision
statement?

CHRISTENSEN: When we say Global Partner in Learning,
really represents the future and the direction of APPA. Let me
just take each word, because it's hard to talk about it in total
without giving meaning to each of the words.

Global has a meaning that is critical to APPA; we have to be
global in the way we support APPA members worldwide.

Global could mean that we're concerned about the core stew-
ardships and the core competencies that each individual has,
and that global can mean all of the responsibilities that each
member of the association has.

APPA has got to determine what its core stewardships are
but, more importantly, who we have to partner with in order
to meet the core stewardships of those members. If our strate-
gic plan states that we want to be the association of choice,
then we have an obligation to say that we can commit to
these kinds of competencies as being things that APPA would
really focus its resources on.

Next, we need to partner in a lot of things because we don’t
have the resources to be all things to all people. The only way
we can really meet the individual needs of the members of
APPA is to find partnerships. APPA does a marvelous job in
developing partnerships, and we really need to continue that.
And as we partner, we need to develop ways of looking at

. our core competencies. We have discussed the creation of

“centers of excellence, but we need to do more in the area of
finding ways to be a better resource to those responsibilities
of our members. It's going to take a lot of partnerships to
make it clear and precise what we want to achieve.

The last area is learning. We need to find ways to develop
the personal skills so that we can be in the position of learning
and changing and doing those things that will help us get by
in these times of change. I personally think that there’s a lot
we can do in this area, that we truly can become a Global
Partner in Learning by focusing on those things that are
important for us to know about. And then we have the skills
as the individuals in APPA to get to the next levels, to find
partnership in our administration so that learning, in a sense,
really is the learning of how we can better serve through the
vision and mission of our facilities organizations to meet the
mission of the universities and institutions.

Vision Strategies

LEROQY: In order to achieve that vision, we're going to have to
create some strategies that are going to get us there. Do you want to
expand on some of those strategies and lay out the plan as to how
we're going to ufilize those strategies in achieving the vision?

CHRISTENSEN: There are four main objectives that I
would like to see the Board of Directors complete by July
1996. One is to finalize the teamwork elements and to share
the APPA business plan strategy and continuous improve-
ment. We're in the middle of this; we’ve got most of the ele-
ments identified. We just need to finalize it. It would be my
goal to publish a booklet for the membership that would deal
with the framework at what’s happened and what pieces fit
together and how they all work.

Number 2 is to finalize and adopt the strategic plan. As you
know, there is one overall objective—to be the “association of
choice”— and then there are six other objectives that we want
to achieve in the plan. The first is an increase of meaningful
participation in involvement of APPA’s stakeholders. 2.) The
international APPA and the regions are partners in alignment
working together synergistically. 3.) The organizational struc-
ture facilitates and supports the mission, vision, and goals
and is consistent with the principles. 4.) All APPA stakehold-
ers shall have equal access to information and to
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education/learning opportunities. 5.) The process for per-
forming and integrating strategic financial and business plan
is in place and in use by APPA. 6.) APPA communicates with
its stakeholders using channels of their choice.

We have spent time with the Board identifying the vital
assumptions, threats, weaknesses, opportunities, and
strengths of the association. Then we put together some major
objectives, and within each objective we developed some
strategies, some things that we ought to do, and so on. I've
asked the Board to review, prior to our February Board meet-
ing, certain strategies and have them implement an idea of a
way we ought to approach the strategy. One of the key things
that we need to have in place is a process to look at impacts
on our resources. It's called a business plan request, where
anybody in APPA can fill out one of these requests and have
it go through a process of review. We want these ideas to be
coming in all the time. We want to inform the members on
things they may not be aware of, as well as things we can do
with existing resources. We want to jump on them and make

Christensen on campus at BYU.

them happen now, not two to
or three years from now.
Some of these requests will
become strategic in nature.
They will ask to do things dif-
ferent than we're doing them;
we have additional needs
than you're addressing; or
whatever. They all become
part of our strategic plan, and
they’re added to our strate-
gies under certain objectives.
The strategic plan has to be
shared by all. It's critical for us
to get to this partnership with-
in APPA and to continue to
maintain it so that Global
Partner in Learning may be as
global as the people we work with in our own campuses, and
not necessarily meaning the people who are foreign to us.
I've asked the Board to take as its third objective to study
and propose any rightsizing issues that they may have related
to APPA. We're going through an interesting period where
cost is having an impact on the kinds of things we can do. We
are going to have to find ways to manipulate our resources so
that we're maximizing the services that are important to the
members. And it may be that we've got to find ways to
reduce costs and change the way we currently do our busi-
ness so that we can, in fact, reinvest those resources into new
and better things. The only way continuous improvement is
going to work is if we have the flexibility and the resources to
get where we're going to get. Wayne’s done an excellent job
of finding people who are willing to help us get to the next
level and even provide resources to get there. But internally
we need to look at how we're doing our business and see if
there are any old paradigms that just don't quite fit where we
want to be, and if we're too rigid we need to be more flexible.
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Or is our standard a little higher than we need to have, so that
we can take those investments and those savings and put
them into something that will really benefit the members.
That's why I think rightsizing is something that needs to be
looked at, and we’ll have certain members of the Board work-
ing on that objective.

The last Board objective is probably the major one, in my
mind. A lot can be said about it. It's a study of major initia-
tives to “becoming a global partner in learning.” This
needs to be a shared vision of where we're at and where
we're going, and I must say it’s proba-
bly a personal vision as much as a
shared vision at this point.

An overall vision I have, which may
or may not fit our scenario, is the idea of
looking at APPA as a university, and
that our core stewardships are the col-
leges and academic kinds of areas. The
paradigms and focus are pretty similar
to that of the university, in terms of life-
long learning.

Most people would agree that the way
we maintain utilities today is a lot differ-
ent than the way we maintained them
ten or twenty years ago. That’s the kind
of learning that’s got to take place. My
goal would be that anyone out there
with any of their core stewardships
could call on APPA, and if they're hav-
ing a problem with utilities or building
teams or custodial operations, they
could find the latest and best informa-
tion about that stewardship when they need it, when they feel
like it’s important to know it. There will be enough informa-
tion, either in articles or seminars, whether it's provided by
APPA or other associations.

We need to be a source of help to individuals when they
need to be helped. If that’s true, then all of the change around
us and all of the things that are important to the world contin-
ue to change our culture. APPA will be a partner with them
all the way, and hopefully be giving great support to these
individuals in the facilities organization.

GLAZNER: Do you feel that APPANet would be a major influ-
ence or tool for this purpose?

CHRISTENSEN: We've already got probably one of the best
tools to deal with that in the area of information sharing, and
that's APPANet. We've got to find out how this resource can
help us the most and maximize it. Business can be done this way.
APPANet can help us get answers to very difficult problems and
questions almost instantaneously. APPANet networks people.
You've got to have people who have tried it and people who
have already experienced it so that you can talk about results
and see if it would be a solution for you. We can’t give our cam-
pus leaders or trustees a report three inches thick and say that
this is our consultant’s report. We need to be able to talk about
the information or need in a summary sense and in the what-are-
the-advantages/disadvantages sense, and not in the report
sense, we'll never be a resource for our institutions.

APPANet fits into all this by giving us access to individuals
and to information, and you just have to find ways to take
that resource and maximize it to benefit the facility manager
and the facility leader. APPANet is a very important tool for
our profession.

Strategic Assessment Model

GLAZNER: At the Philadelphia annual meeting in July, a con-
sortium of APPA members presented a model tentatively called the
Strategic Assessment Model, which is intended to be a benchmark-
ing effort that is more usable, valuable, and
beneficial to the APPA member as opposed
to other benchmarking or comparative cost
efforts. How does the new Strategic
Assessment Model fit with APPA's current
goals and strategic plan?

CHRISTENSEN: Let me first say, a
big thank-you to American
Management Systems, who through
their experience and review of APPA,
probably helped spawn the idea that we
needed to increase our professionalism.
Another piece that will affect us is the
reaccreditation changes that are happen-
ing throughout the country. There is a
facility piece and a management and
asset piece in there that we may or may
not benefit by. So, there are a lot of rea-
sons for us to look at measuring. If you
move from an institutional thinking
kind of organization where you just
spend the resources that have been
given to you and maximize them to your business thinking,
and now you start thinking strategically how you are going to
invest, what’s your return on your investment, how well you
are investing, and then measure how successful you are in
your decision-making process. I think that’s what gave a lot
of input and strength to what we did with this Strategic
Assessment Model. The process was great. We had a consor-
tium of nine APPA members, plus APPA and AMS staff. We
sat down to talk about the basic things that were important,
and we determined that there are global things that we really
ought to be measuring globally, and those ought to be compa-
rable. But we also made the distinction that there are some
things that were better just measuring against ourselves for
improvement and not trying to measure across the board.
And that distinction, I think, could be very critical. So, you
develop tools to become better internally, but you also devel-
op tools to measure the industry. Just separating those two
thoughts really helped us look to where we need to be in the
future.

I thought that the session at the annual meeting went
extremely well. There were a lot of good questions and com-
ments.

The key point to the Strategic Assessment Model is the idea
that whatever the strategic direction is, given the vision of the
mission, that is the basis for how we basically want to mea-
sure where we're going, and that the balanced scorecard con-
cept helps us focus on four specifications: financial perspec-
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tives, internal processes, innovational learning, and customer
satisfaction. These four areas provide balance to what we're
trying to do in our overall objectives within facilities leader-
ship and management. We're not just financial. We've got to
look at the other kinds of things that have become as critical
and not more important to the balance we try to achieve with
our objectives. So, I think the Strategic Assessment Model is
going to be a major tool for us. We are testing it right now,
but it will end up being a great tool for us to be able to build
on and look at. It'll give people a handle on where they're at
plus a tool on what level they want to achieve in terms of
their overall strategies. It gives us an opportunity to choose
where we want to be and an idea of what it's going to take get
to another level.

Conclusion

GLAZNER: Doug, is there anything you'd like to say in conclusion?

CHRISTENSEN: The success of APPA is embedded in the
hearts and minds of those who belong. This association needs
to become more flexible in accepting the ideas, needs, expec-
tations, and challenges that we are facing in our professional
area. This cannot only be limited to those who are institution-
al representatives or associate members, but it must deal with
the total facilities organization at our institutions.

This year we hope to develop the process that will allow

each and every person in the facilities area to have access to
the information that is available concerning our profession,
as well as access to influencing our needs and expectations.
The members of APPA are our significant stakeholders;
therefore, significant resources should be spent on their
behalf. It must be our goal to provide everyone an opportu-
nity to thrive in the disciplines of your choice, so that you
truly can be lifelong learners. The things you learn and
understand and know to be of value and importance to you
in your setting can be shared and act as motivation to those
in other environments.

We need all members’ help to reach our overall objective to
be an organization that is the association of choice. We need
to continually find the meaning in our vision for each of us to
be a Global Partner in Learning. We in the APPA leadership
strive to find direction that gives new meaning and motiva-
tion to a better future.

Let me also say what a great opportunity it is to be part of
APPA and to share with all the people who really make our
profession what it is. Many members have helped me to
understand what is important and what isn’t, and have taken
the opportunity to be involved, to share ideas, and stimulate
new thinking. [ want to thank all the members for their
tremendous contributions to APPA, and I'm looking forward
to a dynamic year. ]
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Call to
Servant Leadership

by Kent M. Keith

s leaders, managers, and administrators,
you face a lot of interesting challenges in
your work each day. What you do, and how
well you do it, is of fundamental impor-
tance to your institutions. Your leadership
has a wide-ranging impact on thousands
and thousands of people on your many
campuses.

How you lead is influenced by the ideas about leadership

that you carry with you. For most people, ideas about leader-

ship are ideas about power. I believe that we need a different
focus. We need to focus on service, not power. And the lead-
ers we need are servant leaders.

My purpose is twofold: First, to explain what servant lead-
ership is, and second, to call you to a life of servant leader-
ship.

The Meaning of Life

To explain what servant leadership is and why it is impor-
tant, I start with a simple and important question: What is the

Keith, second from left, relaxes with Wayne Leroy and Charlie and Ann [enkins before giving his keynote address at APPA’s 1995 Annual Meeting.
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meaning of life? For many, the answer begins with religious
faith. For most, the answer either begins or continues with
love. I believe that in most countries, cultures, and centuries,
people have discovered that love is the meaning of life. Not
power, or wealth, or sex, or fame, but love. Happy people are
people who know how to give and receive love. For most
people, that is the deepest, most exhilarating meaning of life.
When we stop to think about it, we discover that we really
do love each other. We love our parents, our spouses, our sis-
ters and brothers, our children, our relatives, and our friends.
We may not love them well, we may not love them enough,
and we may not love each of them in the same way, but we
love them. And because we love them, we care about them.
We care about the community they live in. We care about the
nation and world they live in. We care about their education
and personal growth. We want them to have the opportunity
to be all that they can be. We want them to be healthy and
happy, with satisfying jobs or activities, living and working in
a good environment. We want them to have whatever they
need, because we love them, and we want the best for them.
The interesting thing about loving people, and wanting to
help them, is that this love can grow and grow, encompassing
more and more people, until it encompasses all of
humankind. You begin to feel compassion for all human
beings. You begin to identify with their trials and tribulations,
and you want to help them if you can. But how do you help?

The Servant Leader Defined

Servant leadership is a way to help. A servant leader is a
leader who is focused on serving others. A servant leader is
aware that he or she is an instrument for good, a person who
has been given certain abilities or gifts that are meant to be
used in helping others. A servant leader is not worried about
the attention others pay to him, but the attention he or she
pays to others. A servant leader loves people, and wants to
help them.

Servant leadership is not about power, it is about service.
The servant leader does not go around asking, “How can I get
power, how can I make people do things?” The servant leader
asks, “What do people need? How can I help them get it?
What does my organization need to do? How can I help my
organization to do it?”” Thus, rather than embarking on a
quest for personal power, the servant leader embarks on a
quest to identify and meet the needs of others.

Servant leaders do many of the same things that other lead-
ers do. They envision goals, affirm values, plan, organize,
motivate others, and so forth. The way servant leaders do
these things depends on their personalities and the specific
circumstances. The servant leader often surveys a group to
look for what it needs to be effective and reach its goals.
Because the missing link will vary, the servant leader does
not always perform the same role or service in each situation.

A servant leader can accumulate and exercise power. A ser-
vant leader can become angry and enter the fray to do battle,
mobilizing support and taking bold action. What is important
is that the servant leader accumulates power or becomes
angry on behalf of others. The servant leader acts in response to
the way others are treated, not in response to the way he or
she is treated.

There are times when a servant leader has to argue, or
engage in conflict, or get into a fight. But there are more times
when a servant leader will stop a fight, by deflecting an
attack, or by absorbing an attack and going on to do what

really needs to be done. People who have the strength to do
this can limit the amount of conflict and pain that is suffered
by the organizations for which they work and the societies in
which they live.

Whatever the situation, the servant leader is servant first. In
his book, Servant Leadership, Robert Greenleaf makes it clear
that someone who is a leader first, may want to satisfy a drive
for power or for the possession of material goods. Greenleaf
says that a servant leader makes sure that other people’s
highest priority needs are being served. The best test of
whether that is happening is to ask: “Do those served grow as
persons? Do they, while being served, become healthier,
wiser, freer, more autonomous, more likely themselves to
become servants?”

Servant leadership is not a new idea. The Gospel of
Matthew tells us that Christ came to serve, not to be served.
He healed the sick, fed the hungry, and comforted those who
were alone, or outcast. And he made it clear that his followers
are to do the same.

The concept of servant leadership can be found in other
religions or philosophies as well. The Tao Teh Ching consists
of the ancient writings of Lao-Tzu, a sage who lived in China
about 500 B.C. Lao-Tzu is known as the founder of Taoism, a
Chinese philosophy or religion which emphasizes simplicity,
selflessness, and non-intervention. Lao-Tzu describes a leader
who is so effective that he is nearly invisible. When the deeds
are done, the people say, “We did it ourselves.”

€xamples of Servant Leaders

There are no doubt thousands of examples of servant lead-
ers in literature, the movies, history, and daily life today. |
think of historical figures such as Washington, Lincoln, Father
Damien, Father Chaminade, Clara Barton, Eichi Shibusawa,
Gandhi, Albert Schweitzer, Martin Luther King, and Mother
Teresa.

All of these people are famous. My guess is that most ser-
vant leaders have not been known outside the group or com-
munity they have served. Like Lao-Tzu's servant leader, they
have been “invisible.”

An especially good example of servant leadership is found
in the book Watership Down by Richard Adams. This is a won-
derful fable about a group of rabbits who set out to find a
new home. Hazel-rah, who becomes the Chief Rabbit, is not
the biggest rabbit in the group, nor the cleverest, nor the most
clairvoyant. But he becomes the leader for a number of rea-
sons. First, he is willing to listen, often asking for advice from
others. Second, he knows the different strengths of the other
rabbits, and draws out those strengths for the good of the
group. Third, he is able to identify the needs of the group, and
make decisions and take action in a way that unites the rab-
bits in seeking to achieve their common goals. And fourth, he
is willing to pitch in, and take personal risks on behalf of the
group. Hazel-rah is a servant leader in a participatory or
democratic community. The rabbits face hard times, and are
severely tested, but they work together as a team, and they
find and build their new home.

Another story that comes to mind is To Kill a Mockingbird,
the Pulitzer-prize-winning novel by Harper Lee. The story is
set in Maycomb, a small Southern town, during the
Depression. Atticus Finch, portrayed in the movie by Gregory
Peck, is a lawyer who defends a black man, Tom Robinson,
who is unjustly accused of raping a white girl. In a time of
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racial passions, the jury ignores the obvious facts. Atticus
loses the trial, and Tom, who is certain that there is no hope in
appealing his conviction, is shot when he tries to escape.

Although Atticus loses the trial, what is important is that he
placed himself in service to another, and at great personal
risk, stood for what was right. Those around him were
inspired by his quiet courage. This is dramatized in the scene
right after the jury has issued its “guilty” verdict. Atticus says
some reassuring words to Tom, chats briefly with the court
reporter, and then begins packing up his books and papers.
Members of the black community, who are up in the balcony,
watch him packing up. One by one, they stand up, in a silent
gesture of respect. His daughter is up there in the balcony
with them, and as Atticus turns to leave the courtroom,
Reverend Sykes leans over and says to her, “Miss Jean Louise!
Miss Jean Louise! Stand up. Your father’s passing!” Wouldn't
it be wonderful if each of us did something so noble that oth-
ers would ask our children to stand in respect?

For the servant leader within an organization, the question
is: How can I be of service? Or in Peter Drucker’s words,
“What can I contribute?” Drucker, in The Effective Executive,
writes:

i~

The effective executive focuses on contribution.
He looks up from his work and
outward toward goals. He asks:

‘What can | contribute that will
significantly affect the performance and the
results of the institution | serve?’

g

Drucker notes that focusing on contribution requires the
executive to look toward the performance of the whole—
what is good for the entire organization. He looks oufside the
organization, because that is where the results are—that is
where the people are who need help or need the product
being produced. The effective executive comes to think of his
or her work in terms of the purpose of the organization and
the needs of the customer, or client, or patient. Drucker, in his
own way, has described the effective executive as a servant
leader, focused on contribution, and focused on others.

The politician is supposed to be a public servant—a servant
leader by definition. The fact that many, today, do not act as
though they are public servants, has caused or reaffirmed a
great deal of cynicism about political leaders. It is possible
that if more political leaders were servant leaders, they could
begin to change the image and reality of political leaders in
ways that would, over time, develop a new sense of trust and
respect between citizens and those whom they have elected.

One of my favorite books as a young man was Profiles in
Courage, by John F. Kennedy. Kennedy describes eight U.S.
senators, each different in his own way, who made a tough
decision on principle, and served the nation at great personal
sacrifice. Whatever kind of leader each had been in his career
up to that point, he became a servant leader when he made
the decision to put the good of others first. Their examples
have always been inspiring to me.

Different Focus, Different Motivation

The differences in human motivations are fascinating to
observe. An excellent example is the movie Chariots of Fire, the

story of the British track team at the 1924 Olympics. The
movie contrasts the personalities and motivations of several
of the runners. Harold Abrahams has a chip on his shoulder.
He is an intense, driven man; he runs to prove something to
the world. When he loses a race against Eric Liddel, he is
crushed, he is destroyed, he doesn’t know what to do.
Ironically enough, the same thing happens later when he wins
at the Olympics. Having only one goal, he is completely dis-
oriented when he reaches it. Now what does he do?

Lord Lindsey runs for fun. He has money and position, and
no possible worry for the future. He runs because—well, old
chap, one has to do something with one’s time, doesn’t one!

Then there is Eric Liddel, the Scotsman, who runs with a
depth of joy and strength of courage that delights the crowds
and astounds other runners. During a race before the
Olympics, a competing runner shoves Eric to the side, caus-
ing him to fall. Eric shakes himself, and then gets up, to run
the greatest race of his life. As he breaks through the tape, he
collapses, heaving and contorted on the ground. “It’s not the
prettiest race I've ever seen,” says Coach Musabeni, “but cer-
tainly the bravest.” Eric explains his motivation to his sister,
who is opposed to his running. “God made me fast,” he says,
“and when I run, I feel his pleasure.” Eric runs not to prove
something to the world, nor for mere fun, but to feel God’s
pleasure when he uses the special gift that God has given
him. To win is to honor that gift.

It is Eric Liddel’s motivation which matches most closely
what current writers are saying about good leaders. Good
leaders are not driven; they lead out of a desire for self-
expression, a desire to use the gifts they have been given. And
good leaders are not just opportunists; they have personal
integrity. When the British officials at the Olympics try to
pressure Eric Liddel to run on a Sunday during the Olympics,
Eric refuses as a matter of principle, since the Sabbath is the
Lord’s day, and not a day for sport. Lindsey solves the prob-
lem by offering Eric his own slot in another race on another
day. One of the British officials, the Duke of Sutherland,
understands Eric and tells Lord Birkenhead afterwards that it
is a good thing Eric refused to run on a Sunday. “He is a true
man of principle,” Sutherland says, “and a true athlete. His
speed is a mere extension of his life, its force. We sought to
sever his running from his self.” In Eric’s case, and in the case
of great leaders, one cannot sever what one does from what
one is.

Servant leaders have a different focus, and a different moti-
vation, than most other leaders. They are focused on others,
not themselves. And they are motivated to make life better for
others, not for themselves.

The attributes or character traits of servant leaders are like-
ly to include compassion, understanding, and selflessness.
Their lifework is likely to focus on meeting the fundamental
needs of others, such as food, clothing, shelter, education,
jobs, and basic human rights. Colleges and universities have a
major impact on at least three of these fundamental areas—
education, jobs, and basic human rights. So you and your col-
leagues on your campuses are doing the kind of work that
servant leaders do.

The Nature of Humankind

To serve others well, servant leaders have to understand oth-
ers. They have to learn as much as they can about their fellow
human beings—their fundamental needs, and their hopes
and dreams.
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Fortunately, the fundamentals are easy to identify. One
useful list of fundamentals is Abraham Maslow’s famous
“hierarchy of motives” that describes various levels of needs.
These are usually presented in the form of a pyramid. Basic
needs at the bottom of the pyramid include physiological
needs such as air, water, food, shelter, sleep, and sex. Then we
move up to safety and security. Climbing farther up the pyra-
mid, we find love and feelings of belongingness. Even higher,
we find competence, self esteem, and esteem by others. Then
there are a series of growth needs such as meaningfulness,
self-sufficiency, effortlessness, playfulness, richness, simplici-
ty, order, justice, completion, perfection, individuality, alive-
ness, beauty, goodness, and truth. Finally, at the top of the
pyramid, we reach self-actualization.

I believe that basic needs include spiritual needs, and the
needs of the soul. In virtually all cultures, human beings have
pondered the Creator, the Divine, and those things larger
than themselves that are part of the wonder and mystery of
their lives. We human beings search for meaning; we search
for ways to fulfill the longings of the soul.

The emphasis on different needs varies by individual and
by culture. However, when it comes to human values, we
are all more alike than we are different. In all countries, cul-
tures, and centuries, there have been similar ethical codes
and laws regarding the right relationship of one person to
another.

This was demonstrated by C.S. Lewis in his book, The
Abolition of Man. As a simple research project, he collected
writings, laws, and customs in ancient and modern societies
in different parts of the world. He found that all agree that it
is wrong to murder or be cruel to other human beings; that it
is right to love one’s spouse; that it is right to give to the poor
and to love and care for neighbors and strangers; that there
are duties to parents, elders, and ancestors; that there are
duties to children and posterity; and that there are laws of jus-
tice, good faith, truth, mercy, and magnanimity. C.S. Lewis
quoted from Hindu, Roman, Norse, Babylonian, Egyptian,
Jewish, Australian Aborigine, American Indian, Chinese,
Greek, and Christian texts.

There is something about the nature of humankind that has
led each culture to a very similar code of conduct. It seems to
me that the codes of conduct are similar because the basic
wants and needs of all human beings are similar. These
include the need to love and be loved, to belong, to partici-
pate in community, to have a sense of self-worth, to have the
opportunity to learn and grow intellectually and spiritually,
and to find meaning, dignity, and peace.

This is of great importance. The similarity of basic human
needs means that servant leaders can understand the people
they seek to serve. And that means that they can serve them
well.

I began by saying that love is the meaning of life. It is also
essential to physical growth and survival. Maslow once wrote
that love is as essential to the growth of a human being as vit-
amins, minerals, and protein. This was sadly indicated many
years ago in a study in which observations were made of
babies in orphanages. The babies were given food, water,
clean clothes, and bedding. It was discovered, however, that
if they were not touched or held, they died. They actually died
for lack of physical contact, the simple everyday hugging and
holding which are natural in every family.

This has special meaning for me. Four years ago, in April
1991, my wife and I returned to Honolulu from Romania with
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two babies, a 14-month-old baby boy and an 8-month-old
baby girl. The baby girl, Angela, had not been fed much dur-
ing her first four months, when her birth family abandoned
her at a hospital in Bucharest. She had whooping cough, she
had pus coming out of her ears, she had open sores on her
back. The nurses told us she was going to die before we could
adopt her. When we first held her, she didn’t move. She was
just hanging on. Our baby boy, Spencer, had been abandoned

Past President Charlie Jenkins, right, welcomes Kent Keith to APPA’s 1995
Annual Meeting in Philadelphia.

at birth, and was at an orphanage. He was being fed a kind of
rice gruel, but he had been kept in a crib, with nothing to play
with, and he didn’t know how to crawl or walk, much less
stand up.

Today, Angela and Spencer are 5 and 5% years old, both
happy and healthy. It is true that they needed food and medi-
cine, but mostly, they needed what any human being could
have given them: love and attention. When they began to
receive that love and attention, they blossomed in an aston-
ishing way. We feel very blessed to have them, and to be
growing and learning while helping them to grow and learn.

What I conclude from all this is that human beings were
built to run on love. We are designed that way. If we are not
giving and receiving love, we are not operating on all our
cylinders. We are not who we are supposed to be; we are not
all that we can be.

Thave said that love for others is the basis for servant lead-
ership. It is also important to remember that when we give
our love to others, it can change their lives in a wonderful
way. When we see that change, and are touched by it, then
our gift comes back to us, inspiring us and sustaining us as
we continue to serve.
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Relevance and Meaning

Servant leadership is the best kind of
leadership for both the leader and the
led. All other types of leadership
become irrelevant to the needs of those
being led, or result in the corruption of
the leader.

It is really common sense. The leader
who is not focused on others, will be
focused on himself or herself. But the
desires or needs of the leader may be in

no way connected to the desires or needs

of the rest of the organization or the rest
of society. That is why it is easy for that
kind of leader to become irrelevant.
Also, leadership that is not servant
leadership easily results in the personal
corruption or unhappiness of the
leader. The leader who seeks power for
himself or herself can never get
enough. Never. Power becomes a dis-
ease, a drug, a fanatic drive, an addic-
tion. After a while, it no longer matters
what the power is for—the leader sim-
ply craves more and more of it. As the
addiction grows stronger and stronger,
the leader loses his or her values and
becomes spiritually corrupt. And since

the leader can never get enough power,
he or she is never happy. The victories
mean too little; the defeats mean too
much. He lives a life of frustration, rest-
lessness, dissatisfaction, rage, and even
self-torment.

Unfortunately, in the never-ending
drive for power, the leader’s ego
becomes over-enlarged, and false pride,
pettiness, crassness, spite, and a desire
for conflict set in and take hold. The
leader thus becomes an obstacle to the
achievement of society’s hopes and
dreams. The over-enlarged egos of
leaders have prevented an immense
amount of good from being achieved in
our world.

Servant leaders achieve an immense
amount of good because they are rele-
vant—they focus on the needs of oth-
ers. Servant leaders also succeed
because of their spiritual resources.
Servant leadership provides the leader
with something that power and its
trappings cannot provide: personal
meaning and inner peace.

A person who embarks on a quebt for
power will never be satisfied. A person
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who embarks on a quest to serve others
will always find meaning, and will
always be at peace. He or she will have
a reservoir of spiritual strength to draw
upon. This is a secret of servant leader-
ship—it provides the inner resources
which make it possible for the servant
leader to go on, to continue striving
and serving others, no matter how dif-
ficult it may be.

The Three Options and the
Paradoxical Commandments

When you love people, and you see
that they have many needs, you only
have three basic options:

1. Do nothing, and ignore the needs
of others—an option that is a moral
failure; or

2. Take advantage of people’s weak-
nesses, cynically exploit their needs,
and seek personal gain at their
expense—an option that is an even
worse moral failure; or

3. Do the right thing—try to meet
people’s needs. The third option is the
servant leader option, and it is the only
moral one. That is still the right option,
even if you fail to achieve what you
hope to achieve.

This is important: A person who tries
to do what is right and good and true,
and feels that he or she has failed, may
be tempted to shift to the cynical
immoral option of exploiting others, or
the indifferent option of doing nothing.
But the servant leader option is the only
truly moral option, even if things are
not going the way you had hoped, or
people don’t appreciate what you have
done, or people even attack you for the
good you are trying to do.

The issue of appreciation is a big one.
It is a big issue for those who serve,
especially those who serve behind the
scenes. A lot of good people are always
being taken for granted, never being
thanked. I imagine that in your work,
people expect you to keep everything
operating perfectly—100 percent per-
fect all the time. Since they view perfec-
tion as the norm, you get no credit for
being perfect. However, if anything is
less than perfect, by golly, you're going
to hear about it. So, in their eyes, you
can only fail.

In an environment like that, where
people take your good work for grant-
ed and only give you input when they
are unhappy, you have to have your
own reasons for getting up and going
to work in the morning. You also have
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to resist the lowering of standards.
have heard this many times, and so
have you: The people we serve don’t
appreciate us, so why should we give
them our best? The answer is that you
have your own professional standards,
and you derive a sense of meaning and
satisfaction from doing a good job—no,
a great job. And it doesn’t matter
whether anybody knows it or appreci-
ates it. You still have to do what's right.
You still have to be the best you can be.
This is about you, not them. And you are
a professional with high standards.
Each of us likes to be appreciated. I
know that I do. I think that’s normal.
But it is hard to be a servant leader if
applause is what you crave. Focusing
on the applause means that you are
focused on yourself, not others. Also,

people who crave applause are like
people who crave power—they can
never get enough. Never. No matter
how much recognition they get, they
are convinced that they are still being
slighted.

Unfortunately, it is not just a matter
of whether you get applause. Servant
leaders are just as likely to be attacked,
as they are to be praised.

I figured this out pretty early in life.
By the time I was 20, I had discovered
that you had to do what was right and
good and true because it was right and
good and true, not because anybody
would appreciate it. Doing what was
right and good and true gave me mean-
ing and satisfaction that nobody could
take away—and, for that matter, which
nobody could add very much to, either.
The meaning and satisfaction were
mine, and they were sufficient unto
themselves.

So at the age of 20, I sat down and
wrote what now looks to me like a sim-
ple credo for servant leaders. It was
1968, at the height of the unrest on U.S.
college campuses, and I was writing a
booklet for high school student leaders

about how to work through the system
to get things done. I challenged them
with what I called “The Paradoxical
Commandments of Leadership.”

I think that servant leaders under-
stand and accept paradoxical com-
mandments like these. Servant leaders
do what is right and good and true,
whether they get no applause, indiffer-
ence, or even a negative response. They
appreciate recognition, but they are not
in it for the applause. They like to be
treated well, but they are not especially
surprised or discouraged when they
are treated badly.

The secret is to set high goals, and yet
find joy in even the smallest improve-
ment or advance. Servant leaders do
not expect instant, total success. They
keep their eyes on the goal, and they
keep working,.

This is dramatized in Jean Giono’s
story, “The Man Who Planted Hope
and Grew Happiness.” The man was a
Frenchman who lived in Southeastern
France at the turn of the century. He
lived alone in a barren area that had
once been a forest with its own villages.
He went out each day and planted
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trees. Year after year, decade after
decade, seed by seed, he kept planting.
The trees began to grow into a forest,
which held water in the soil, so that
other plants could grow, and birds
could make nests, and streams could
flow again, and people could return
and build homes and raise families. By
the end of his lifetime, he had totally
transformed and restored the natural
environment of an entire region. This is
a good metaphor for the work of a ser-
vant leader, who works each day,
planting hope and growing happiness
for others. The work may seem simple
and modest, and yet be powerful and
long-lasting in its impact.

Those same words could be said to
every parent, or guardian, or foster par-
ent, about what they do to help their
children: The work may seem simple
and modest, and yet be powerful and
long-lasting in its impact.

Servant leaders may accumulate
power, prestige, fame, and fortune, and
be a great success in the world's
terms—or they may not. It is possible
to be both a worldly success and a ser-
vant leader at the same time. But ser-

vant leaders know that the challenge is
to not set worldly goals as the final
goals, because if they do, those worldly
goals may take their eyes off the people
whom they wish to serve. And success,
for the servant leader, is ultimately
defined in terms of those they serve.

Deciding What to Do

How do servant leaders decide what
to do? Certainly, some of the things
that servant leaders do, they do as a
result of their analysis of world or
national problems. War, starvation, dis-
ease, and environmental degradation
are big problems. Crime, unemploy-
ment, racial discrimination, health care,
substance abuse, and education are big
problems.

In addition to world and national
problems, servant leaders often deal
with issues or events that are right in
front of them, directly affecting them or
their families, friends, and neighbors.
They often work on problems which
they just happen to come across, as in
the story of the Good Samaritan. The
Good Samaritan saw a man who was
injured, at the side of the road, beaten
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by robbers. He went to him, bandaged
his wounds, took him to an inn, and
took care of him.

Apparently, the Samaritan did not
debate with himself as to whether
there might be somebody with a
greater need further down the road, or
on another road, or in another city, or
in a different season. He apparently
did not argue with himself as to
whether he was the right man to help,
or whether he had the time to help, or
could afford to help, or whether some-
body else should come to help instead.
He didn’t say this is a rural problem,
outside his urban jurisdiction. No—he
saw a need, right there in front of him,
and he acted.

That is what life is like for many ser-
vant leaders. They live each day, dis-
covering needs and addressing them.
Their biggest challenges as servant
leaders may be ones that they just hap-
pen to come across, or are right in front
of them, like the man lying injured by
the side of the road.

Servant Leadership on Campus

So far, I have been talking about
who we are as individual leaders—
how we see leadership, what moti-
vates us, our sense of meaning, and
how we decide what to do. This is
philosophical and personal. It may not
seem very practical.

In fact, I can’t think of anything more
practical. People who work with you,
or for you, or for whom you work, will
judge your character pretty quickly.
They know almost instantly whether
you are in it for power, or for service;
whether you are focused on yourself, or
on others. They know if you are willing
to listen, or only to speak; whether you
want to help them succeed, or see them
only as pawns to be manipulated for
your own success. They may perceive
you correctly or incorrectly, but these
perceptions color all of your relation-
ships. These perceptions either enhance
or limit what you are able to accom-
plish as a leader.

If you are a servant leader, you will
find that your relationships are
enhanced and your ability to facilitate
accomplishments is expanded. When it
is clear that your focus is on the needs
of your institution, those who work
there, and those you all serve, then
more people will listen to you, and
more people will trust you. A few, of
course, will be suspicious or confused,
and wonder what you are really up to.
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However, most will understand, and
will be truly grateful.

Being a servant leader is especially
important during hard times. We all
know that higher education in the
United States is going through a diffi-
cult, and important, period of cutting
and shaping—a period of reconsider-
ing what is being done, reaffirming that
which is good, and cutting or reallocat-
ing from areas of lower priority to areas
of higher priority. You have already
made many hard decisions, and you
will be making many more. The
changes you need to make will not be
effective unless people understand
them, and however reluctantly, accept
them. Few will follow you into the new
paradigms unless they trust you, and
believe that you are acting for the good
of the institution rather than for your
own power or position.

To make a change stick, you have to
bring most of the people with you. They
have to make it stick, by understanding
and supporting it. Otherwise, it won’t
happen. You can get excited about
change, blow your trumpet, jump on
your horse, and gallop off—to discover
that nobody is following you. People
will move forward if they have been
part of a process which helped them to
understand where they need to go and
why, and includes some of their own
ideas about how to get there. People
will move forward with a servant
leader. They'll need a little time to find
their horses, and get their saddles
adjusted, but they will move forward.

All this is true of any organization
undergoing change. However, it seems
to me that servant leadership is espe-
cially appropriate as the leadership
model for colleges and universities.
Colleges and universities need strong
leadership and clearly assigned respon-
sibilities at all levels of the organization.
However, colleges and universities also
need to share governance and operate
in a collegial fashion, with consultation,
participation, and information-sharing
throughout the campus community.
The challenge is to achieve both strong
leadership and collegial, campuswide
participation.

The power model of leadership is not
well suited to collegiality and participa-
tion, since it focuses on obtaining and
using power to make people do things.
The power model presupposes and
even promotes conflict. Leaders using
the power model tend to be more auto-
cratic.

The service model, by contrast, focus-
es on identifying and meeting the
needs of others. The service model pre-
supposes and promotes collegiality,
with consultation, participation, and
information-sharing as part of the daily
life of the organization. The service
model is also open to everyone, regard-
less of where they are in the power
structure. Each faculty or staff member,
each administrator or trustee, can iden-
tify and help meet the needs of others.
Each faculty or staff member, each
administrator or trustee, can be a ser-
vant leader.

Many colleges and universities are
working hard on customer service or
student-centered service. It seems to
me that the concept of servant leader-
ship provides us with an important
philosophical foundation for the ser-
vice model. If we love people, and
care about them, we want the best for
them. We want to identify their
needs, and seek to meet those needs.
In our daily lives on our campuses,
we want to pay attention to our stu-
dents, and strive to serve them well.
We also want to pay attention to each

others’ needs, as colleagues, and
respond to those needs, so that all of
us, as a team, can serve our students
well.

Conclusion

Let me conclude by affirming that
the world needs many, many more ser-
vant leaders, facilitating, healing, focus-
ing on the needs of others. No other
leadership role requires as much wis-
dom, compassion, strength, and skill as
servant leadership. And no other lead-
ership role is as exciting, meaningful,
and satisfying as servant leadership. It
is a role that will draw upon all that
you are, and stimulate you to grow and
become all that you can be. It is a role
that is badly needed in each family,
each college or university, each com-
munity, each nation.

I call you to servant leadership and
commend it to you as the basis for your
life’s work. I ask you to carry with you
this simple idea: to be an effective and
relevant leader who finds meaning and
peace in using his or her talents, one
must be a servant leader, dedicated to
making life better for others. o
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Getting Off
Dead
Center

n the Winter 1992 issue of Facilities Manager, an article
was published, titled “Solid Waste Management: A
Paradigm Imperative.” The imperative for a proactive
solid waste management program was acclaimed,
and the author concluded that “The imperative for
such programs has been established by economics,
legislation, environmental concerns, and ethical
issues.” The key intent of the article was to encourage
the growth of recycling programs on college and university
campuses. In the past three years there has been a rapid
growth of recycling efforts on university and college cam-
puses in the United States, many programs meeting with
varying degrees of success.

Alan Bigger is director, building services, at the University of Notre
Dame, Notre Dame, Indiana. He is a coauthor of APPA's popular book,
Custodial Staffing Guidelines for Educational Facilities. Linda
Thomson is assistant director, purchasing department, at the University
of Notre Dame.

The necessity to have a proactive solid waste management
program that includes aggressive recycling still exists, and the
pressures to recycle continue to grow. The June 13, 1995 issue
of Waste Age's Rec ycling Times, indicates that 37 out of the 50
states have established recycling and waste reduction goals.
Some of the states are requiring 35 percent diversion of the
solid waste stream by 1996, and 50 percent by 2001, Indiana is
an example of such a state. On September 20, 1993 an
Executive Order was issued by President Clinton. The
Executive Order is a far reaching document that pledges that
governmental agencies will establish “cost-effective waste
prevention and recycling activities—work to conserve dispos-
al capacity, and serve as a model in this regard for private
and public institutions....” The guidelines presented by the
Executive Order have been integrated into the expectations of
many states.

The federal government, in the Executive Order, went far
beyond just standard statements about recycling and solid
waste management, and started to expand solid waste man-
agement into a more holistic program to include such ele-
ments as “Environmentally preferred products” (Sec. 201),
terms such as “post consumer material” (Sec. 203), “recovered
material” (Sec. 205), the “recyclability” of products bought
(Sec. 206), and such terms as “waste prevention” (Sec. 208),
“waste reduction” (Sec. 209), “life cycle cost” (Sec. 210) and
“life cycle analysis” (Sec. 211). It is becommg_, abundantly
apparent then, that recycling is more than just trying to collect

cans; it is the whole process, from product acquisition
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through product use, reuse, recycling, or disposal. Collecting
the products on a campus for recycling is just a very small
part of a total whole.

Jumping on the bandwagon of the Executive Order, the
Environmental Protection Agency recommends that procur-
ing agencies set minimum-content standards for paper and
paper products containing recovered materials. More recently
the EPA has developed a program called WasteWi$e, encour-
aging recycling and proactive waste management, with spe-
cific emphasis on source reduction, re-use and re-marketing
of recycled or potentially recyclable products. (For more
information about WasteWi$e, contact the EPA at 1-800-372-
9473.) The EPA recommends that organizations set up three
significant waste prevention goals, expand the collection of
recyclables and increase the purchase or manufacture of recy-
cled products.

So the pressures continue to exist for university campuses
to increase the scope of their recycling and waste manage-
ment programs. The legislation continues to mount at the fed-
eral, state, and local levels. As the number of landfills avail-
able for the disposal of our waste continue to decrease, the tip
charges for our waste disposal will continue to rise. An active
program that integrates a thorough assessment of how and
why a product is brought into the operation, how it is used,
its potential for re-use or recycling prior to discard, will
enable organizations to reach the established goals and recov-
er resources. In turn this may have a significant impact upon
the bottom line economics of the organization. APPA mem-
bership comprises of schools both large (over 5000 FTE),
about 35 percent of the membership, and small (under 5000
FTE) at about 65 percent. Ultimately every organization,
whether large or small is faced with the same challenges.

The original article in Winter 1992 stressed the establish-
ment of a proactive recycling program, concentrating on how
to get off of ground zero. The purpose of this article is to take
the next step and provide the solid waste or recycling manag-
er with a decision-making model. The model can be used to

by Alan S. Bigger, REH,,
and
Linda B. Thomson, C.PM.

determine which materials to recycle and how to prioritize
your approach to them. Methods to maximize the recover-
ability of resources as products leave your system are empha-
sized in the model, as well as methods to minimize waste by
controlling what enters the system. For example, you might
decide to recycle cardboard (or, as it is called, OCC) and col-
lect this on campus. Once it’s collected, what do you do to get
rid of it? Who do you “sell” it to, and what is a fair recov ery
price? Do you bale it, do you send it out loose? Many schools
and universities are becoming captive to the local brokers in
the marketplace, unaware that they are not receiving full
value for the resale of their recyclables. A large hotel in
Boston is baling their cardboard, receiving no returns for their
end product! In another area of the country, one institution
until recently was receiving $15 a ton for baled cardboard!
Upon investigating the marketplace and placing the sale of
the recyclable paper products on a competitive basis using a
request for proposal (RFP), the dollars per ton soared to over
$150 a ton, overnight! (Note: Market prices are subject to fluc-
tuation on a weekly basis.) Such potential was in the market-
place, but brokers were not sharing this information. By using
a proactive decisionmaking model, and systematically gather-
ing information, the manager can make a better decision on
the most efficient and effective method to handle the
resources generated in the waste stream.

The Model and Explanation

This model is structured to assist the manager in identifying
key issues and to encourage learning more about the products
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that flow through the university. These are the first steps
toward accomplishing continuous improvement in the manage-
ment of the solid waste stream. The products that come into,
and go out of, a university system can be treated very much like
an industrial food chain of the organization. What comes in
either has to be used up, reused, recycled or discarded. Many
introductory recycling articles have been written, and many if
not most, institutions are currently involved in some form of
recycling. Managers can use this model as a tool to help them
cope with their existing programs, while gathering information
in preparation for expanding into the realm of marketing their
collected recyclables.

The model consists of a set of concentric circles. Most recy-
cling coordinators are as busy as the proverbial worker bee,
and need to have at their fingertips a manageable tool for
effective decision making in the recycling realm. The circular
format is intended to reinforce the idea that several activities
must take place simultaneously and remain on-going. In
that sense, the circle is like a living organism, always in
a constant state of flux and change. Once these activi-
ties, depicted in the inner circle, are completed and
fully integrated into the recycling program, then eﬁb
the program will tend to move toward the ele- S
ments in the outer rings. These activities N
require a complete understanding of your =
institution and capabilities in conjunction
with understanding the markets that exist
for recycled products. Thus, each ring rep-
resents an additional level of learning, As
one proceeds through the model, not all
steps may apply, on the other hand, as one
graduates from the center ring outward,
some question might arise that would force
you to return to the center.

The process represented by the model
can be applied to an entire program or to
individual materials. Each institution and
recycling program must operate within its
own unique set of constraints. The outer ring
of the concentric circles represents many com-
mon issues that influence the direction of recy-
cling programs. Failure to comply with such con-
straints can restrict and frustrate the growth of an
effective recycling program.

It is intended that one start at the center (hence the con-
cept “getting off dead center” mentioned in the subtitle of
this article), and work the product that comes into to the sys-
tem through each appropriate step, moving from level to
level until a decision is made as to how to discard or use up
the item. The outside circle represents those external con-
straints and issues over which the institution may have no
control, such as environmental sensitivities (for example,
some states and communities may ban yard waste from area
landfills), economics (escalating costs), legislation (mandated
recycling goals), and other issues such as ethics and environ-
mental philosophies.

The process illustrated by the model will work for any
material no matter how simple or complex. For example, one
organization may wish to recycle a common item such as alu-
minum cans, while another organization may be considering
the issue of recycling fly ash from a power plant. Each materi-
al is subject to a series of issues that need to be studied and
addressed prior to the start of collection and processing. The

effectiveness of the model, and thus the decision, will be
based upon how well you collect data and become informed
about the product that you are trying to process through the
model. Throughout the entire process, it is intended that the
model be used in an interactive mode, and implied that you
will constantly interact with the questions, the professionals
in the field, and any other resources that can enable you to
make solid decisions. The benefit of the model lies in stressing
the synergistic nature of all the elements on a campus and in
the local community working together!

The innermost circle illustrates the need to collect internal
information and data about your organization. This stage
could be titted KNOW THYSELF AND THY TRASH! This

EXTERNAL CONSTRAINTS

KNOW THY APPLICATIONS
... ACTION STAGE

KNOW THYSELF
AND
THY TRASH

RECYCLING CENTER
STARTS HERE!

LITIGATION

data will be unique to you and your organization. Many
questions need to be asked at this stage, such as:

1. Texture of your community: What is the texture of your
community? This could address the number of FTEs and
the number and the types of buildings (academic and
administrative building waste streams may vary vastly
from the waste streams of residence halls). Other issues
that could impact your assessment could include the ages
of the students (undergraduate versus graduate), the resi-
dential nature of campus versus commuter population, etc.
It is even possible that the majors or technical disciplines

continued on page 36
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continued from page 34

offered can have an impact. For instance, persons that are
majoring in architecture may be developing mock models
of buildings, generating a lot of wood and related wastes,
whereas computer majors may generate large quantities of
recyclable papers. Colleges that specialize in such fields as
hotel or restaurant management, medicine, or liberal arts
may have very different recyclables and solid waste than
schools that do not offer these areas of study. Some readers
in school districts may recognize a significant difference in
trash flows from elementary schoaols versus high schools.

2. Industrial solid waste chain: What materials make up
your industrial solid waste chain? One institution may
have 50 to 60 percent paper products; however, your insti-
tution may be very different. In other words, audit what
you have in your waste chain! What is the single largest
component of your waste stream? Understand why this is
the case; consider whether this is subject to seasonal condi-
tions or whether this is likely to change in the future. The
Environmental Protection Agency has published an excel-
lent resource titled Business Guide for Reducing Solid Waste
(November 1993), which contains clear instructions for
performing a simple in-house audit.

3. Quantities of materials: What quantities of materials are
you talking about recycling? For instance, at many institu-
tions there has been a drive to recycle polystyrene, and a
tremendous amount of effort and resources have been
directed to collect this product. Is this time and money
well spent? That may be questionable, and only your orga-
nization can make the decision. According to available sta-
tistics, less than 1 percent of the waste in a landfill is poly-
styrene, thus is it worth the collection and recycling effort?
Do you generate 100 Ibs or 100 tons of corrugated per
week, per month, or per year?

The amounts that you generate and how rapidly you
accumulate the material will have a significant impact
upon your decision to try to market a product. If you do
not know the composition of your waste stream and the
quantities generated, it is impossible to develop a plan to
recycle or market the material effectively.

4. Operating costs: Closely associated with item 3 is the need
to know operating costs for your institution’s recycling
program. Some institutions may be able to recycle at mini-
mal costs, whereas, because of the division of labor among
certain trades, costs could be higher at another. Identify the
costs for trash hauling, fees, potential fines, etc. Know the
basic labor rates involved. Some institutions may have
ample labor but no equipment; others may have the oppo-
site scenario. Additional costs could include the cost of
new equipment and maintaining the equipment, vehicle
costs (i.e., fuel and repairs), warehouse space, utilities, etc.
This information will help you to evaluate the economic
feasibility of your marketing plan.

5. Accurate records: At this stage while you are gathering
data and thereafter, it is imperative to keep accurate
records. Measure and record the quantities of each specific
type of material. Baselines need to be established; if you
are directed to recycle 50 percent of your waste stream by a
certain date, and you have no baseline, what are you recy-
cling 50 percent of? Accurate records will allow you to
track your growth and your efficiency.

6. Generation points: Finally, understand where your solid
waste is generated. Determine how the materials enter and

are utilized within your system. For instance, in the article
in the Facilities Manager mentioned earlier, the analysis of a
sample campus indicated that residence halls generate a
different kind of waste than that which is discarded from
academic related buildings. The article highlighted the sig-
nificantly larger quantities of cardboard generated in resi-
dence halls versus the traditional academic building. The
primary reason? Pizza boxes!

s you perform your analysis of how your solid

waste is generated, you may have to ask some

pertinent questions. For example, if you are gen-

erating a large amount of plastics, in compari-

son to comparable institutions and organiza-

tions, consider is why this occurring. Maybe
your vending department is selling soft drinks in plastic bot-
tles rather than glass. Is this a viable use of materials versus
the use of either aluminum cans or glass? It may be deter-
mined that using aluminum cans will make the item easier to
recycle with a higher return; on the other hand, it may mean
that the lighter weight container keeps total costs under con-
trol. You may not earn money by marketing plastics that you
generate, but it still may be an environmentally responsible
option to recycle this material. The key issue is to thoroughly
understand where you generate waste and why.

As you progress through the steps 1-6 in KNOW THYSELF
you may find that you need to go back and collect more data
and acquire a better understanding of a product or of how a
given product is processed within your institution. As you do
this, additional facts and insights may trigger new ideas for
the use or collection of these materials. You may find that you
need to define (or subdivide) more categories of products for
data collection and measurement. For instance, you might
have started with office paper, but soon discover that “office
paper” can include such categories as white paper, mixed
paper, magazines, and even “junk mail.” (And believe it or
not there are markets for junk mail!)

The next ring of the decisionmaking model, proceeding
outward, addresses a group of issues called KNOW OTHERS.
In other words, at some point you will need additional infor-
mation from outside your organization in order to make your
recycling program more effective. Initially, it may be suffi-
cient to know that you are keeping items out of the landfill,
but in this day of constant improvement, eventually this will
not be enough. As you seek greater efficiencies and cost con-
tainment, the possibility of marketing your recyclables offers
a new set of opportunities and challenges. Before you begin to
sell your wares, some homework is required. This stage will
be the most intensive, at least from a learning experience and
time commitment standpoint. Don't let this intimidate you!
The necessary information will take time to collect, but does
not necessarily have to be collected overnight. It is worth the
effort and is necessary in most situations to fully understand
the elements of a total waste reduction program. As you
review the model, moving from the center outward, it will be
discovered that this stage of acquiring information will be
ongoing; it should even be habit forming! Collecting this
information will require you to start getting out of the office
and to start doing some, if not all, of the following steps:

1. Investigate industries: Investigate the industries that can
utilize the recycled products that you generate. This might
mean that you will visit paper mills, scrap yards, or com-
panies that recycle plastics. A visit to a scrap yard will
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show you how the material is collected and prepared for
the next stage of recycling. Learn how the processors of the
items that you will generate actually use the product.
Ultimately, this will also assist you in learning how to bet-
ter prepare the item for market. Your organization may be
recycling cardboard products and a knowledge of how
this product is processed by the mills will enable you to
have a better understanding of the marketplace and some
of the foibles. For instance, what does the cardboard you
recycle end up as—cereal boxes? If this is the case, metal
particles mixed in with the cardboard (i.e., large box sta-
ples) could pose a problem to the cereal company filling
the boxes.

Many states are now requiring the recycling of automo-
bile tires. Should your organization be recycling tires, it
would be useful to know how the tires (chop the tires up),
and what the end product is (road surfaces, etc.)
Understanding how the product is used by industry will
enable you to communicate the need for recycling the
product in an intelligent manner. Another example of a
product that is often recycled on a university campus is
glass. One needs to learn how the recycled glass is used or
processed. Is it melted to become new containers or
ground for use in tiles or road surfaces? Does the industry
receiving the glass want it ground up prior to shipment to
their facility or can the glass be shipped as whole pieces in
its original state (example: whole glass bottles)?

One final example. Paper recycling programs have
become very popular. A visit to a paper processing mill
can provide invaluable experience and knowledge on how
paper products are received, processed, and used in the
mill. Learn how they process the recycled paper. Is it
turned into pulp or used in wall insulation, etc.? It is
important to understand the ramifications of preparation
of items for the mills or end users, the problems with cont-
aminants in the manufacturing process, and the best way
to prepare items for the industry that will end up using the
products. Industry groups can help provide you with this
information.

mingled products will generate less revenue). When mar-
keting newspapers to a paper broker or paper mill, maga-
zines may be mixed in at times. However, if the paper is
marketed to become insulation, the glossy stock may be
unacceptable. Thus, it is important to consider what level
of separation and quality you can successfully generate.
Investigate the relative prices for different methods of
preparation and evaluate in light of the quantities of each
that you generate to determine the level of preparation
appropriate for your organization. Some systems may
allow for the product to be loose in gaylords (large, open-
topped cardboard boxes on pallets), others will require the
product to be baled (in industry-standard size bales). You
must also consider how rapidly you generate the material;
this will have an impact on your choices. Preparing the
material in the most marketwise fashion will enable you to
maximize the return.

4. Network: Network with professionals throughout the

trades as well as at other institutions. Many different pro-
fessional organizations address environmental issues. Do
not forget to network with others in your own institution
as well, and to encourage your colleagues to share their
knowledge and their observations about issues that impact
upon your program. Networking is becoming much easier
and less expensive with the advent of Internet, e-mail,
World Wide Web, and list servers. Several list servers
throughout the United States can provide you invaluable
feedback by just punching some buttons! Read various
publications, be receptive and watchful for new and
potentially helpful ideas. Many typical business weeklies
include environmental or recycling topics and these may
provide invaluable gems of information.

nce you have accumulated sufficient internal
data and external market knowledge and data,
now is the time to move to the third circle from
the center. This stage is probably the most
exciting because it pulls together a variety of
issues, and could be considered “KINOW THY

2. Quality: Investigate the level of quality necessary to mar-
ket the product. Some industrial applications do not mind
certain degrees of contamination and can be quite tolerant.
Others take exception. For instance, if you plan to collect

APPLICATIONS: ACTION STAGE.” This stage addresses
some of the following issues:

1. Open-minded creativity: From the very outset, maintain

and recycle “white paper” (anticipating a return of $200 to
$300 per ton!), you must recognize that groundwood
paper (newspaper) is a contaminant in this grade. If these
two types are baled together, the material will be down-
graded, and you can expect to see the return rate drop sig-
nificantly. (See Table 1 for some examples of quoted rates
for recycled paper products). A downward change in
grade can have a large economic impact. The Institute of
Scrap Recycling Industries, Inc. (ISRI), publishes a Scrap
Specifications Circular on a yearly basis for non-ferrous
scrap, ferrous scrap, glass cullet, paper stock, and plastic
scrap. This publication defines the types and grades of
these items, and provides useful information to assist orga-
nizations that recycle to prepare their materials for market
in a manner that is acceptable to the marketplace. The
address for ISRI is: Institute of Scrap Recycling Industries,
Inc., 1325 G Street, N.W., Washington, D.C. 20005.

3. Market preparation: Learn from the industry how items

need to be prepared for market. Steel and aluminum cans
could be marketed comingled or separated (Generally, co-

an open mind and creative outlook. Be open to new ideas
and be receptive. Maybe you can recycle those old tires?
Many states no longer allow for tires to be landfilled, so it
is becoming imperative to recycle tires. The asphalt from
road surfaces, which used to be discarded, can now be
recycled. Old tree limbs can be chipped up and used for
mulch. Laundries that used to discard millions of gallons
of water a year are now recycling the water they use. The
list goes on. Are we open to the alternatives? Once you
have a “recycling” outlook, you may meet persons in
unlikely places that may become invaluable contacts for
the future. For example, one organization was trying to
learn about the plastics industry, and one of the managers
happened to be traveling on an airplane to Boston. A con-
versation ensued between the manager and the person in
the seat beside him. It turned out that the person was the
president of a large company directly involved in the plas-
tics industry. During the flight much information was
exchanged, and all painless and free! Keep your eyes, ears,
and mind open!
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2. Source reduction: After T
analyzing your internal TABLE 1: SAMPLE TRANSACTED PAPER STOCK PRICES
constraints and the
Note: This i extract
external marketplace, : & I Srent o)
the question might be JI
asked, “Should we have MARKET MIXED NEWS (6) OLD SORTED
even brought the prod- AREA PAPER (1) CORRUGATED WHITE
uct in the first place, or CARDBOARD (11) | LEDGER (40)
should we have source B
reduced?” An example . 7
of this may be wooden CHICAGO $80-100 $110-120 $125-135 $320-330
galletS- Periaps%a)u BUFFALO $80-100 $110-120 $130-140 $345-355
ti ine that
wooden pallefsayear  [[DEIHORI $95-105 $110-120 $130-140 $345-355
come Info your system, S $80-90 $120-130 $130-140 $345-355
and after evaluating the
marketplace you find SOUTHWEST $90-110 $120-130 $145-155 $345—355
out that there is no LOS ANGELES | $85-95 $165-175 $140-150 $325-335
ready market for the
reuse or recycling of SAN FRANCISCO | $85-95 $155-165 $135-145 $325-335
such pallets. Six hun-
dred pallets spread over PACIFIC $95-105 $150-160 $140-150 $195-305
a year may be too few to NORTHWEST
ﬁi‘g%/o?;?ﬁg;be all thé Source: Official Board Markets The Yellow Pages, Volume 71, Number 27, July 8, 1995, p. 11
pallets should be return- — ="

able, so you can avoid

the issue of disposal. A second alternative would be to
substitute pallets made out of cardboard, and recycle them
with your corrugated. This alternative would be beneficial
if you have an active cardboard recycling program and a
market for cardboard. If you have neither a recycling pro-
gram for cardboard nor available markets for disposal of
cardboard, then it would be better not to bring the item
into your industrial food chain at all.

Another strategy is to stop the item being received at
your facility. For instance, some manufacturers of commer-
cial residence hall furniture package their products in
boxes. If you do not have a cardboard recycling program, a
lot of cardboard will end up in the landfill. It may be
appropriate to ask the manufacturer to blanket wrap or
shrink wrap the furniture, and to have all blankets, shrink
wrap, and any subsequent packaging removed by the
manufacturer once the furniture is unloaded. (Note: Shrink
wrap can also be recycled if you have a method to bale it
and available markets.) Similar suggestions may be made
with regard to plastic or glass, particularly in institutional
food production areas.

3. Reuse: At this stage you may find that another area on
campus is able to reuse the item thus saving the university
assets. If you have to bring the product into the system,
maximize reuse. As you examine your waste flow, you
may find that you generate a lot of products that can be
resold through your materials management division (com-
puters, office furniture and equipment, etc.) and reused on
campus. You may also discover that some items are ideal
for donation to charitable institutions. Shared use planned
at the time of purchase may be another way to reduce the
quantity of products or equipment coming into your sys-
tem. Two departments that have a periodic use for a costly
piece of office equipment may find that they could share
the same piece of equipment.

4. Active marketing: If you find that you have a relatively con-

sistent collection rate of marketable quantities, maximize your
returns! Identify what you have, apply the industrial informa-
tion you have gathered, and package the product for the mar-
ketplace in the manner requested by the marketplace. To
achieve a fair value and really learn about the market, devel-
op a request for proposal (RFP) for selling the product, tying
the price of the commodity that you wish to sell to some per-
centage of market values as published in trade journals or
newsletters. For instance The Official Board Markets: Official
Yellow Sheets, weekly quotes the current market prices for
paper commodities by region (See Table 1). Waste Age’s
Recycling Times publishes a listing of multiple commodity
quotes as collected by a survey method (includes aluminum
cans, scrap metals, copper and brass, plastics, paper, glass,
steel cans, and other miscellaneous prices) by region.

5. Cooperative marketing: If, as you go through the decision

making process, you determine the quantities that you
generate are not viable, consider establishing a “coopera-
tive” with like institutions in your area. Pool your collected
recyclables and then approach the market. Several school
districts have done this quite successfully.

6. Focus on success: Finally, concentrate on those commodi-

ties that will generate success, and then build upon the
successes. Success stories will generate more enthusiasm
and support.

orking through the stages of the model
and making an effort to educate your-
self will help you prioritize the stages
of your program as they fit into your
particular set of circumstances and con-
straints. After you have moved

through the circle, you may discover that you reach various
options or decisionmaking points that may require you to
rethink your whole process—you may actually recycle your

continued on page 40
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continued from page 38

thinking! Applying the steps in this
model should stimulate your thinking
to develop alternatives to help you
maximize the recovery from your
resources.

Your final choice or decision may be

dictated by internal policies, economics,

or philosophy. In addition, there may
be many external constraints over
which you have limited or no control,
and these may be unique to the com-

munity or state in which you are locat-
ed. Some of the potential external con-
straints are displayed in the outer circle
of the model, and include such issues
as tip charges and fees, litigation, eco-
nomics, mandated recycling goals, ethi-
cal issues, market availability, and envi-
ronmental sensitivities.

In conclusion, the key elements of
any recycling and waste management
reduction program still comprises a
series of “Rs.” The EPA increasingly
emphasizes source reduction. Seek out
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alternative solutions so you avoid
bringing in troublesome items, so that
reuse or disposal is not an issue. If you
cannot avoid bringing in the product,
use it and reuse it as long as possible,
until the life span is complete. Recycling
is an option to maximize the returns
from that which leaves your facility
without having it go to the landfill. The
model developed here, encourages a
total reassessment of the whole process,
by analyzing why we do what we do,
why we bring the item in, and then by
rethinking ways to remarket the items
for potential resale with maximal bene-
fit to your organization. Some examples
of money recovery operations that did
not exist just a few years ago:

1. Newspapers, when packaged for mar-
ket, can actually make money for you.

2. Magazines, which for a long time no
one would take, can now be recycled.
Several limited markets are offering
upwards of forty or fifty dollars a
ton. (For additional market prices,
see “The Markets Page” in Recycling
Times.) Even though there may be
limited monetary returns, by divert-
ing this item from the landfill, tip
charges would be saved.

3. Fly ash from power plants and the recy-
cling of such fly ash may have economic
returns as well. (Europeans have been
using fly ash in concrete and cement
blocks for many years, see article in
Mechanical Engineering, “Using fly ash
for construction,” May 1995, pp. 82-86.)
These are just a few examples of the

potential markets that are available to

us as we generate a solid waste pro-
gram that encourages us to know our-
selves, know our products and how to
prepare them for market, and to apply
what we have learned to enable us to
take positive actions that will impact
upon the very way that we do business.

By making informed decisions about

our solid waste stream, we will be able

to unlock the resources that are avail-
able in our industrial food chain, for
solid returns. You may throw it away,
but in so doing you could be throwing
away recoverable resources and monies
for your institution. You may market
your recycled products in a less than
marketable manner, and you will not
maximize your recovery dollars. By
stressing good data gathering, knowing
your organization and your markets,
and taking action based upon a well-
developed plan, you will greatly
enhance the effectiveness of your over-
all solid waste program as we move
into the next century. [
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What Kind of Tiger is

by Dr. Anne SkinjiEls

n Your Tank?

Williamstown children release trout into the Green and Hoosac rivers as part of the Williams College restocking progran.

n August 1994 an accidental release of

ammonia from the Williams College hockey

rink resulted in a significant fish kill in a local
stream. Officials of EPA Region | note that
ammonia is a major source of problems. This case
study is presented in hopes of preventing similar

problems in the future.

Dr. Anne Skinner is lecturer in the Chemistry Department of Williams
College, Williamstown, Massachusetts. She also serves as a safety consul-
tant to the college in the area of hazardous waste.

Ammonia

Anhydrous ammonia is a colorless gas, lighter than air and
extremely toxic if swallowed or inhaled. While it has been
used for years in the manufacture of fertilizer, and also found
at natural gas plants, its usefulness as a refrigerant has meant
a considerable increase in both the amount of ammonia in use
and the variety of locations in which it can be found.
Ammonia appears on the list of extremely hazardous sub-
stances (EHS) prepared by the EPA in connection with the
Community Right-to-Know act, commonly called SARA Title
III. Any facility that possess an EHS in excess of an amount
called “threshold planning quality” must report this fact year-
ly to the local emergency planning committee, so that there
can be an orderly response in the event of an accidental release
or spill. Because academic institutions do not normally have
large amounts of any single hazardous substance, many are
not familiar with this requirement. For ammonia, the thresh-
old planning quality is 500 pounds, an amount easily exceed-
ed by a cooling facility of the size needed for an ice rink. For
Williams College, ammonia is the only reportable EHS.

photo by Robert Burns
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Ammonia is also corrosive, and attacks in particular cop-
per-containing materials. Not only should it be handled in
iron or steel piping, the nature of any solder used must be
examined.

Gaseous ammonia should not be confused with the
“ammonia” found in many common cleaning agents. When
mixed with water, ammonia forms ammonium hydroxide.
While the resulting solution may be strongly alkaline, ammo-
nium hydroxide is not an EHS and therefore in calculating
whether an institution possesses more than the threshold
amount of ammonia, cleaning agents need not be considered.
However, the fumes given off by the cleaning agents are
gaseous ammonia, and can be used to familiarize workers
with the odor so that they can detect leaks and other releases.
Furthermore, ammonium hydroxide, like ammonia, can react
with chlorine compounds to release chlorine gas.

The Incident

During the 1994 hockey season, a small water (non-ammo-
nia) leak was detected in the cooling tower of the College
system. The leak was patched, but at the end of the season
the system needed to be completely emptied of ammonia so
that more thorough repairs could be done. The normal pro-
cedure at the end of the season is to pump down the system,
transferring approximately 90 percent of the 1,500 pounds of
ammonia to a holding tank, leaving the remainder in the
cooling tower but at a pressure not likely to cause corrosion
or leaking. The holding tank will, in fact, hold the entire
amount, but transferring the last portion is relatively diffi-
cult.

On Wednesday, August 10, a crew of college steam fitters
notified the local water treatment facility that they intended
to transfer a significant amount of ammonia to the sanitary
sewer. Having received permission to do so, a licensed air-
conditioning mechanic began to mix the ammonia with water
and send it down a drain within the building. Work contin-
ued all day Thursday. Thursday evening during a routine
check of the building, security staff noticed an extremely
strong odor and called campus safety personnel. Ventilation
during the day had apparently kept the concentration of
ammonia below irritating levels, but it was later decided that
the traps in the drain had probably not had sufficient water in
them, and thus the fumes had built up once work had been
completed for the day. Both because of potential hazard to the
workers on Friday, and because there were plans to use the
building for a summer tennis camp, it was decided to move
the mixing and disposal operation to a drain outside the
building on Friday morning. This is not as illogical as it might
seem—there are a number of non-college storm drains in the
general vicinity of the rink that are tied into the sanitary
sewer. In fact, this has created considerable pressure on the
capacity of the local water treatment plant. However, in com-
pliance with plumbing codes, the storm drains outside the
rink itself had been segregated from the sanitary sewer. For
about three hours on Friday morning, long enough to com-
plete the project, a mixture of water and ammonia was
flushed down the outside drain.

Friday afternoon the Massachusetts Department of Fisheries
and Wildlife received a call that there were a number of dead
fish in the Green River, a stream that runs several hundred
yards from the rink. A DFW agent came to the river, and at
first presumed that the killing agent was chlorine from a pool
(a hockey rink is probably not the first source of pollution to
come to mind in August). This did not cause any serious delay

Every institution should be sure
that its personnel are familiar with both the
practical safety measures and the regulatory
requirements for materials on campus.

in analyzing the situation. Williams College was an obvious
source of pollution of any kind. As a relatively small college,
no matter what the environmental problem, the same person-
nel would be, and were, contacted to work with the DFW.

On Saturday morning an agent of the Massachusetts
Department of Environmental Protection arrived, and in
cooperation with both town and College personnel began to
look for the source of the fishkill. A dye test quickly estab-
lished that the drain used emptied directly into the river.
Releases of ammonia to the environment in excess of 100
pounds (the “reportable quantity” for this substance) must be
reported to EPA. Based on the amounts of ammonia present
initially and the relative length of time that the ammonia-
water mixture was flowing into the river, the DEP deter-
mined that the amount of ammonia that had probably been
released was well below the reportable quantity. However,
the 100-pound level is designed, of course, with respect to
human health and safety. The extent of the fishkill was mag-
nified both because fish are very sensitive to their environ-
ment and because water levels in the stream were very low
and there was essentially no dilution of the ammonia-water
mixture. In contrast, the water treatment plant was unable to
detect any of the material sent down the inside drain, because
of dilution from other sources before reaching the plant.

Follow-up

Had the release of ammonia exceeded the reportable quan-
tity, the burden of reporting it would have been on Williams
College. There are very substantial penalties for failing to
report releases, whether accidental or planned. The single
notification path that is always legally correct is through the
National Response Center of the Emergency Notification
System, whose emergency reporting number is 800-424-8802.
The National Response Center will follow up with notifica-
tion to the EPA regional office and other responsible agencies.
An alternative, but also appropriate, notification path is to
begin with the local emergency planning committee (in our
case, the fire department) and then contact the state emer-
gency response commission through the Department of
Environmental Protection (DEP). The DEP would normally
then transmit this information to the EPA, and through the
EPA to the National Response Center. The National Response
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Center must always receive a report
because it collects hazardous spill infor-
mation nationally, and compiles it into
reports that can be used by those wish-
ing to design spill response plans.
Additionally, had the release been to a
navigable waterway it would have to
have been reported directly to the
appropriate EPA office.

Regardless of the quantity released,
any environmental damage must be
reported to the DEP. Repair of the dam-
age is clearly the responsibility of the
entity that allowed the disposal of the
polluting material.

Williams College worked with the
DEP to determine the appropriate mea-
sures. The DEP’s first request was that
we cease discharging the ammonia to
the stream; a request that was moot but
required a formal response by the col-
lege. The college was further required
to arrange for testing the stream to see
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that the water conditions had returned
to normal, and to replace the dead fish.
Finally, the college surveyed all storm
drains on its property and marked with
blue paint those that drain to sources
other than the sanitary sewer. The DEP
praised the level of cooperation they
had received by the college, both in the
initial stages of the investigation and in
the follow-up period.

What Can Be Learned?

There are two lessons that can be
learned from any such incident. The
first is specific—how do we ensure that
this particular accident will not occur
again? We have seen that ammonia is a
potentially very hazardous substance.
Because it is so widely disturbed in
commercial and industrial life, its dan-
gers may not be appreciated. When
properly contained and handled, there
is no risk to the community. However,
even a momentary lapse in attention
can have major consequences. Users of
ammonia-based cooling equipment
should be sure that they are complying
with the SARA Title III reporting
requirements, and with any other
requests by their local emergency plan-
ning committees.

Our specific response in this case is to
arrange that any future repairs to the
ammonia system will be done by the
outside contractor who does the annual
inspection and maintenance of the sys-
tem. We believe they are more able to
empty the system efficiently, thus
avoiding the build-up of fumes that
triggered the incident. Ideally this
should prevent any uncontrolled
release of a hazardous material to the
environment.

The second lesson is more general—
what similar types of accidents can we
prevent by learning from this one?
Without question, every institution,
whatever its size and purpose, should
be sure that its personnel are familiar
with both the practical safety measures
and the regulatory requirements for
materials on campus. For instance,
maintenance workers knew that they
had to get permission from the water
treatment facility before disposing of an
unusual substance. Security personnel
knew that the presence of an unusual

odor indicated a problem that deserved
an immediate response. And the
response was a considered one; there
was no intent to discharge to the river.
[n retrospect, it turned out that there
was someone on campus who knew
the outfall of that particular drain. But
there was no mechanism for transmit-
ting that information to people who
might only need it once in ten years.
This type of failure in communication is
one of the hardest problems to eradi-
cate. We believe, however, that wide
discussion of what happened is one of
the best ways to avoid repetition.

Finally, we learned for ourselves that
full cooperations with the authorities is
not only legally correct, it results in
reductions in potential penalties. And,
perhaps most importantly, it builds a
good relationship in case of any future
problems.

Conclusions

Naturally, no institution wants to
encounter a problem that creates both a
financial and a public relations cost (all
the local papers ran major stories about
this incident). However, as a learning
tool it was very useful. There is no per-
manent damage to the environment,
and the financial penalties were small
in reflection of the help that the college
provided both in finding the source of
the problem and in cleaning it up. It
was a useful wakeup call to anyone
who said “It can’t happen here!” Now
our responsibility is to show that we
can prevent any similar event from
happening in the future. it

More information on SARA Title ITT
and other environmental regula-
tions can be obtained from the EPA.
Contact your regional office, or the
following office:

The Emergency Planning and
Community Right-to Know
Information Hotline

U.S. Environmental Protection
Agency

0S-120

401 M Street, SW.

Washington, DC 20460

800-535-0202
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Notes on Mountin

()ild (oose Chase

by Harry S. Bingham

he popular press and even some political and
social commentaries have been sued to describe
the plight of our citizenry due to the change in the
life style of Canada geese. The Branta Canadensis
have now learned that they don't have to fly another
1000 miles or so south to forage for their winter’s
keep, or for that matter, head back north in the sum-
mer. They have found a wonderful new homeland amidst
the lush lawns provided by institutional and corporate cam-

ROBO-DOG with
radio control hand-held
device for geese
management.

Harry Bingham is a member emeritus of APPA, having served four
institutions of higher education in a variety of teaching and
administrative roles for thirty-five years; he retired from Rider
University in 1992. Bingham currently serves as a consulting engineer
in facilities management, and is based in Yardley, Pennsylvania.

puses, golf courses, park lands, and farmlands where they
can be ext‘remely comfortable all year long. The result, of
course, is that we humans have found it difficult to coexist
amidst the fouled trail that Canada geese leave behind.
Many accumulations of droppings that these otherwise
handsome animals deposit on lawns, pathways, recreational
areas, etc.

About eight years ago I was interviewing for a position in
facilities management at a New Jersey University, and as |
sat with the search committee in the student center I noticed
several Canada geese walking across the patio adjacent to the
dining area. A member of the committee noticed
my surprised and said to me, "If you can
solve our geese problem, you can have
the job right now!” I knew I had solved
some unusual problems related to
buildings and grounds in my previous
positions, but this was a new one for me. |
made no commitment at that time, but subse-
quently, after obtaining the position, I accepted the
challenge.
For several mornings in a row I went to the campus
about sunrise and watched the morning flights
arrive and land on the small lake that was cen-
tral to the abundant green space at the heart
of the university. The birds would very
quickly move to the edge of the lake and

waddle upland and commence feeding. If
l approached them they would dawdle
along as they made their way slowly but
surely to the lake. For the first time I real-
ized that Canada geese are essentially grazing
animals that are attracted by the open water as a preferred
landing area and a place for refuge. Additionally, it was obvi-
ous that they didn’t consider human being a Huge threat. In
contrast I soon learned how threatening their presence was to
the well being of a campus setting. Like many aggrieved land
owners I adopted the philosophy that we are entitled to the
use of our land as much as they are, and I became determined
to compete vigorously for it within the law.
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t was a logical deduction once deprived of
their grazing rights the geese would seek
other green pastures. Several ideas came
readily to mind, but I knew I surely wasn't the
first one to have confronted this problem, so I
contacted the state and federal agencies having
jurisdiction over our wild and sometimes pesky
animal cohabitants. My most helpful source was
the Department of Agriculture’s Animal Control
Division. They sent me a set of regulations
prescribing the do’s and don’ts of coexistence
along with a list of techniques others have tried
to rid their properties of the unwanted
creatures. Many courses of action such as the
use of fire crackers, balloons and even a low
fence around the lake seem impractical for
our situation. Instead we instituted a
program of passive harassment.

When a large number of geese would be
sighted in the lake area three to five grounds
keepers would converge on the area and approach
the geese on foot to urge them back into the water.
This was only a partial fix, since the geese
don’t immediately up and leave. Therefore, to
hasten the exodus, we tried using float lines
consisting of empty white bleach bottles
spaced along study rope and strung across
the lake. When the lines were untied on both
shorelines and walked up and down by the grounds people,
the geese would become agitated and leave. This can be labor
intensive, but the institution did apply this technique and
with reasonable success for a couple of years.

1 was looking for a more cost effective solution to this con-
tinuing problem when I heard that two of the corporate cam-
puses in our area were using border collies to herd the geese
in their ponds. I talked to the firm that leases the border col-
lies and learned that their dogs had been specially trained to
handle ducks and geese, but came from the same breed that
has been herding sheep for hundreds of years. Two demon-
strations were held on campus by the breeders and trainers of
these wonderfully intelligent dogs. The geese quickly headed
for the lake upon seeing the dong, so there was little herding
involved in the lakeside demonstration. While there was
some representation that the dogs could also go into the
water to agitate the geese and get them airborne, this aspect
was never demonstrated. Consequently, it did appear that at
least one person from the grounds’ staff serving as the dog
handler would have to devote a considerable amount of time
waiting around with the dog to police the lake. Of course,
other important considerations were the considerable cost of
leasing a dog and the possibility that the dog might make an
error and injure or kill one of the geese, a very serious mater
in the eyes of the jurisdictional agencies and a potential
source of poor publicity.

The university seriously considered leasing one of the
dogs on a trial basis, but by the time the decision was made
the geese had started their summer molting season in 1994.

During June and July there were over 100 geese on campus
that were virtually incapable of flying because they were
shedding many of their old feathers. Since this was not a
good time to harass the geese, it gave time for reflection on
the problem at hand. There was a strong suspicion on my
part that the herding instinct of the border collies had very
little to do with getting the geese into the lake. In the eyes
of the geese the dog’s size and shape translates into preda-
tor, and they would be off to the lake as their place of
refuge as soon as their acute vision detected the dog. To
test this theory, I asked my brother, a graphic arts person,
to work with me on creating a mechanical dog. We hoped
to find a radio controlled toy amphibious vehicle, but set-
tled for a toy truck chassis (approximately 12 inches
by 14 inches in plan view). We mounted on it the
facsimile of a border collie-sized dog quickly
fashioned out of coat hanger wire, brown paper
bags, and tape.

The predator-appearing creation was immediate-
ly feared by the geese and sent them scurrying for the
lake. Since this mechanical dog did not have amphibious
capabilities as we had first hoped, it seemed important to
introduce an additional piece of technology. At this point, a
colleague volunteered to bring in his son’s radio con-

trolled boat. We found that when this 30” long by 10”

wide, low-to-the-water vessel is cruising around the

lake, any geese present go ashore. Once they encounter

the mechanical dog, they take to the air and leave the
campus. If the boat is placed in the water before the fog is
sent toward any geese on land, the geese take to the air and
avoid settling in the pond. It is a pretty sight to see a flock of
geese on the wing at any time, but particularly when they're
heading away from campus!

A second generation of dog was fashioned in place of the
paper dog. The newer version was made from three one-gal-
lon bleach bottles and was painted to make it look some-
what dog-like. Some observers say it looks like a pig crossed
with a skunk, but the bottom line is that fr geese, whose eye
balls weigh more than its brain, it spells predator. The dog
was respectfully termed Robo-Dog and the boat as Robo-
Boat. They were used approximately twice a day for the first
month or two and then by accident it was determined that a
golf cart with a strobe light on top was an effective geese
chaser. It also had the capability of being pressed in service
more quickly than Robo-Dog to chase the geese into the
lake. The geese never allow the cart to get close enough for it
to be threatening to life or wing, so it too has become an
effective passive harassment tool. Robo-Dog has been retired
for the moment, but Robo-Boat is still an important part of
the program.

Research will continue on the use of strobe lights as a possi-
ble deterrent to landing for the Canada geese, and extreme
vigilance will be the key in getting the geese off the property
before the molt season arrives next summer.

In this day and age, it is not too surprising to find high-
tech solutions for just about everything, including geese
management. =
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Software

Solutions

Howard Millman

Do-It-Yourself Web
Site

Use the Internet to improve
communication with your
customers

ne gripe I often hear takes the
O form of “most of the time

when anyone thinks about us
it's because something is broken.”
And every time I hear that said, I think
“now there’s a facilities management
organization that would likely benefit
from improved communication with
its customers.”

In past columns I have suggested
ways to improve communication inside
and outside of the facilities department
using computers. For example, the
sharing of information between shops
to minimize territoriality and the vitiat-
ing the us-against-them mindset.
Another idea urged granting selected
customers direct, password controlled
access to a CMMS from conveniently
located campus terminals.

One drawback to the successful
implementation of this latter strategy is
that it required you to give non-facili-
ties people direct links or dial-in access
to your network. And who knows what

evil lurks in the heart of some staffers.

Here's another idea to improve com-
munication: capitalize on the skyrocket-
ing popularity of the Internet. Do it by
creating your own home page. With the
widespread access to the Internet’s
World Wide Web seemingly indige-
nous to universities, you could post
easily accessible notices about shut-
downs and events, plus simultaneously
indulge in some subtle self promotion.

At one time, building home pages
required a knowledge of the Hypertext
Markup Language (HTML). This ornery
document formatting technology
enables readers to click on a “hot spot”
and jump to a related topic. Fortunately,
products are appearing that greatly sim-
plify building home pages and eliminate
the need to learn HTML. One product,
aptly named Internet Creator, is a low
cost Windows 3.1-based Web page
designer. Available from Brooklyn, New
York-based Forman Interactive, the soft-
ware costs $250.
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According to Peter Forman, presi-
dent of the company, “Internet Creator
simplifies creating attractive and infor-
mative home pages without investing a
lot of time or money.”

The key to Internet Creator’s simplic-
ity is its use of predefined forms. Using
the forms’ fill-in-the-blanks technique,
even a novice can create a multipage,
hypertext linked Web site with no prior
Internet document design experience.

Building a World Wide Web page is
similar to creating a document contain-
ing a rich mix of graphics, mixed fonts,
and text. During the design phase, the
software relies on a hierarchical tree,
much like Windows’ File Manager. The
multilayered levels indicate how the
pages link to one another.

In addition to the predefined fields,
Internet Creator offers user-defined
fields that contain free form text. The
software also supports embedded
audio and video segments for users

who have the appropriate hardware.

After you design the pages, what
next? How do you get them on the
Internet so your customers can learn
more about your services? In addition
to the software, Forman Interactive also
offer a service to people who do not
have their own Internet server. Forman
will rent you space on their World
Wide Web server at a penny-pinching
price of $50 per month. The $250 cost of
the software includes three free months
of server space rental. In addition, there
are dozens of other commercial Internet
providers located throughout the
world.

Many schools already have a Web
home page site to which you can add
your documents. The school will decide
how they will incorporate your infor-
mation; you just need to turn it over to
them in a form they can use. Web pages
created with Internet Creator adhere to
HTML standards and consequently

mount on all standard Unix servers.
One side benefit from posting your
information on the Net is intangible.
It's the subliminal message that says
you will meet with and communicate
with your customers anytime and any-
where, even in cyberspace. |

Forman Interactive Corp.
201 Water Street
Brooklyn, NY 11201-1174
(v) 718-522-2260

(f) 718-596-3959

http:/ /www.register.com.

Howard Millman, a systems integrator,
helps universities and hospitals implement
facility automation systems. His firm,
Data System Services, is based in Croton,
New York. Millman can be reached at
hmillman@mcimail .com.
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STAFFING SOFTWARE
In a friendly Microsoft Windows
atmosphere:

* Benchmark and justify your staffing level
against national norms.

e Perform “what if” scenarios with the “click”
of a button

« Establish balanced cleaning areas and
multiple shift schedules.

From Jack C. Dudley, PE, Editor and Co-
author of the APPA Publication Custodial
Staffing Guidelines for Educational Facilities,
who has refined those methods through added
research and on-site consulting. The software,
featuring those refinements, has received many
excellent reviews by users since its’
introductory offering late last year.

Several models are available starting at:
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Management Educational Development
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Envirofan ... the premier industrial ceiling fan. In winter Envirofans re-
claim and re-circulate ceiling heat so thermostats stay off longer. In summer
Envirofans vertical air flow provides evaporative cooling and mixes conditioned
air so thermostats can be set 8-10 degrees higher. Attractive, all-metal Envirofans
delivers air up to 43,500 cfm. Uses less than .75 amps. Fans have sealed bearings,
enclosed motor, up to five-year warranty. UL listed, CSA approved.

Protecto-Guard . . . a design so unique, it'’s patented. Fans function
smoothly, safe from flying objects. Protects people within reach. Heavy-duty non-
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shiny zinc plated. Three sizes fit most fans. Two-piece construction installs easily.
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APPA Events

For more information, contact the
APPA Education Department at 703-
684-1446, or dial APPA’s Fax-on-
Demand service at 800-891-3965.

November 5-7—Institute for Facilities
Finance. Arlington, VA.

January 14-19—Institute for Facilities
Management. Los Angeles, CA.
(Regular three-track program, plus spe-
cial programs in Capital Projects and
Planning, Environmental Compliance,
and Foundations of Leadership, led by
the Covey Leadership Center.)

-

Advertise in
FAacilities
Manager

and reach the
decision makers
for campus
facilities
purchases.

Call APPA Advertising
at 703-684-1446
for an ad rate card and
editorial calendar.

Regional Meetings

Oct. 1-3—Rocky Mountain Region.
Montana State University. Contact
Robert Lashaway, Montana State
University, 406-994-2001.

Oct. 1-4—Eastern Region. Valley
Forge, PA. Contact Howard Holden,
610-921-7535.

Oct. 13-19—Southeastern Region.
Norfolk, VA. Contact Dick Plante, Old
Dominion University, 804-683-4281.

Oct. 14-18—Central Region.
Manhattan, KS. Contact Ed Rice,
Kansas State University, 913-532-5967.

Oct. 22-24—Midwest Region.
Madison, WI. Contact John Harrod,
University of Wisconsin/Madison, 608-
263-3077.

Other Events

Oct. 24-27—Thermographic
Applications for Predictive
Maintenance, Level 11, Atlanta, GA.
Contact John Snell & Associates, P.O.
Box 6, Montpelier, VT 05601-006; 800-
636-9820; fax: 802-223-0460.

Nov. 6-8—Environmental Laws &
Regulations Compliance Course, San
Francisco, CA. Contact Government
Institutes, 4 Research Place, Suite 200,
Rockville, MD 20850; 301-921-2345.

Nov. 7-10—Housekeeping
Management School, New Orleans, LA.
Contact Roesel, Kent & Associates, 404-
998-1691.

Nov. 8-10—18th World Energy
Engineering Congress, Atlanta, GA.
Contact Association of Energy
Engineers, 404-447-5083.

Nov. 13-15—Project Finance for
Renewable Energy: Successful
Strategies for Project Development in
the Emerging Markets, Washington,
DC. Contact Institute for International
Research, 708 Third Ave., 4th Floor,
New York, NY 10017; 800-999-3123.

Dec. 7-8—Fundamentals of Energy
Management, Orlando, FL. Contact
Association of Energy Engineers, AEE
Energy Seminars, P.O. Box 1026,
Lilburn, GA 30226; 404-925-9633.

Dec. 7-9—Athletic Business
Conference & AB/IHRSA Trade Show,
Atlanta, GA. Contact Athletic Business,
800-722-8764; fax 608-249-1153.

Dec. 7-10—Advanced Roof
Consulting. Baton Rouge, LA, and
Seattle, WA. Contact Natalie Moore,

Roof Consultants Institute, 800-828-
1902 or 919-859-0742.

Jan. 25, 1996—Inland Northwest Turf
and Landscape Trade Show, Spokane,
WA. Contact Inland Empire Golf
Course Superintendent’s Association,
1708 N. Lee Street, Spokane, WA 99207;
509-535-8305.

Feb. 21-23—IDEA 9th Annual
College/University Conference, Palo
Alto, CA. Contact Tanya Vetter, 202-
429-5111.
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APPA's newest edition of this classic
handbook, vital to all facilities managers

The
Facilities
Audit

£

PROCESS
FOR
IMPROVING
FACILITIES
CONDITIONS

by Harvey H. Kaiser

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

HOW HEALTHY IS OUR CAPITAL ASSET?

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

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

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

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

CONTENTS:

Introducing the Facilities Audit

Preparing for a Facilities Audit

Designing the Audit

Summarizing Inspection Results

Presenting the Audit Findings

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

To Order:

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

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

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

The Facilities Audit: A Process for Improving Facilities
Conditions

Softcover, 102 pages, 18 illustrations
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CES/Way
lps you

\

They're everywhere,
' /the energy hogs. They
s ,’make your bills for

: /’/ heating and cooling and
-— lig

. hting your facility seem
like black holes into which you
\ pour your money,
% We can whip 'em, hog-tie them, harness

" them, bring them back into the realm of reason.
Not a quick fix, not a patch job, a total re-engineer-

ing of plant and systems to save energy costs for
the indefinite future.

It's called Performance Contracting. And before
you tell us you can'’t afford it, let us tell you that it
requires no capital expenditures on your part.

CES/Way pioneered this concept. We're talking rd
big dollars in savings here, without capital cost. L
We're talking capital renewal. We're talking signifi- '," &
cant contributions to the bottom line. ,,'&‘Q‘\

CES/Way is talking sense. Your sensible step is ,"o"»
to send for our “Energy Hogs & How To Put Them o q{“

In Bondage” brochure. F )
You have nothing to lose but bloated utility bills. /’oq;o

uCESINay

5308 Ashbrook i
Houston, Texas 77081 &
713/666-3541 7 & Q,o“

’ Q¥ \Q
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Underground Pipe Insulation / Corrosion Protection

PROTECTING AMERICA’S PIPES
|

W= S B
YESTERDAY TODAY | TOMORROW

B e T . L)

e Continuously Manufactured Using Same Formula Since 1967
¢ Closed Cell - 100% Hydrophobic Design

e Temperature Range: -273°F (Cryogenic) to +480°F (250°C)

e |deal for New Piping Systems / Repairs / Tanks

e Approved by Department of Defense for New Construction

DRITHERM INCORPORATED
P.O. Box 5296

Parsippany, New Jersey 07054
(800)343-4188 FAX (201)428-3391




Contract Management or
Self-Operation

A Decision-Making Guide
for Higher Education

Contract Management
@ Self-Operation

A Decision-Making Guide for

Contract Management or Self-
Operation: A Decision-Making Guide
Jor Education will help you make an edu-
cated decision in selecting the best operat-
ing and management approach from the
array of appropriate alternatives.

Virtually any campus function or service,

TO ORDER:
All orders must be prepaid in U.S. funds. Complete order
form and enclose check made payable to APPA and mail to:
APPA Publications
Dept. CMAD
P.O. Box 1201
Alexandria, Virginia 22313-1201

Orders are shipped via UP; please allow 3-4 weeks for delivery.
Telephone orders are not accepted.

ORDER FORM
Contract Management or Self-Operation
Softcover, 87 pp.
ISBN 0-913359-73-4
Price: $25/APPA members, $50/all others
Price includes postage.

Please check here:

Higher Education including instruction, is theoretically sub- [J APPA member institution [J other
ject to privatization. The decision to con- Title Qty. Price Total
tract to an outside vendor is a difficult and Contract Mgt. $25/APPA member
at times emotional one. To some it con- or Self-Operation $50/others
jures images of displaced employees and Total
loss of institutional control. To others it is a ;
Sponsored by CHEMA
ThelCSGrR el i Eaotion Mol Vsl way of enabling schools to concentrate on Canelers must B prepsl
v ; Enclosed is a check made payable to APPA.
the core mission of education and shed
headaches and expenses. Name
Easy-to-read matrices for each area visually guide you through each step of the Title
decision-making process and list the factors that should be considered when Institution
Fvlaluatmg the impact of different management approaches. A sample contract Street Address
is included.
City/State/Zip
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