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Let ABM Be Your Partner In Cutting Your
L]
Campus Maintenance Costs.

For over 86 years, American Building Maintenance for contract custodial, engineering services and grounds care
Company has provided high-quality contract maintenance are exactly what they need to operate with today’s tight
services—without the high cost or the liability you would maintenance budgets.
have if workers were employed by the campus. Call today: 415-597-4500, Extension 148. Or write:

We've learned our clients’ real needs. Studied dozens of = Robert Ramirez, Vice President,
ways to save them money. Analyzed costs, productivity and ABM College and University Program. It’s time.
quality levels so well that our clients can save as much as ) ]

15% over in-house programs. Without sacrificing quality. (R})bm,R“”“"‘.‘Z' Vice President
iy % ‘ollege & University Program

You'll find that our proposals are detailed, accurate, American Building Maintenance Co.
and meet the unique demands of your campus. Building 50 Fremont Street, 26th Floor
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maintenance is all we do—and we've learned to do it very San Francisco, CA 94105-2230
. G e - pcoes Fax 415-597-7160

well indeed. More and more institutions are finding that et
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From The

W€1C0m€ to the first
bimonthly issue of Facilities
Manager. After twelve years as a
quarterly magazine, Facilities
Manager will now be sent to
members and subscribers six
times a year. Recent readership
surveys have told us that you find
the magazine to be informative,
reliable, and valuable, and that
you would like to see it more
often. We're happy to comply,
and we look forward to bringing
you future issues on deferred
maintenance, grounds manage-
ment, new technologies, and
much more.

This issue of Facilities Manager
looks at energy deregulation and
where it may lead educational fa-
cilities in the near and not-so-
near future. We've included an
overview of deregulation, a power
wheeling success story, a report
on APPAs Opportunity Assess-
ment workshops, and a descrip-
tion of the EPAs Energy Star
Buildings program. In
Perspective, you'll also find a cau-
tionary message on energy dereg-
ulation.

We welcome back our regular
columnists Wayne Leroy
(Executive Summary) and Val
Peterson (Focus on
Management), as well as The
Bookshelf, coordinated and edited
by John Casey. Howard Millman’s

Steve Glazner

Software & Solutions will return
in the March/April issue.

We'd also like to take this op-
portunity to introduce you to two
new columns. Strategically
Planning is a six-part series de-
signed to take you step-by-step
through the important process of
strategic planning. It is written
by James and Susan Cole, who
have worked with APPA and a
number of institutions in setting
long-term goals as well as the
strategic initiatives to help you
get there.

Matt Adams’ Facility Asset
Management column provides a
natural follow-up to APPAs
recently published report on de-
ferred maintenance, A Foundation
to Uphold. This new column will
present strategies for reducing
your deferred maintenance, dis-
cuss ways Lo increase your posi-
tive visibility on campus, and
share success stories and best
practices from institutions that
are applying innovative
approaches to correcting this $26
billion problem.

Your comments and
suggestions for both new
columns, as well as for the entire
magazine, are always welcomed.
Please contact me at
steve@appa.org.

Happy new year and the best of
success in 1997, #
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istrict energy — energy produced ar a central plant — has
been around a long time. It brings campus communities

many benefits — energy-efficiency, an environmentally
friendly mode of operation and cost-effectiveness.

But sometimes it’s hard to set aside the time and money to
consider the expansion or upgrade of a district heating or cool-
ing system already in place or to evaluate the potential for new
system.

That's the reason for HEATMAP. HEATMAP is an easy-to-use,
economical software program that was specifically developed to
help plan, analyze and operate district heating and cooling
systems for colleges, universities, military installations, industrial
campuses and cities around the world.

It’s ready to go to work for youl!

significant growth in its campuswide steam and chilled-

water distribution system. Weve used HEATMAP to model
our existing network and assess the potential impact of new addi-
tions. The program allows us to look at anticipated new loads and
plan for upgrades before we have a problem, rather than after the
fact. HEATMAP has also allowed us to evaluate and choose the

most economical, cost-effective pipe size for our projects.”

¢ ‘I n recent years, the University of Washington has experienced

Brian Horman

Project Manager

Capital Projects Office
University of Washington
Seattle, Wash.

Heat Map

The international standard for
integrated district energy
analysis, planning, design and
operation.

Use for

* Central heating and
cooling plants.

+ Steam, hot water and
chilled-water
distribution systems.

Use to

* Prepare CAD system
layouts.

« Prepare graphical
distribution system
analysis.

* Prepare thermal and
hydraulic system
analysis.

¢ Determine air emission
impact.

» Evaluate system eco-
nomics, financing
sources (private or
public) and life-cycle
costs using numerous
international currencies.

To find out more about how
HEATMAP can benefit your
campus community, please
contact R. Gordon
Bloomgquist at (360) 956-
2014; fax (360) 956-2030. Or
send us an e-mail at

heatmap@wsu.edu

Additional information is available
about heat-map's features, its
computer system operating
parameters and organizations that
have used the program.
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NEWS

I HAD the opportunity to

visit five of the North American re-
gional meetings during September
and October. Because SRAPPA and
PCAPPA were scheduled at the same
time, 1 asked President-Elect Tom
Vacha to attend the Pacific Coast
meeting while 1 attended the
Southeastern; Tom also attended
Australasia in September. At all the
regions they asked that we clarify
what we're doing with certain com-
mittees, and | agreed to develop this
article for Facilities Manager to better
explain what we've done and why.
The committee structure within
APPA has four permanent commit-
tees—Professional Affairs,
Information Services, and
Educational Programs, each chaired
by an elected vice president, and the
Nominating Committee chaired by
the Immediate Past President. The ad
hoc committees, Small College and
Awards and Recognition, have been
reestablished as task forces for
1996-97, and the International
Relations Task Force has been
extended for an additional year.
Although not mandatory, member-
ship on an ad hoc committee is made
through annual appointment and ro-
tates after two years of service.
Declaring it a task [orce [acilitated
leaving the membership the same,
which provides continuity and an
experienced base to address the is-
sues. Also, the phrase “task force”
does a better job of conveying the
fact that a challenge needs to be ad-
dressed and accomplished in a rela-
tively short time. Membership
continues as a standing committee

How Many Committees

Michigan State University

chaired by a member of the Board of
Directors whom the Board appoints.

The College Task Force

(formerly Small College Committee)

During the past year, many ques-
tioned the need to continue the
Small College Committee. After
speaking with this group at the an-
nual meeting in Utah, I was surprised
to find at least three committee mem-
bers were from institutions with
more than 10,000 students. The dis-
cussion that followed revealed that
they are the only trained facilities
manager in their physical plant de-
partments, and consequently they are
called upon to wear many hats to be
successful. Don Long of Australasia
observed that size of the institution
does not differentiate the role of the
physical plant director. The more im-
portant question is, “Do you manage
activities, or do you manage an orga-
nization?” These members think
there is a need for APPA to focus on
topics and programs that will help
them be successful, and help train
and professionally develop their staff.
Therefore, 1 asked the group to con-
tinue as a task force with Don Long
as the chair, and to focus their efforts
on the following:

1. Identify the activities APPA needs
to promote and/or provide to as-
sure it is the association of choice
for those with a very limited physi-
cal plant organization.

2. Is there a need for an ongoing
mechanism—committee, task
force, etc.—to assure a continual
focus for the “college” interests?

January/February 1997 Facilities Manager 5

Does APPA Need?
by Ronald T. Flinn, APPA President

What is the proper location of this
mechanism—international,
regional, chapter, or state?

Awards and Recognition
Task Force

Awards and other forms of recog-
nition are tangible symbols of a per-
son’s professional development and
service. Recognition of the accom-
plishments of a physical plant organi-
zation is almost always accompanied
by recognition of the leaders of that
organization, and so there seems to
be a strong link between the goals of
the Professional Affairs Committee
and the Awards and Recognition
Committee. Thus, I asked the com-
mittee to become a task force chaired
by Randy Turpin and to report to the
Vice President for Professional Affairs
to accomplish the following:

1. Continue to perform as the Awards
and Recognition Committee for
1996-97.

2. Review all APPAs awards and
recognition currently in place and
address the following questions:

a. Are the current awards appropri-
ate and adequate?

b. Are we getting an adequate level
of participation from members
in identifying candidates/nomi-
nees?

3. Recommend how the awards and
recognition activity is best struc-

(continued on page 7)




I I AL L LA L NN TIRZIM =  clevalor engineering = infrastructure: utility analysis = energy systems: evaluation and design * power plant

cogeneration rM«i“lSF,\' -

* facilily condition analysis = elevator engineering *

* operations and maintenance analysis * construction management * deferred maintenance

analysis =
* operations and maintenan

analysis = elevator enginee

and maintenance analysis
elevaltor engineering *

operations and main

Pnance
analysis * elevator engineei
and maintenance analysis *
elevator engineering * infra
analysis = construction may
* infrastructure: utility an
maintenance analysis * con
engineering * infrastructure
* construction management
infrastructure: utility analysi
management deferred mai
analysis =
construction management ®
atility analysis * energy sy
* deferred maintenance cag
energy systems: evaluation
management * deferred mai
analysis *

energy systems:

deferred maintenance / capite

energy systems: evaluation a

DEFERRED MAINTENANCE /

infrastructure: ulility analysi

management * deferred me

infrastructure: utility analysi

management *

analysis * energy systems:

operations and maintenance analysis

ELEVATOR ENGINEERING

INFRASTRUCTURE:

ENERGY SYSTEMS:

deferred maintenance /

evaluation and design

* construction management * dl’f[’f"’l’lf maintenance / (E]V“df renewal management * %’LHH’M Lil"{i[_JS IS

tnfrastructure: utility analysis * energy systems: evaluation and design = power plant: cogeneration analysis

| capita! [ management = security analysis = facility condition

slant:  cogeneration analysis

analysis * facility condition

SPACE UTILIZATION, MASTER PLANNING [EEEHGHEIR

it
£
et
B

A N

facility condition analysis =

UTILITY ANALYSIS nt: cogeneration analysis
nalysis = facility condition
ation analysis = operalions

e
SR
facility condition analysis =

operations and maintenance
tlysis = elevator engineering

POWER PLANT: COGENERATION ANALYSIS JREGHEEER T

ondition analysis * elevator
ms and maintenance analysis

v ¢levator engineering *

ance analysis = construction

ing * infrastructure: utility

ind maintenance analysis *

engineering * infrastructure
* construction management
structure: utility analysis =
INTIREIEN © consiruction

ing = infrastructure: utility
construction management *
itructure: utility analysis *
CONSTRUCTION MANAGEMENT

CAPITAL RENEWAL MANAGEMENT | IS

4

SECURITY ANALYSIS = .

capital renewal management = security analysis * facility condition analysis * elevator engineering * infrastructure:

* clevator engineering *
wnce analysis * construction
elevator engineering
1nce analysis * construction
utility
coge neration analy S' . UP{’IGHUIN and maintenance Iihi”!\i =

power plant: construction management *

YOU AND ISES . .. PARTNERING

FOR A HIGHER STANDARD.

2165 West Park Court / Suite N / Stone Mountain, GA 30087 / Telephone: (770) 879-7376 / F

ISES CORPORATION
— Y B————

ISES CORPORATION

: (770) 879-7825 / hitp:/www.isescorp.com



tured for the future. Can the cur-
rent Professional Affairs
Committee handle it? Should there
be a subcommittee reporting to the
Vice President for Professional
Affairs, or should there be a sepa-
rate standing committee? Should
the unit include past presidents
who might provide a more global
view of APPA and the importance
of awards?

International Relations
Task Force

In reviewing the necessity of con-
tinuing the International Relations
Task Force, many members opined
that “our progress in other parts of
the world is not as dynamic as it
should be.” 1 hear the word
“national” ten times as often as “in-
ternational” when members refer to
APPA, even though Australasia is one

of our regions. Therefore, I've asked
the International Relations Task
Force, chaired by Roy Dalebozik, to
take on the following challenges:

1. Continue to cultivate interested
institutions in other nations, such
as South Africa.

2. Expand active involvement and
meaningful participation of addi-
tional international members via
International Communique as
posted on APPANet.

3. Determine how best to align our
international effort with APPAs
vision and strategic initiatives.

In recent years, our president has
attended the annual meeting of the
Association of University Directors of
Estates in the British Isles, and recip-
rocally their president has attended
our annual meeting. As pleasant as
this exercise is, I'm concerned that
there is no significant exchange of

information, such as the presentation
of papers, and there isn't any formal
linkage or partnership between the
two organizations. 1 will be commu-
nicating with the president of the
Association of University Directors of
Estates in an attempt to make such
an agreement a reality, and we need
to pursue such an arrangement with
similar associations if they exist in
other countries.

I certainly have no preconceived
notions of the best committee struc-
ture for APPA as it enters the twenty-
first century. A proliferation of
committees offers opportunities for
members to participate at the inter-
national level; however, committees
that have little challenge are not cost
effective.

Your opinions and thoughts would
be very much appreciated. Please
contact me via e-mail at
rtflinn@pplant. msu.edu. #

From the Vice President for Educational Programs

by Gary L. Reynolds
Iowa State University

AP PA S Educational

Programs Committee is off to an am-
bitious start with the development of
a number of initiatives. The educa-
tional programs are receiving
outstanding support from a number
of talented people as we work toward
APPAs vision of a Global Partner in
Learning. APPAs strategic plan, ob-
jectives, and initiatives are providing
guidance to the committee’s efforts.
As a reminder, the two significant
objectives are:

1. Increase meaningful participation
and involvement of APPA stake-
holders.

2. Provide all APPA stakeholders
equal access (in terms of conve-
nience, cost, time) to educational/
learning opportunities.

These two objectives have lead 1o a
number of strategic initiatives with

one of particular interest to the com-
mittee—increase the effectiveness of
education for APPA stakeholders,
With this guidance in mind, the
committee has undertaken an exten-
sive program of review and develop-
ment activity. Literally no program
APPA currently offers is going un-
scrutinized.

The committee members guiding
these efforts are Mike Besspiata 111
(Southern Baptist Theological
Seminary), Gordon Bulat (University
of Alberta), Jim Demarest (Illinois
State University), Arthur Jones
(Black Hills State University), Fred
Klee (Ursinus College), Berger
(Buzz) Nelson (University of
Nevada/Reno), and Denis
Stephenson (La Trobe University,
Australia), and APPA stalf liaison
Kathy Smith.

In addition, other volunteers are
providing outstanding support for
APPAs educational effort. The orga-
nizational chart on page 8 outlines
the structure of the committee and
the key roles of our members.

As you can see we have an excel-
lent group of talented people. And
there is still more. The Institute for
Facilities Management is currently
undergoing a complete curriculum

January/February 1997 Facilities Manager
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Co-chairs: Maggie Kinnaman
Fred Klee

review with some important changes
planned, and another group of tal-
ented people has stepped forward to
help with this endeavor: Don
Briselden (Philips Exeter Academy),
Jay Klingel (University of Virginia),
Don Guckert (University of
Missouri), and Mo Qayoumi
(University of Missouri/Rolla).

The Annual Meeting

The charge to the Educational
Programs Commilttee is Lo provide
oversight and guidance to APPA’s ed-
ucational programs and to
specifically address issues of the an-
nual meeting. While the annual
meeting has provided APPAs mem-
bers with a number of educational
and networking opportunities, it is
clear that our members’ rising expec-
tations for the meeting will be a chal-
lenge to the committee. The
leadership of the regions are doing an
excellent job of providing quality ex-
periences at the regional annual
meetings, and these excellent pro-
grams are meeting the needs of many
of our members. The challenge to
APPAs Educational Programs
Committee and APPA staff is to ex-
plore the role of APPAs annual meet-
ing in providing a distinctly different
experience with true “value added”
not available at the regional level.

The committee will be making this a
high priority issue.

Leadership Programs

APPA targets several programs to
upper administrators or facilities
leaders, including the Executive
Institute at Notre Dame, the Institute
for Facilities Finance, and the more
recent Foundations of Leadership
program.

Through the excellent work of
John Harrod (University of
Wisconsin/Madison), Emily Wren
(Indiana University/Purdue
University at Indianapolis), and
Barry Van Dyke (Notre Dame), the
Executive Institute has been com-
pletely revamped. This entirely new
program was offered for the first
time in April 1996 and received ex-
cellent reviews from everyone who
attended. This outstanding program
now provides an intense week of
study and networking on such top-
ics as strategic thinking and plan-
ning, innovative leadership
concepts, negotiating skills, organi-
zational transition management,
media relations, and much more, |
attended this new program and |
highly recommend it for those inter-
ested in a quality leadership educa-

tional (’XPC‘I’i(‘I]CC.
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The annual Institute for Facilities
Finance continues to be well
attended. It too has been recently
updated. New to the program is a
four-hour session on leadership enti-
tled, “Partnerships at Work.” A ses-
sion has been added providing
examples of leadership in financing
capital renewal and the reduction of
the deferred maintenance backlog.
Also, the results of the recently com-
pleted APPA/NACUBO/Sallie Mae
report, A Foundation to Uphold, were
presented at November's session.

The Foundations of Leadership
program has been a successful pro-
gram providing a unique personal
growth experience. Through gener-
ous support from Marriott
Educational Services and the Covey
Leadership Center, the 3'4-day pro-
gram provides opportunities for the
development of personal leadership
skills, organizational development,
and change management. The pro-
gram is offered concurrently with the
Institute for Facilities Management.

Despite the success of the various
leadership programs, a review has
been started under the leadership of
Doug Christensen and Bill Daigneau.
Their charge is to develop a plan, by
June 30, 1997, that will integrate our
leadership efforts into a more coher-
ent, coordinated, and meaningful
program.




Institute for Facilities
Management

The Institute is undergoing a sub-
stantial overhaul. Many changes in
our profession were having a tremen-
dous impact on the Institute. Many
important issues were not being pre-
sented due to the lack of time, some
of the current courses were redun-
dant or no longer relevant in their
current form, and expectations for
quality presentations were rising. As
a result, a complete curriculum re-
view was undertaken. The review
started with a weekend retreat in
May 1996 in Alexandria generously
sponsored by Cutler Hammer and
Stanley Consultants, Inc. The result
of this review is a proposed new for-
mat that will be four weeks long,
rather than the current three weeks,
and will include entirely new courses
in administration, operations and
maintenance, capital projects, and
utilities. In addition, the Institute
subcommittee is looking at ways to
provide access to the courses in a
more flexible and personalized way.
Our goal is to begin implementing
the new program in September 1997
or January 1998,

International Seminars

APPA also sponsors one-to-two-
day seminars that are offered at vari-
ous locations around the country. In
addition, we are developing partner-
ships with various associations to
provide educational opportunities for
our members. APPA has done a good
job of being responsive and flexible
in providing seminars on fairly short
notice on topics of current interest to
our members. Patty Smith (Rutgers)
is examining this process to see if it
still meets our members needs. In the
meantime, our current plans include
a seminar on Planning for Master
Planning to be offered in Berkeley,
California March 17-18, 1997.
Although at this time the locations

and exact dates are unknown, a semi-
nar on Building Commissioning and
a Leadership Symposium will be of-
fered sometime in March 1997,

Partnerships in Educational
Training Programs

Perhaps one of our most exciting
developments is the regional drive-in
training program, called Partnerships
in Educational Training (PET). This
new program uses APPAs connec-
tions with speakers on topics of im-
portance to our members plus APPAs
expertise in organizing programs.

The PET series will allow members
to participate in a half- to full-day
seminar on a very targeted topic right
in their own neighborhood. The con-
cept is very simple. An institution
interested in hosting a PET program
contacts the APPA office and indi-
cates which program they would like
to host and when. The host institu-
tion then provides an on-site coordi-
nator, a meeting room capable of
holding 25 to 60 people, audiovisual
equipment, and directions and infor-
mation on local hotel arrangements.
They then contact [riends at local
institutions using APPA supplied lit-
erature to let them know about the
meeting. APPA will provide a broader
mailing to institutions in your area,
make arrangements for the speaker,
provide training materials for all par-
ticipants, handle registration and col-
lection of fees, and provide
promotional materials and other on-
site materials such as an attendee list
and evaluation forms. The
anticipated cost is $99 to $129 per
person assuming a minimum atten-
dance of 25 people.

APPA is currently providing PET
programs [or topics such as environ-
mental health and safety, leadership,
custodial training, developmental
training, facilities renewal and asset
management, and more. For more
information, visit APPAs Web site at
www.appa.org, or contact Kathy
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Smith at 703-684-1446 ext. 231, or
by e-mail at ksmith@appa.org.

If none of these topics meet your
needs, just let the APPA office know
what you are looking for and they
will find a speaker for you. As mem-
bers, we have been asking APPA 1o
provide its educational programs in a
less-expensive format. This is it! Low
tuition and minimal travel costs,
combined with a face-to-face educa-
tional experience, is exactly what
we've been waiting for. Please take
advantage of this new program and
host a seminar in your region.

As you can see, the Educational
Programs Committee and APPA staff
have a number of “irons in the fire.”
It is an ambitious schedule, but with
the army of outstanding dedicated
volunteers and staff 1 know that we
will succeed. As always, | look for-
ward to hearing from any of you with
input for our programs. Please don't
hesitate to contact me by e-mail at

glreyno@iastate.edu. Rt
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CAMPUS ECOLOGY COMES TO BUFFALO

by Walter Simpson
Energy Officer
SUNY at Buffalo

ON Qctober 18 and 19, the State
University of New York at Buffalo
(UB) was host to the “Buffalo Green
Campus Workshop,” an interactive
conference which focused on campus
environmental responsibility.

The keynote talk was given by
Julian Keniry, author of Ecodemia:
Campus Environmental Stewardship at
the Turn of the 21st Century and na-
tional coordinator for the Campus
Ecology Program of the National

suppliers.

ASSOCIATION

Learn Ways to Operate
Your Central Plant/
District Energy System
More Efficiently!

INTERNATIONAL DISTRICT ENERGY ASSOCIATION
10th Annual College/University Conference
Colleges and Universities: Ten Years of Cooperative Growth
February 19-21, 1997 ¢ Omni Hotel » Charlottesville, Virginia
Hosted by University of Virginia

PROGRAM
This conference is for those college/university professionals who operate or are
considering installation of a district heating, cooling or cogeneration system and for
consultants and others involved with campus district energy systems. The technical
sessions will focus on problems and solutions applicable to a campus environment as
identified by the College/University Forum of IDEA. Key people having experience in
the subject areas will provide information on new technologies and design approaches.

EXHIBITS
For the second year, this conference will offer 16 table top exhibits. This is a great
opportunity for the college and university attendees to speak with current and potential

INTERNATIONAL  For a copy of the registration brochure
DISTRICT ENERGY  and more information, contact:
International District Energy Association
1200 19th Street, NW, Suite 300
Washington, DC 20036-2422
(202) 429-5111 » (202) 429-5113 fax
E-mail: idea@sha.com
http://www.energy.rochesteredu/idea
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Wildlife Federation. Keniry gave nu-
merous examples of progress in the
greening of campuses nationwide.

Keniry’s remarks were followed by
two responses. First, UB Associate
Vice President Ronald Nayler
discussed the pursuit of the green
campus ideal in light of competing
campus priorities. The second
response was given by UB Chemistry
Professor and Environmental Task
Force Chair Joseph Gardella, who
spoke about broadening the scope of
campus ecology work to include out-
reach into the community and public
service.

In addition, workshops were held to
discuss campus energy conservation,
hazardous waste reduction, and back-
to-nature, low maintenance campus
land use practices. Kevin Lyons from
Rutgers University presented green
purchasing and contract writing meth-
ods. Alexandra McNitt described cost-
saving dining service projects she
implemented at Harvard University.
Gary Nower discussed the University
of Toronto’s recycling program, which
is diverting 60 percent of its solid
waste stream. David Lieb explained
how Cornell University has been suc-
cessful in promoting carpooling and
other transportation alternatives.

The second day of the workshop
focused on student involvement in
campus environmentalism.

The conference was attended by 90
representatives from colleges in the
Western New York region, including
Niagara University, SUNY Fredonia,
Rochester Institute of Technology,
University of Rochester, Ithaca
College, Edinboro College, and UB.
Cosponsors included APPA,
Occidental Chemical Corporation,
and the Campus Ecology Program of
the National Wildlife Federation.




For more information or assistance
with green campus activities, contact
the Campus Ecology Program. Julian
Keniry can be reached at 703-790-
4322. Ecodemia is available from
APPA: for more information, contact
Cotrenia Aytch at 703-684-1446 ext.
235, or by e-mail at
cotrenia@appa.org.

APPA Office Undergoes
Realignment

As we announced last year, the
APPA Board of Directors voted to

reduce resources allocated to the
government relations program. This
action resulted in the elimination of
a full-time staff position. In the
meantime, APPA reduced staff in the
Education Department and in
Administrative Services. Therefore,
the APPA office has downsized from
17 to 14 staff members within a pe-
riod of one year.

Recently, APPA has further
assessed its program needs and staff
resources. This has resulted in sev-
eral staff reassignments and an orga-
nizational restructure. The current

TOUGH FACILITY
INFRASTRUCTURE DECISIONS?

...at SVBK

~ when entrusted with your goals,
achieving them becomes ours.

Charlotte, NC 28280
(704) 347-8100
FAX (704) 347-8101

TIZ. CONSULTING GROUP

Engineers and Consultants

Denver, CO 80237
(303) 843-0600
FAX (303) 843-0529

CHARLOTTE Q DENVER a ORLANDO
101 S. Tryon Street 4643 S. Ulster Street 205 E. Central Bivd.
Suite 2450 Suite 1485 Suite 500

Orlando, FL 32801
(407) 872-1500
FAX (407) 843-3200

APPA staff is listed below and will
be highlighted on APPANet. An *
indicates a recent change in title or
responsibility.

Wayne Leroy, Executive Vice
President

Lander Medlin, Associate Vice
President

Cotrenia Aytch, Communication
Services Manager

Chong-Hie Choi, Director of Budget
& Fiscal Planning

*Alycia Eck, Communications &
Marketing Assistant

*Melissa Gingery, Office Manager

Steve Glazner, Director of
Communications

Andria Krug, Meetings &
Conference Manager

*Stephanie Legette, Accounting
Assistant & Accounts Receivable
Manager

*Maxine Mauldin, Member Services
Manager

*Tina Myers, Director of Member
Services

*Medea Ranck, Director of
Marketing & QOutreach

Kathy Smith, Director of Education

*Diana Tringali, Director of
Research & Development
These reductions in staff, realign-

ment of duties and responsibilities,

and the continuous streamlining of

internal operations are being done to

maximize APPAs limited resources.

As always, APPA staff is committed

to meet your needs.

Correction

In the “Multi-Skill Training”
article in the July 1996 issue, the
company whose course materials
were used in classroom training
was identified incorrectly on page
41. The course material—tests,
instructor guides, etc.—was pur-
chased from Schoolcraft
Publishing. They can be reached
at 800-837-1255, or by e-mail at
training@schleraft.com.
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1,000 Attendees = 125 Speakers = 75 Exhibitors

The Premier Indoor Environment Conference of 1997!

3 Technical Tracks Cover Everything
You Need to Know About Indoor Air Quality!

Track #1:
Programs, Research & Standards

In this track, attendees will be presented a comprehensive analysis of the
regulatory, scientific and legal issues surrounding indoor air pollution. Experts
from EPA, OSHA, NIOSH, state government agencies, and professional and
trade associations will also examine the programs, research and standards that
the private and public sectors have developed to ensure healthy buildings.

Track #2:
Evaluation, Remediation & Prevention

From new technologies to monitoring contaminants; from remediating the
sources of indoor poliution to current prevention and ventilation methods and
protocols — participants in this track will be provided the latest information
from nationally recognized experts.

Track #3:
Healthy Building Management

Building managers and environmental professionals will learn hands-on, pract-
cal and common sense procedures for maintaining indoor air quality and
responding to sick building issues through proactive monitoring, source mar-
agement and systems maintenance.

April 7-0, 1997

Hyatt Regency Hotel on the Inner Harbor

Baltimore, MD

Q{IJIHI]HMEHI'G?
SETTING THE STAHDARD

FOR HEALTHY BUILDING MANAGEMENT

Sponsored By:

_h |"d‘_’°’ Environment @ American Industrial
N Review, IAQ Hygiene Association
i AlHN
Publications, Inc. .,
The Association of
National Institute of Higher Education
Building Sciences Facilities Officers

U.5. Green Building
Council

Environmental
! Information
. Association

American Association
} of Radon Scientists
and Technologists

Envirosense
Consortium, Inc.

'bC Business Council on Clean Air Device
i | Indoor Air Manufacturers
i Association
Total Indoor

TIEQ Epyironmental Quality
Coalition

For Additional Information

JYES, I'm interested in attending Indoor Environment'97!

Send me more infomation!

Name

Title

Organlzation

Address

City/State/Zip

Phone Fax

Mail to: IAQ Publications, 2 Wisconsin Circle,
Suite 430, Chevy Chase, MD 20815

Call: (800) 394-0115 FAX: (301) 913-0119 E-mail: IAQpubs@aol.com

National Air Duct
MADCA (|eaners Association

Registration Includes

=Two general sessions

= Seated breakfast with keynote
speaker

=27 technical sessions

= Three-day exhibit hall admit-
tance

= 300-page Indoor Environment
Conference Proceedings

= Conference materials and hand-
outs

=Buffet Luncheon

»National Awards Ceremony
=Conference attendees list
=\Welcome cocktail reception
=Beverage breaks

Call Today To
Register!
(800) 394-0115
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A FEW years ago when the

idea was conceived for this Executive
Summary column, we envisioned
conveying thoughts and ideas that
would encourage readers to “look
outside the box"—to search for an-
swers and solutions beyond the rou-
tine, traditional, and perhaps
previously used methodologies.

This issue on energy and utilities
certainly provides readers with the
opportunity for looking for solutions
in new and different ways. To help
focus on the importance of facilities
and the role of energy and utilities,
the following statistics may be illus-
trative:

W Facilities and institutional infra-
structure on college and university
campuses is a $500 billion invest-
ment

¥ Annual expenditures for higher
education maintenance,
operations, and construction is
$17.5 billion

¥ Higher education facilities touches
the daily lives of over 17 million
students, faculty, and staff

¥ Energy and purchased utilities
amounts to $6.5 billion per year;
for most institutions this equates
to a range of 35 to 50 percent of
their total operations and mainte-
nance budgets.

(Note: these statistics are for only the

United States of America.)

In keeping with the theme of en-
ergy and utilities for this issue of
Facilities Manager, currently there are
several “windows of opportunity”

Wayne Leroy is APPA’s executive vice
president. He can be reached at
levoy@appa.org.

Open Those Windows of Opportunity

by Wayne E. Levoy, CAE

that education institutions can
avail themselves to.

1. Changing Utility
Industry—The electric
power industry, as with
other regulated industries
such as natural gas and long
distance telephone service,
is in the midst of becoming
a deregulated industry. With
deregulation comes a period
of confusion, consternation,
and opportunity.
Educational institutions
should embark immediately,
il they have not already
done so, on developing a
strategic long-range plan.
One of the components of
this planning process must
be an energy and utility
strategy. This strategy must
assess both current and an-
ticipated energy budgets.
This assessment will con-
firm that the institutions
energy expenditure is indeed a sig-
nificant amount. This energy ex-
penditure, however, can be viewed
as an institutional asset. This large
expenditure provides negotiating
leverage (o create a better purchas-
ing position, or to create partner-
ship opportunities for the benefit
of both the institution as well as
the utility service provider.
However, planning for future ac-
tion should begin immediately, or
opportunity may pass you by!

2. Deferred Maintenance—
Accumulated deferred
maintenance is nothing new to any
facilities manager. The recent
APPA/NACUBOY Sallie Mae report,

Ny
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%
)
4

A Foundation to Uphold, identified
a backlog of $26 hillion. This
amount could be as high as $32
billion if all infrastructure is
included. The current research re-
port was intended to be a bench-
mark against the 1989 Decaying
American Campus report on
deferred maintenance. The results
are as we might have anticipated—
the condition has worsened! But,
there are some bright spots, some
shining examples of hope. Almost
40 percent of the responding insti-
tutions indicated that their
deferred maintenance had
decreased. What were the reasons
for this decline? According to the
survey, four items were significant
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Contracting
Alternatives, Inc.

Physical Plant
Contracts

NOW Availal)le

Updated and improved as needed to
meet today's standards, each complete
document includes: Bid Instructions, Scope
of Work, Technical Specifications, Terms
and Conditions, and Pricing Schedules.
Individual contracts and complete volumes
are presented in a professional binder and
available on computer diskette using a
WordPerfect format.

Construction - Part A: Carpentry
Services; Concrete Installation and
Replacement Services; Drywall Services;
Electrical Services; Excavation Services;
Painting Services; Ready Mix Concrete;
Resilient Flooring Services; and
Suspended Ceiling Tile Services.

Construction - Part B: Crushed Stone
Supplies; Doors, Windows, and
Hardware Supplies; Electrical Supplies;
Lumber and Building Supplies; Masonry
Services; Masonry Supplies; Mechanical
Services; Mechanical Supplies; and Plaster
Services.

Buildings & Grounds: Atrium Plant
Maintenance; Electrical Utility Services;
Elevator Inspection Services; Elevator
Preventive Maintenance Services; HVAC
Preventive Maintenance Services; Pest
Control Services; Refuse Collection
Services; Trash Removal Services; and
Tree Trimming Services.

Hard Copy w / Diskette

One Volume $ /95| § 295
Any 2 Volumes 345 445
Complete 3 Volume Set 495 595
Individual Contracts 50 LT

To place an order, obtain a current listing
of available contracts, or to inquire about
customized contract documents please
contact:

Contracting Alternatives, Inc.
P O. Box |,
Blacksburg, VA 24063-0001

Tel: 540 /552-3577

factors in reducing the amount of
deferred maintenance.

A. First and foremost was the fact
that in all institutions where
delerred maintenance had been
reduced, the overriding reason
was strategic planning. In those
institutions, facilities had been
incorporated into overall strate-
gic planning of the institution.
A realization had occurred that
an institution cannot attain its
mission of providing quality
teaching, research, or public
service without having quality
facilities.

B. Increased or specific funding
for deferred maintenance was
another significant factor for
many institutions having re-
duced their levels of deferred
maintenance from 1988 to
1995,

C. Institutional budget priorities
at many institutions were mod-
ified to reflect the importance
of facilities. These priorities
were the common thinking of
the campus community and
included student needs for a
learning environment, faculty
to accommodate an effective
teaching atmosphere, and staff
for a healthy and safe
workplace.

D. Delay of new or additional con-
struction that provided time for
assessment of current facilities
as well as utilization of current
space also was a significant fac-
tor in the education of deferred
maintenance.

So, when developing the compre-
hensive facilities plan, there may be
opportunities to eliminate some of the
deferred maintenance backlog by in-
corporating into the process a holistic
energy approach and creating ways to
leverage current expenditures or cre-
ate unique partnerships that will pro-
vide much needed capital investment

in institutional facilities and their sup-
porting infrastructure.

3. Financial Resources—This fall
APPA, with support from the U. S.
Department of Energy’s Rebuild
America initiative, conducted a
series of pilot workshops. The pur-
pose of the workshops were two-
fold:

A. To develop a business strategic
planning process that could
utilize a series of integrated so-
lutions allowing the leveraging
of energy and utility budgets to
enable capital investment in
facilities and infrastructure.

B. To have workshop participants
assist in determining what the
greatest needs as well as oppor-
tunities exist for institutions in
the areas of energy and utilities
in the next few years.

Whether it was good planning or
just luck, the various efforts that af-
fect the facilities areas of energy and
utilities are now beginning to merge,
blend, and support appropriate solu-
tions. The recent deferred
maintenance study indicates that re-
ductions can occur through a com-
prehensive planning process. Perhaps
now is the time to incorporate into
that planning process a comprehen-
sive strategy for energy and utilities.
The recent Opportunity Assessment
workshops and the results of A
Foundation to Uphold confirmed there
are available financial resources from
institutional sources, commercial
monetary establishments, or through
some of the emerging partnerships
that focus on productivity and per-
formance.

Now, more than ever before, is the
time to think outside the box when it
comes to energy and utilities. So, be

innovative and creative—the solu-
tions are out there. It just takes start-
ing to look at all the pieces of the

puzzle to be able to see the entire

picture. R

\ Fax: 540 /552-3218 /
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FOCus on

Management

IF YOUR experience was

anything like mine, you probably had
a grandmother who exhibited great
frugality and domestic invention. She
could rub two drumsticks together
and come up with an entire chicken,
or at least a stew that turned a lot of
leftovers into a nutritional delight.
Meanwhile, out in the shed, Grandpa
was straightening bent nails, using
wood scraps to create some useful
object, or tinkering with the can
opener that didn't quite work right.

Somehow over the last two genera-
tions, we have made a 180-degree
turn in our attitudes about waste.
From the frontier, old world, want-
not work ethic, we have emerged as a
society that accepts waste not only as
a matter of course, but as a sound
economic principle. We have become
a throwaway society, recycling pro-
grams notwithstanding. We have dis-
posable razors, diapers, cigarette
lighters, paper cups, plastic bottles,
and the list goes on.

However, the list of disposables is
not limited to small items. Some de-
velopers construct buildings and
even major complexes with planned
obsolescence in mind. Instead of
building facilities that will last for
centuries, they build for a twenty-
year life and then plan to tear them
down and construct something else.
Technology moves so fast these days
that it is more cost efficient to throw
away electronic equipment, such as
computers, rather than upgrade or
fix them.

Val Peterson is divector of facilities
management al Arizona State
University, Tempe, Arizona, and a
past APPA President. He can be
reached at valpeterson@asu.edu.

Is It Worth the Energy?

by H. Val Peterson

While this trend is more prevalent
in some countries than others, for
those that grew as rapidly as did the
United States, | suppose waste was
bound to happen. For example, in a
period of just 200 years, the United
States population grew from 4 mil-
lion to 215 million. Things were re-
ally booming and people had
become extremely complacent about
waste until the energy crisis came
along in the 1970s. The shortage of
energy created a whole new era of
“shortages” and we were forced not
only to reduce wasteful habits, but
to turn waste itself into a usable
commodity. But even this has been
slow in coming.

Some of the positive results of this
have benefited us all. In the old days,
when your transportation gave out,
the buzzards and Mother Nature
took care of the disposal problem.
Yesterday’s “old paint” usually ended
up in some unsightly junkyard or
became a blight on the landscape
elsewhere. The energy crisis gave rise
to the need for scrap aluminum, cop-
per, zine, and other metals that we
previously threw away. Thus, recy-
cling occurred. A few years back it
was noted that the 146 automobile
shredding machines in the country
produced over one million tons of
“reject” non-ferrous metals each year.

Since we are a highly mobile soci-
ety, it’s not surprising that the auto-
mobile is the most widely used
major appliance and that most
households have more than one. As
a consequence, we go through two
or three sets of tires during each
love affair with a particular vehicle.
And what happens to these old cas-
ings? Disposing of them is a real

problem—you bury them and they
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them. and
you're in
trouble with the environmental pro-
tection folks, not to mention your
neighbor. Throw them away behind
the garage and you've created an at-
tractive home for rats and mosqui-
toes. The fuel shortage has allowed
old casing to be recycled as raw ma-
terial for new tires or recapped tires,
fuel for specially built boilers, and
several other creative uses.

So what does all this rambling
have to do with each of us? It’s sim-
ply this—we live in a world of de-
clining resources. Shortages of
resources will continue, especially as
the world population grows. 1f we
are to maintain current lifestyles
without unalterably damaging our
world, it is the responsibility of each
of us to do our part to eliminate
waste. There are major opportuni-
ties within the facilities management
profession to do this through effi-
cient utility operations, energy con-
servation, recycling, and the
efficient use of human resources.
Waste and recycling are a matter of
attitude. Each of us can do our part
as members of the community in
which we live, at work or at home,
to minimize waste and recycle
where feasible. The world and your
community will be a better place if
you actively contribute toward the
reduction of waste and participate in
recycling activities. &
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trategicall

Planning

M O ST people in organiza-

tions, especially those in management
and leadership roles, are aware of
strategic planning. Mission and vision
statements, as well as principles, are
increasingly being displayed in pubic
areas. Managers talk, usually with
pride, about their organization's strate-
gic plan. While most organizations
view having a strategic plan as a desir-
able objective, there remains great
confusion about how to go about cre-
ating one.

What is a strategic plan exactly?
What alternative models are there to
follow, and how do they differ? How
does one actually go about preparing
for, crafting, and implementing a
strategic plan? Who should partici-
pate? How do we begin, and how do
we know il we are on the right track at
any particular point in the process?

In this and the next five issues of
Facilities Manager, we will discuss
strategic planning and address many
of the typical questions that arise once
a decision has been made to pursue
this opportunity. We will present some
of the models that are in use, includ-
ing a brief discussion of Professor
Peter Drucker's Theory of Business,
which provides some valuable insights
regarding how an organization must
view its situation and the environment
in which it exists.

James Cole is the principal
consultant to management, and
Susan Cole is president, of
CommTech Transformations, Inc.,
based in Fort Collins, Colorado.
James is a 1996 recipient of APPA’s
President’s Award for assisting the
APPA Board of Directors in the
development of its strategic plan.
The authors can be reached at
jocole14@aol.com.

Shaping Your Organization’s Destiny

We'll also look at how to prepare
your organization for strategic plan-

ning, including different approaches to

participation, the actual process for
crafting a plan, and how to orga-
nize for implementation, mea-
sure progress, and assure
success. The final article of the
series will address how to keep
the energy going—how a strategic
plan can become a living and vital ele-
ment of organizational culture.

Strategic planning is really about
making a conscious and proactive ef-
fort to shape the destiny of an organi-
zation. Realistically, either you have a
hand in designing your [uture, or your
future will be predominantly
determined for you by external forces,
which often exist in conjunction with
a lack of cohesion and focus within
your organization.

The activity of strategic planning
can be compared with the effort
involved in organizing a complex fam-
ily travel vacation. First, you decide
where you want to go and how long
you have for the journey. You examine
possible destinations and set some
major goals, usually represented by
key sites or people to visit. Then you
brainstorm possible routes (strategies)
through which you will reach each of
the goals. These strategies become
your map or your plan of action.

You may set subgoals, including
intermediate destinations to be
reached at specific periods in time.
You may choose from various modes
of transportation. These choices repre-
sent your tactics—how to get from
point to point, perhaps not even in-
volving a key destination or goal, but
only being a step (or a diversion)
along the way. Finally, you organize
your participants to take responsibility
for each aspect of the journey. In this
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way, everyone becomes
part of the voyage and can

* share in the rewards and gratifica-
tion when the destinations are
reached.

Periodically, as in vacations, the
“map” should be revisited to ensure
that you are still on course and mak-
ing desired progress. Occasionally,
events occur that cause you to change
your vacation route, and perhaps even
some of your destinations. Similarly, it
is not unusual for organizations to ad-
just their expectations or objectives,
based on experience and progress en-
countered as the strategic plan's exe-
cution evolves.

Imagine how risky it would be to
simply start traveling without know-
ing your destination, or without hav-
ing a road map. In today's highly
competitive and demanding environ-
ment, organizational journeys are
fraught with great uncertainty and
risk—because the choice of destina-
tions and routes is so complex and
often the both are interlinked with
dynamic external factors that are not
entirely under one's influence.

In the beginning, if the strategic
planning effort is to be as introspective
as possible, an organization needs to
stand back and look at itself
objectively. What is it all about? What
is the “theory of the business,” and
does the current theory match reality?

Once the organization establishes its
mission (the overarching purpose of
a clear statement as

the organization
to why the organization exists), and its



values and guiding principles (the en-
during beliefs and guidelines for be-
havior, which reflect the management
system of the organization), these can
serve as a framework within which the
strategic plan can be developed. The
vision of the organization (a clear pic-
ture of the desired future state)
becomes the target; the ultimate desti-
nation or overriding goal.

The strategies, objectives, tactics,
and vision of the strategic plan must
be contained within the boundaries
established by the mission, values, and
guiding principles. The strategies are
defined as the broad programs or mas-
ter projects that will achieve the neces-
sary results (goals) within the
planning time frame. The objectives
are specific, quantifiable results to be
accomplished, which will lead to the
vision becoming a reality. The tactics
are the assignable task components of
the strategies—the multiple, smaller-
scope activities that can be readily un-
derstood and measured. The tactics
allow for multiple successes and pro-
vide the opportunity for celebration
and reinforcement.

During each year of the planning
time frame, specific elements of the
strategic objectives must be identified
for achievement. Satisfying the objec-
tives becomes a more attainable task
when they are broken down into sub-
goals, each with a target time for com-
pletion. And it is against these
subgoals that tactics are applied. This
detail level planning guides the alloca-
tion of resources necessary for success
in each step of the implementation
process.

Thus, strategic planning provides a
sure-footed approach to the future,
with the added advantage of instilling
employee confidence in the ultimate
direction of the organization. The or-
ganization's people, those who are so
key to the success of the organization,
along with the larger organization it-
self, will benefit greatly from having a
plan at all, let alone a coherent one.
Perceived aimlessness within an orga-

nization translates to morale problems
among the employees because it con-
verts into a belief that the future is un-
certain, unpredictable, and
uncontrollable. Uncertainty is invari-
ably a threat in the minds of employ-
ees, with productivity often adversely
affected.

It seems obvious that having a
strategic plan is desirable, but it is also
vital to recognize some potential diffi-
culties. Strategic planning is not the
panacea for all the challenges an orga-
nization faces, nor is it easy to “stay
the course” once that course has been
determined.

For example, although most people
agree that a long-range plan is impor-
tant, they are conditioned to think and
react to the short term. In our results-
oriented culture, patience is a rare
commodity. Additionally, when un-
foreseen problems occur, returning to
what has always been done feels safer.
For management to refocus, to think
and react strategically with long-range
goals in view, requires time and persis-
tence. When performance is measured
on a quarterly, or even an annual,
basis, there is a natural tendency to
concentrate on the current time frame
rather than some hoped for and vague
future benefit. Further, getting full and
effective participation and input from
throughout the organization is chal-
lenging.

Cultural change and change in the
belief system are extraordinarily diffi-
cult to achieve. A critical factor in cre-
ating and maintaining an active and
vital strategic plan is the belief that it
is the right thing to do. Finally, it must
be an evolving and dynamic road map,
not just a lot of great ideas that wind
up gathering dust on a shelf.

In spite of the challenges, develop-
ing a strategic plan is worth the effort,
and certainly worth the effort 1o do it
right. Ideally, the strategic plan is a
dynamic vehicle that can be respon-
sive to change and still be viable.
Revisiting the plan, and integrating
changes in the plan—as circumstances

and the environment change—is im-
perative, and is inherently a part of the
overall strategic effort. Also, measure-
ment systems must be developed and
applied in order to help you be able to
evaluate how you are doing and gener-
ate the best chances of success.

APPA’s Board of Directors under-
took a significant strategic planning
elfort during the presidential tenure
of Doug Christensen last year. The
need was clear: the nature of the aca-
demic environment is dramatically
changing, and therefore so are the
demands and expectations relative to
the management of facilities. The
needs of APPA's membership, and its
various organizational units, are
changing as well. 1f APPA is to pro-
vide the national and international
leadership required to continue to
support and strengthen facilities orga-
nizations, the central organization
itself must be “on the cutting edge.”

As a result, the Board recognized
that a picture of APPAS future was
desirable, and that a strategic plan
was required so that the direction and
momentum developed during one
year was not lost with Board member-
ship changes each July. Thus, APPA
saw the need to attempt to develop an
organization-wide strategic plan in a
far-flung organization consisting of
many independent units and people
with diverse views and ideas. It was
an ambitious goal with rewarding re-
sults. The new APPA Strategic Plan
was presented to the membership at
the July 1996 annual meeting in Salt
Lake City, Utah.

In the next issue, we'll discuss
some strategic planning models and
how to apply them, and we'll also
look at some examples. There is no
one model that is applicable for all
organizaticns, so we'll discuss how to
design an appropriate model to meet
your specific needs. We look forward
to sharing our knowledge of and ex-
periences with strategic planning
with you throughout 1997 !
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Perspective

ENERGY users, includ-

ing colleges and universities, are
primarily interested in energy conser-
vation and efficiency as a means of
saving money. But of greater signifi-
cance is the fact that conservation
and efficiency mitigate numerous
adverse environmental and social
impacts associated with energy pro-
duction and consumption. These im-
pacts include air pollution, acid rain
and global warming, oil spills and
water pollution, degradation of land
and loss of wilderness areas,
construction of costly and sometimes
dangerous new power plants, and the
risk of international conflict and war
over energy supplies.

How ironic it is, then, that as the
urgency of conservation and
efficiency increases, energy policy
may be taking a giant step backwards
as the electric industry is deregulated
or restructured. 1 say this because in
many parts of the country the dereg-
ulation debate appears to be focused
almost entirely on the price ol energy,
without a adequate concern for en-
ergy’'s true costs.

College and university facilities
managers will find lower energy
prices irresistible. After all, it's been
our job to cut energy costs, and ob-
taining lower prices is one way to do
that. But success in that endeavor
will inevitably mean reduced incen-
tives for conservation and increased
energy use. And we all know that's

the wrong way to go.

Walter Simpson is energy officer for
the State University of New York at
Buffalo. These are his own personal
views. He can be reached at
enconser@ubvms.cc.buffalo.edu.

The Challenge of Deregulation:

by Walter Simpson

Buying at the Margin

The brave new world of the
restructured electric industry may
allow colleges and universities to buy
power at “declining block rates” or
“at the margin"—from a third party
producer (through retail wheeling)
or from a local utility (through a cus-
tom contract designed to discourage
the consumer from buying from a
distant supplier). These rates could
destroy a campus’ energy conserva-
tion program.

Imagine a rate structure that pro-
vides a marginal rate (say $.04/kWh)
which is one-half of the average
rate paid for all electricity (say
$.08/kWh). Under this scenario, the
cost of the next kilowatt hour used
or saved is discounted. Since conser-
vation occurs at the margin,
discounted marginal rates undermine
the incentive to conserve. Low mar-
ginal rates reduce the dollar savings
of prospective energy conservation
measures, increasing payback and the
likelihood that these projects will not
be undertaken.

Of course, facilities managers
with cogeneration plants [ace the
same economic reality. Once their
cogen plant is up and running, it
may cost very little to produce the
next kilowatt hour of power. Under
those circumstances, the economic
value of the next “negawatt” (or
kWh saved) is equally small. Say
goodbye to decent paybacks for en-
ergy efficiency projects. When the
next kWh is cheap, say goodbye to

conservation.
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Saving Dollars vs. Conserving Energy

What to Do?

It's a given that colleges and uni-
versities are going to take advantage
of lower energy prices. But how can
they do that and still maintain pro-
grams that actively save energy? Here
are some possibilities:

V¥ Use life cycle cost/benefit analy-
sis to evaluate energy conserva-
tion projects. This is a more
realistic way to evaluate projects
than simple payback and will
demonstrate the value of doing
longer payback projects.

V If negotiating a custom contract
with your utility, demand a rate
structure that does not under-
mine incentives for conser-
vation. This can be done by
avoiding marginal rates altogether,
a costly approach if your campus
is growing, or by incorporating a
baseline adjustment mechanism
that permits documented energy
savings to accrue at the full or av-
erage rate rather than at a
marginal rate.

¥ Find an energy supplier that can
provide energy services, not just
electricity. Nationwide, electric
utilities and energy service compa-
nies (ESCOs) are now exploring
ways to team up to deliver electri-
cal and energy efficiency services.
Innovative contracts should be
possible soon. These kinds of con-
tracts also may be possible for nat-
ural gas, heating and cooling
services, etc.

V¥ Be careful about the duration of
energy contracts. This is a time of
great change and uncertainty for
the electric industry. It is difficult




to foresee rate and contract oppor-
tunities a year from now;, let alone
further down the pike. Shorter
duration contracts will keep your
options open and reduce the
chances of getting locked into a
contract that may not look so
good a few years from now. But
longer term contracts may be nec-
essary for arrangements involving
energy services; risk can be
reduced by indexing maximum
pricing to some competitive
source.

V¥ Think twice about confidential
contracts. While energy providers
may want confidential contracts
(to give them a competitive edge
with other prospective
customers), college and universi-
ties have a special responsibility
for public accountability that can-
not be met if energy contract data
is secret, Public institutions have
an obligation to keep all energy
information on the public record.

V¥ Design and build for maximum
efficiency in the first place.
Always a good idea, this is even
more important now because re-
structuring may introduce electric
rates that will make it a lot harder
Lo justify retrofit projects, at least
in the near future.

Joining the Debate

This is not just about saving our
own skins or programs. We have ofl-
campus responsibilities as well.
Accordingly, I recommend that col-
leges and universities, and their en-
ergy and environmental experts, get
involved in the public debate over
electric utility restructuring. As insti-
tutions of higher learning, we should
take the high road and help guide
restructuring in the direction of long-
term public interest.

Restructuring will better serve the
public if mechanisms are established
to prevent unfair cost shifting among

customer classes, provide continued
funding for energy efficiency and low
income customers in need, block in-
creased reliance on more polluting
energy technologies (i.e., coal and
oil), and guarantee the continued
development of clean renewable en-
ergy sources.

New York and other states are ex-
ploring a “systems benefit charge”
that would cost a fraction of a cent
per kWh and be assessed on all deliv-
ered electricity, irrespective of gener-
ating source. This charge would
create a fund to finance efficiency,
low-income relief, and other “social
goods.” California is among the
states likely to require that all energy
providers have a minimum amount
of renewable energy in their “portfo-
lio.” These are the kinds of proposals
we need to support to ensure that
restructuring doesn't cause more
harm than good. #

outlet.
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POWER BUYING

PLANNING FOR YOUR DEREGULATED FUTURE

“The times they are a-changing,”
Bob Dylan, 1964

he last regulated major industry in America, the

electric utility industry, is greeting competition in

the very near future. Similar to the events that oc-
curred in the gas industry a few years ago, it may soon be
possible for facilities managers in many states to choose
their suppliers of electricity. Some experts predict that this
will be the biggest event to affect the industry since the
Arab Oil Embargo of 1973.

The expected benefit of deregulation is reduced costs for
power, by 20 to 30 percent or more, especially for
customers now paying higher than average rates and cus-
tomers with large loads or the ability to aggregate loads.
However, benefits will vary with location and by customer
class-institutional. commercial, residential, industrial. How
can you ensure that your institution benefits the most from
this opportunity? What should you do and not do?

Deregulation offers building owners more options for
saving energy and money in their facilities than ever be-
fore. In addition to “demand side” energy conservation
retrofit projects such as new energy-efficient lights,
chillers, and boilers, owners will soon have “supply side”
options to buy electricity in a market that will become
leaner and more competitive.

Can your institution benefit? Absolutely. Colleges and
universities are desirable customers for electric utilities.

a pop-
ulation of 20,000, 200 buildings on 1,500 acres, and infra-
structure owned by the university in most cases. With a

For example, large campuses are like small towns

year-round electric load, a state university can easily he

one of the largest customers in a rural area. Unlike a town
of 20,000 individuals, however, a university is under uni-
fied management; therefore, you can make large purchas-

Wayne Robertson is director of energy consulting at Heery
International, Atlanta, Georgia. He chairs ASHRAE’s
Technical Committee on Owning and Operating Costs and
is a board member of the Southeastern Energy Society.
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by Wayne K. Robertson, PE.

ing and infrastructure decisions that can have an impact on
a utility, positively or negatively.

Many gas utilities view the turmoil in the electric indus-
try as an opportunity. They are also competing for your
new business in new ways. Electric and gas utilities have
seen deregulation coming and are girding themselves to be
more competitive in the environment of the future.
Utilities, both gas and electric, are striving to strengthen
customer relations and pursue long-term contracts with
large customers such as colleges and universities. The re-
sult: it creates opportunities for you to aggressively negoti-
ate agreements, implement changes to your physical plant
to make yourself a more attractive customer, and explore
new energy supply options and alternatives that promise to
lower your fuel and power costs permanently.

BACKGROUND

For more than 100 years, utilities have operated as mo-
nopolies, many having a designated block of customers, or
territories under state laws. The cost of electricity was gen-
erally set by public utility commissions. But now, recent
events have unlatched the door to a deregulated environ-
ment and retail competition. Retail wheeling will allow
your local utility to deliver or “wheel” power to you that
may have been generated by someone else. The benefit:
you get an opportunity to “shop” for the lowest priced
electricity as you now do for long distance phone services.

There is a lot of guesswork about how fast competition
will come and what its effects will be on both customers
and the electric industry. But most experts agree, it will
happen. As the door to retail competition opens, look for
change, creativity, confusion, and above all. . . customer
choice and opportunity.

LEGISLATION

Currently, more than forty states are evaluating or ex-
ploring retail wheeling, and are setting up internal groups
to assess the implications of retail wheeling and recom-
mend possible industry structures.




California, Michigan, Ohio, Illinois, New York,
and New England are leading the way in utility
deregulation. Not surprisingly, California is propos-
ing the most innovative plans to date. In August

UTILITY A

1996, California legislators approved a far-reaching

plan that would open the state's massive electricity

market to competition and lower consumer rates.
The complex legislation would deregulate the

umnury B

state electric power industry, while cutting consumer
rates by at least 20 percent by 2002. The legislation
will end the utility monopoly on generation, opening
the market to competition so that retail customers
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early as January 1998 and the control of the trans-
mission lines would be consolidated under a new indepen-
dent systems operator. The legislation also provides for a
transition charge to be levied by utilities and recovery of
stranded costs via a tariff.

Federal action is also possible. With 51 regulatory agen-
cies governing 198 publicly-owned utilities, the pace and
form of deregulation will vary from one jurisdiction to an-
other unless the federal government steps in to establish
uniform rules. House Bill 3790, for instance, would make
states establish retail choice for power supplies. The legisla-
tion, long anticipated by electric industry and consumer
groups, is setting a deadline of December 15, 2000 for all
utilities to offer retail choice. Other bills are expected to be
introduced in 1997.

Current Events

Some energy users are already realizing benefits even
before deregulation arrives. Some energy users are signing
agreements with large utilities in advance of deregulation.
Such actions are not restricted only to the large customers.
Institutions and companies can use a form of
“aggregation,” whereby small users unite, at least contrac-
tually, to become an attractive large account or customer
for a competitive-minded utility, Individually, a single facil-
ity or store would not have much clout with a national
utility, but combined they become a market force. The
message: opportunities are everywhere.

Clemson University has completed a fuels procurement
study considering long-term purchasing of both natural
gas and electricity, coupled with the development of a pro-
gram to reduce loads and increase energy efficiency
through a better energy management system. Clemson’s
present fuel and power suppliers are negotiating aggres-
sively with the university, because Clemson demonstrated
its knowledge and awareness of the evolving situation in
the industry and that it has alternate fuel supply options.
As a result, the current utility companies are acting posi-
tively to strengthen their ties with this important and val-
ued customer. Most colleges of similar or larger size have
similar opportunities.

THE FUTURE FACE OF YOUR UTILITY

Competition will result in major changes in generation,
transmission, and distribution of electricity. The utilities
traditional vertical integration will change. The author ex-
pects that generation will be deregulated while transmis-
sion and distribution systems will be separately owned and
remain regulated due to their monopolistic characteristics.
From a functional standpoint, watch for the unbundling of
the electric utilities systems. Generation will be “owned”
by the Generation Company (GenCo), and Transmission
Companies (TransCos) will transmit power to local
Distribution Companies (LDCs or DistCos). DistCos will
deliver this power to the customer and will likely be in
charge of customer billing, including transmission and
generation charges—similar to local telephone companies
including long distance carrier charges.

Utilities are already being affected. As deregulation takes
place, the three services offered by utilities—generation,
transmission, and distribution—may likely be provided by
three different companies. Some utilities are reading the
writing on the wall and have already begun the
“unbundling” process. They are internally dividing the
utility into three separate entities. The following graphic
shows the existing utility/customer system. The customer
presently resides in the utility’s territory which has an inte-
grated generation, transmission, and distribution system.

The following graphics show possible future scenarios.
The utility services are unbundled, some owned by sepa-
rate companies, and the customer has a choice of power
suppliers (GenCos). The future system may be a combina-
tion of several scenarios.

UTILITY CHANGES ALREADY HAPPENING

Change is already manifesting itself with mergers and
downsizings, new subsidiaries, and new images. During
1995, there was more merger activity than in many years—
Baltimore Gas and Electric with Potomac Electric Power
Co.; UtiliCorp with Kansas City Power and Light;
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* “Crossing the Meter”: Utilities are offering, or
will begin to offer, other value added services as
they seek new ways of serving customers. By
owning and maintaining equipment such as
chillers, boilers, generators, lighting, and even
compressed air systems, the utility takes the “bur-
den” of ownership and operation off of the cus-
tomer’s shoulders, allowing them to focus on
their business. By selling these end-use services to
the customer, the utility is in a strong position to
retain the customer when retail access becomes a
reality. Watch for further creativity by utilities as
they pursue customer satisfaction and, thereby,

Northern States Power with Wisconsin Energy; and even

internationally with a U.S. utility acquiring a British entity.
Historically, utilities would be known as either ABC

Edison or XYZ Power and Light. Now, we have Ameren,

Centerior, Cilco, CINergy, Entergy, Illinova, Primergy,

Unicom, and UtiliCorp. Electric and gas utilities are form-

ing unregulated subsidiaries by the scores, many with for-

ward-looking names including EnergyOne, Ener-G-Vision,

EnerShop, Evantage, Northwind, Power Smart, Power

Source, and Sourcecom.

The following are changes to look for in the utility in-
dustry:

* Downsizing and Lowering Costs: Utilities are offering
early retirement, implementing layoffs and hiring freezes
in order to downsize and become more competitive.

* Mergers and Acquisitions: There were over thirty-five
utility company mergers in 1995, which is unprec-
edented. Look for more mergers and acquisitions to con-
tinue as deregulation approaches.

* Unbundling: Some utilities have already begun to un-
bundle generation, transmission, and distribution; this
practice will continue and pick up speed. For customers
over a certain size, this has been happening for a while
in the gas industry. However, the minimum threshold
has been getting smaller and at least one gas company,
Brooklyn Union, is allowing marketers to “aggregate”
loads, even residential ones, to meet their minimums.
Massachusetts Electric, Wisconsin Gas, and utilities in
the State of lllinois may be the next to unbundle.

¢ Customer Retention/Value Added Services: Utilities
are trying to improve customer relations and are offering
special services in order to retain existing customers.
Some utilities have put employees on the customer’s site
to handle energy and power-related problems. Realizing
that the larger energy users are likely to shop for power
in a deregulated environment, utilities are offering dis-
counted rates for long-term contracts. New rates and
incentives are being offered to larger customers. Look
for these services to increase and continue.
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customer retention.
 “Branding”: Utilities are creating brand names for off-
price power. Some utilities have changed names in order
to appear more competitive and attractive to potential
customers. This marketing effort helps the utility be per-
ceived as a contemporary competitive corporation rather
than that of a sluggish monopoly.
Decreasing Demand Side Management (DSM)
programs: Popular for years with colleges and universi-
ties, DSM programs may go away in the utility offerings
of the future. Since 1993, there has been a drop-off of
DSM programs. Utilities will most likely continue to offer

DSM related services, but will combine these with ser-
vices offered by Energy Service Companies (ESCOs). As
subsidiaries or as affiliates, ESCOs are performance con-
tracting firms that install energy conserving retrofits or
energy production projects, e.g., cogeneration, at the
ESCO’s expense, and is repaid from the guaranteed sav-
ings that occur.

Improving and Utilizing New Technology: Utilities are
utilizing technology, such as electronic metering, to im-
prove service and offer special rates. Several utilities are
offering customers with multiple locations the ability to
combine accounts electronically in order to improve
billing and/or lower utility costs by totaling coincident
demands. Improvements in technology will improve cus-

tomer services, and thereby, positively affect retail wheel-
ing. Many technologies will be improved upon and
utilized in a deregulated environment. Researchers agree
that many technologies developed for DSM programs
may be beneficial to customers in the free market.

CREATIVITY

Utilities have long been viewed as conservative
traditional monopolies, reluctant to change or take risks.
While some utilities will continue to avoid change and de-
bate with commissions, savvy utilities hoping to compete,
survive, and thrive in a deregulated environment are focus-




ing on strategic planning. It is important to recognize the

following industry initiatives:

* New Rates: Look for further special offerings. Examples
of creative rate structures include realtime pricing, inter-
ruptible rates, and account totalization. Customers will
be further presented with options for time-of-day, time-
of-week, and seasonal rates. Spot pricing and longer term
contract rates will continue to evolve and be offered to
customers,

* Creative Packaging: 1.ook for different companies to
“package” power. Where customers presently purchase
electricity and convert it to a resource such as cooling,
heating, and lighting, companies in the future may locate
“service [acilities” on a customers site
and sell end uses to the customer. For
example, a facility containing generating
equipment, chillers, boilers, phone
equipment, thermal energy storage, and
energy management systems may be con-
structed for a customer. Next, the cus-
tomer would purchase chilled water,

power, peak shaving, etc., from the “ser-
vice facility,” which would provide ser-
vices and maintain all equipment.
Multiple Rates and Contracts: Look
for GenCos, TransCos, and DistCos to

offer different energy purchase “pack-
ages.” Customers will likely be able to
purchase both off-price energy on the
spot market as well as higher priced en-
ergy through long-term contracts.
Cogenerator Activity: Look for nearby
cogenerators, or potential cogenerators,

to seek nearby customers for power
sales. These companies, along with mar-
keters, will create a variety of ways this
“power” or service may be sold.
Negotiations With PUCs: Utilities have
a strong voice in public utility commis-

sion proceedings. Look for utilities to
propose alternative ideas and compro-
mises to the deregulation proposals de-
veloped by state commissions.

CONFUSION

Increased customer options, varying
state laws, regulations, timelines, and ac-
tivities, increased marketing by competing
firms, varying results of other deregulated
industries, and utility restructuring will
lead to customer confusion.

Marketing Strategies: As competition increases, there
will be more firms marketing to customers, each with a
reason as to why they should be the provider of choice.
Customers will likely need to employ the assistance of
third-party consultants to evaluate their best options
under applicable law and evolving deregulation.

Past Deregulation: Industry deregulation has resulted in
varying degrees of customer benefit and/or cost. For ex-
ample, deregulation of the electric industry in the United
Kingdom resulted in increased utility rates for customers,
while deregulation in Norway resulted in a rate decrease.
There will be much debate as to how rates in the United
States will be affected, even as competition takes place.
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¢ municipalization

* aggregation

e alternate fuels

* combining meters, either physically or electronically.

It should be noted that certain of these “opportunities,”
e.g., privatization and “municipalization,” may have unex-
pected ramifications if, for example, such an opportunity
results in regulation of the college or university as a “pub-
lic utility” under applicable law.

In a deregulated environment, large energy users are
likely to purchase unbundled power and create tailored
portfolios. Middle market customers will likely purchase a
combination of unbundled and customized services from a
variety of providers, Residential customers will likely pur-
chase bundled services, much like they now do, but may
be offered power from merchants who have addressed is-
sues of residential customer service, meter aggregation,
billing and collections, and load balancing.

ACTIONS NOW

Most consumers could take no action and still benefit
from deregulation when rates generally decline, but being
proactive will deliver more savings, and sooner. Utilities
are willing to negotiate with knowledgeable customers.
The burden is on facility managers and consulting engi-

e Utility Restructuring: With the new services, reorgani-
zation, new alliances, and new names offered by utilities,
customers will find it difficult to distinguish between
ESCOs and utilities.

| * Litigation: Several proceedings at the federal level in-
volve such general questions as who is entitled to
wholesale wheeling and under what conditions. Similar
actions may be expected on the state level with respect
to retail wheeling.

neers to acquire the information and skills necessary to

maximize opportunities. For the best energy deals in the

future, consider the following tactical steps:

* Build a Team: Assemble all the staff who have a role in

privatizing an institution’s, company’s, or governmental

entity’s utilities, including contracting personnel,

engineering staff, real estate specialists, and legal repre-

sentation. Consider using an outside deregulation consul-

tant to handle surveys and review offers from utility

companies.

Evaluate Facility Requirements: Conduct an energy

audit to assess energy efficiency of buildings, as well as

identify cogeneration or required maintenance to become

a more attractive privatization prospect for a utility.

¢ Be Noticed By Your Utility: Arrange meetings with
your utility provider and explore new rate options and
their future plans (e.g., Clemson University). Let utili-
ties know that you are researching your options.

¢ Seek Package Discounts and Rate Incentives: Seek
offers that utilities are exchanging for long-term com-
mitments, but remain wary of discounts that require too
long of a contract.

* Be Involved in a Competitive Users Group: There is
strength in numbers. Primary industries that convert
raw materials to products and use a lot of energy in the

CUSTOMER CHOICE AND OPPORTUNITIES

Due to the high state of changes occurring in the electric
utility industry, utilities are now trying to strengthen ties
with customers and would like to sign long-term contracts

with customers including colleges and universities.
Having long been held captive by territorial acts, most
customers are resigned to purchase electricity from one
supplier, with no thought of negotiating rates. While
smaller energy users may still be in this frame of mind,
large industrial and commercial users are putting pressure
on utilities to offer lower rates and are pushing legislature
and utility commissions to rapidly allow them to shop for
power suppliers, or wheel power at the retail level. Utilities
realize the reality of deregulation, and are coming to the
bargaining table, particularly if they think you have
options, which you do.
Following are unique or special opportunities that col-
leges and universities should consider:
* on-site generation
¢ central utilities plants including privatization by utility
companies

process will be the automatic winners in deregulation.
But, joining with other mid-level users can give insight
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into utility company strategies, affecting utility company
policy in the short term and leading to more aggressive
rates in the long term.

Aggressively Seek Rate Options: Contact your local
supplier, state commission, and area utilities. Solicit
power proposals from non-host utilities.

Perform Cogeneration Study and Design: Users pursu-
ing this option must be prepared to follow through if the
economics are attractive, because utility companies must

.

believe that you are sincere. You must conduct a cogener-
ation study and, if advantageous, begin design. Once the
utility is aware of the real possibility of losing load, they
may increase their flexibility about special rates.
Evaluate Peak Shaving Generation and Gas Cooling
Opportunities: As with cogeneration, a formal analysis

.

increases your bargaining position. Using a consultant to
perform extensive studies makes you a knowledgeable
consumer and gives you an advantage in negotiations.

* Look for Local Cogeneration Projects: New advances
in combined cycle turbines have made generation
affordable and efficient. In a deregulated environment,
selling excess cogenerated power to neighboring facili-
ties is an added bonus for facility managers considering
cogeneration plants. Or, a local cogenerator may have
excess capacity that they would like to sell to neighbor-
ing facilities when retail competition opens. Solicit pro-
posals from these firms. Seek joint ventures with other
large users nearby.

STRATEGIC ENERGY PLANNING/STUDIES

Several different types of studies may be of benefit to
facility owners and managers as they begin to explore a
deregulated utility environment.

Strategic Energy Planning, the process of evaluating and
selecting the primary fuel types for a new project, will gain
new importance. Strategic Energy Planning, to be effective,
must occur early in the pre-design phase. Rate Schedule
Analysis will become very important because of its effect
on long-term facility operating costs.

Energy Master Planning, the process of making choices
about centralized versus distributed heating and cooling in
campus-type situations, becomes more important for two
reasons: the cost impact of alternate fuel choices and the
opportunity to make your facility attractive to a utlity
provider. For example, on a multi-building campus, a large
central cooling plant might attract a special rate concession
from a utility provider when a dozen scattered chillers
might not, especially if the central plant includes some
other technologies that are important to the utility, such as
the capability to peak shave during high demand periods.

(continued on page 28)

ended maintenance headaches, and cut operating costs.
In fact, in most cases the systems have paid for themselves
out of the first 2.3 years of operation!
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(continued from p. 25)

This leads to a greater need in the future for Peak
Shaving Studies, Thermal Energy Storage Studies, and
Cogeneration and Alternate Energy Feasibility Studies.

In addition to studies, some general principles will help
prepare facilities for deregulation:

* Install energy efficient retrofit projects

* Specify energy efficient new systems—chillers, boilers,
lights, etc.

* Buy electricity wholesale if currently available; you may
already be eligible under federal law, but consider the
implications of such action under state law

* Evaluate alternate fuels frequently for new equipment
choices; for example, evaluate gas-driven chillers vs.
electric

* Avoid long-term contracts—you will lose too many
options.

TIMING

Many experts predict that some form of retail wheeling
will be available to large customers in two to ten years, de-
pending on their location. Once a state becomes aggressive
in pursuing retail competition, a battle is waged between
those for and against open access, and the process is de-
layed. It can be noted, however, that retail open access will
become a reality after open transmission systems become a
reality.

Two big issues are slowing down the process and con-
cerns about raising costs for small customers, e.g., residen-
tial. Aggressive utility commissions and legislators are
being told to “go slow™ by internal forces who are uncer-
tain of impacts, opponents of deregulation, and utilities.
Two primary issues driving this “go slow” mentality are the
uncertainty of customer and industry benefits, and time
needed to recoup stranded costs by utilities.

Once examples of retail wheeling are shown to be suc-
cessful, other states will probably follow. Regions with high
electricity costs and large industrial bases will be driven to
implement some form of transmission access more rapidly
than others. Regions likely to lead the way are the West
Coast, Upper Midwest, New England, and Mid-Atlantic
states. Those states or regions with few utilities will have
less debate, and will more likely have speedier implemen-
tation. Regions likely to follow are the Southeast,
Southwest, Midwest, and Plains states.

HOW WILL RATES BE AFFECTED?

There is much debate between industries, legislature,
PUCs, and utilities as to how rates will be affected. Most
experts agree that rates will come down as they did in the
telecommunications, airlines, and natural gas industries.
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Presently, electricity prices range anywhere from 2 1o 16
cents per kWh, with the national average being 7 cents per
kWh. Experts feel that the national average will be
between 3 and 5 cents per kWh with deregulation.

However, the Federal Energy Regulatory Commission
will most likely allow utilities to recoup some stranded in-
vestments by allowing them to place a transmission fee on
transmission lines. This will put the cost of generation on
the transmission grid. As a result, national averages will be
higher than the anticipated 3 to 5 cents per kWh.

Regardless, it is important to recognize that the impact on

existing utility prices will depend on:

1. Stranded investment issues—how utilities and their
stockholders will be compensated for their investment
in power plants built under a regulated regime now that
the plant is no longer cost effective or is “stranded” by
customers leaving the system!

I~

. The customer class—i.e., large users equal low rates;
small users equal higher rates

3. Existing utility rates

4. Geographic location and utilities serving the customer.

SUMMARY

The utility industry is beginning its transformation to
competitive environment. The process is creating once-in-
a-generation opportunities for desirable customers such as
colleges and universities to obtain new deals for lower
priced electricity or other significant benefits and induce-
ments from power producers. One university has
performed all of the steps outlined in this article and is get-
ting excellent results from their present fuel and power
suppliers. The reason: the university has illustrated its
knowledge and awareness of the industry’s evolution and
its own alternate fuel supply options. As a result, the pre-
sent utility companies are acting positively to strengthen
their ties with this important and valued customer.

Savvy [acility managers should begin the steps necessary
to take advantage of the opportunities presented by the
promise of deregulation to lower fuel and power costs per-
manently. In this uncertain environment, knowledge is
truly power. Commissioning strategic energy studies, rate
schedule analyses, and energy master planning efforts are
cost-effective tools for negotiating from a position of
strength with utility companies. Such studies can deliver
substantial operational savings on the bottom line. #

Note

1. Under the California legislation, for example, investor-owned utilities would be
compensated for certain “stranded” costs, such as nuclear power plants, that would
not be economical in a competitive market, through a system-wide competition
transition change. Under the proposed legislation, from January 1, 1998 10
December 31, 2001, the transition charge would come to roughly one to two cents
per kilowatt hour. The charge would help to raise more than $28 billion to cover
certain stranded costs.



THE CAMPUS
tECTRIC BiLL

by Paul Hoemann

very institution of higher education spends a substan-

tial portion of its facilities budget providing utility

service to the campus. The challenge that facilities

managers face is minimizing these costs so that ade-

quate funds are available to achieve the institution’s
academic mission. At a typical university, 50 percent or
more of the annual utility budget is for electricity.
Targeting electricity for cost reductions makes sense: In
many facilities operations, tremendous potential exists to
reduce electricity usage and to cut electricity costs.

Reducing electricity usage and costs through
energy conservation

The University of Missouri-Columbia (MU) has aggres-
sively pursued energy conservation projects to reduce elec-
tricity usage and costs. In just the last five
years, MU’s program has saved over $2.7
million and reduced electric use by more
than 15 percent. MU’s energy conserva-
tion program includes the following ele-
ments:

 Establishing energy policies

* Establishing and maintaining energy
standards

* Reviewing new construction and reno-
vation design documents for compli-
ance to energy standards and policies

Paul Hoemann is director, energy
management, at the University of
Missouri-Columbia.

* Installing meters so that meaningful measurements can

be used 1o manage campus energy use
* Retrofitting existing lighting systems with energy-effi-

cient systems where economically justified. (Evidence of

MU’ success in this effort was earning the distinguished

EPA Green Lights Partner of the Year Award in the uni-

versity category in March 1995.)

* Retrofitting existing building temperature control sys-
tems with energy-efficient direct digital control systems

» Upgrading and centralizing chilled water systems to en-
ergy-elficient systems.

A well-planned energy conservation strategy is impor-
tant for long-term reductions in the campus energy bill.
However, today’s facilities managers also should be investi-
gating opportunities on the national electric market to re-
duce costs through new purchased energy options. MU has
undertaken an innovative initiative to
reduce its electrical bill by purchasing

“wholesale” electricity.

Meeting MU’s electrical needs:
yesterday and today

MU has a legacy of electrical innova-
tion that began with inventor Thomas
Edison. In 1882, Edison developed a
partnership with MU by donating one of
his electric generators to the engineering
school. Using the new generator, MU stu-
dents and faculty created the first demon-
stration of incandescent lighting west of
the Mississippi and later used the equip-
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MU’s power plant.

ment to light the university’s main administration building,
Academic Hall.

A coal-fired cogeneration power plant was built on the
campus in 1892—signaling the beginning of an efficient
utility supply. This original plant was replaced in 1922.
The “new” plant was expanded several times and is now a
50-megawatt cogeneration plant producing economical
steam and electricity for the campus.

Cogeneration involves producing electricity as a byprod-
uct of supplying steam for heating, cooling, domestic hot
water, and other process requirements. At MU, this
byproduct electricity meets about 35 percent of campus
electric needs. To supply the remaining 65 percent of elec-
tricity needs, MU has two choices: 1) purchase the electric-
ity, or 2) generate the additional electricity with the same
turbine generators needed for cogeneration and then use
“condensers” to condense the steam not required by the
campus.

For the last decade, MU has chosen to generate the addi-
tional electricity because the cost to generate power was
lower than the cost to purchase it. However, over this same
period of time, MU did explore opportunities to purchase
low cost power. Certainly, if the university could find a low
enough price, the electricity would not have to be gener-
ated in the condensing cycle at the MU power plant and

ENGINEERING &

CONSULTING
SERVICES
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the overall efficiency of the power plant would increase.
Most recently, during the late 1980s and early "90s, MU
made “spot purchases” of electricity from the local utility.
The drawback to these purchases was that pricing was not
fixed and was usually higher than MU’s incremental cost of
generation. These spot purchases also were not available
during periods of high demand.

The electric market begins to change

In the past few years, MU watched as changes began to
take place in the national electric market. Once again, MU
was looking for new opportunities to receive lower pricing
for purchased power—this time, from less-expensive utili-
ties outside the local municipality. MU had an interesting
advantage with its ability to generate all of its own electric-
ity: The university could purchase low-cost interruptible
electricity. If an interruption occurred, MU always had the
backup of the full-capacity power plant.

Pioneering the new idea

The first step in creating opportunities to purchase elec-
tricity from other utilities was to establish a contract to
transmit it through the city’s system to MU. MU began this
process in 1991 when the university established a long-
term electric service agreement with the local municipal
utility, the City of Columbia Water & Light. Although the
1991 contract did not include a schedule for transmission
service, MU began discussions at the time about adding
such a schedule. A transmission schedule was finalized and
added to the contract in November 1993,

With the transmission schedule in place, MU was ready
to issue a request for proposals (RFP) in 1994 for the de-
livery of wholesale electricity to MU via the city. Wholesale
electricity costs less because a power marketer or broker
can bring power from various utility companies around the
country—choosing the lowest cost suppliers at any point
in time.

An aerial view of the University of Missouri-Columbia.



Issuing an RFP of this nature was a new venture for MU
and new for the electric industry as well. No other college
or university had ever purchased electricity in this way.
MU was aided in its search for respondents by a
consultant, Scott Spiewak of Cogen Power Marketing, who
has expertise in the marketing of electricity. Several power
marketing firms expressed interest and submitted propos-
als in response to the RFP in early 1995.

The first wholesale electricity contract

MU negotiated and signed a one-year contract with
Enron Power Marketing, Inc. which began April 1, 1995.
The contract was for the purchase of approximately 50
million kilowatt hours of interruptible electricity at a fixed
price. Because the price was lower than MU'’s incremental
cost to produce electricity in a condensing cycle, the one-
year contract resulted in a savings of approximately
$200,000 in the campus electric bill.

The contract ran very smoothly. Even though the con-
tract was [or interruptible electricity, only one interruption
of service occurred during the contract period. This inter-
ruption occurred during very hot weather in August 1995
and lasted twenty hours. MU was able to generate its own
load during this time, and electric supply to the campus
was unaffected.

The second contract

Based on the success of the first contract, MU issued an-
other RFP in December 1995 for the purchase of electricity
and natural gas beginning April 1, 1996, when the contract
with Enron expired. During 1995, MU had added a new
gas/oil fired boiler to the power plant to serve as a backup
and peaking unit. Because many electric marketers are also
natural gas marketers, MU added the supply of gas to this
RFP to see if a package deal (gas and electric) would offer
any additional financial benefits. MU also has been evalu-
ating the financial benefits of building its own natural gas
pipeline. Local gas transportation costs could be dramati-
cally reduced by connecting to a major interstate pipeline
located only a few miles from the MU power plant.

Interest from utilities and gas and power marketers was
very high, and MU received thirty-four responses to the sec-
ond RFP with even better pricing proposals than the previ-
ous year. After pioneering this process in 1995 and “proving”
that it could be done, MU captured the interest of many mar-
keters who were skeptical the previous year and unwilling to
put in the time and effort of preparing a proposal.

Of the thirty-four proposals, the offer from Koch Power
Services, Incorporated (KPSI) promised MU the greatest
potential for savings. MU signed a contract with KPSI that
went into effect on April 1, 1996 for the purchase of
approximately 48,000 MWH. Savings from this contract

will be approximately $400,000, double that of the previous

year’s contract. The KPSI contract provides fixed pricing for

hourly purchases of power scheduled on a weekly basis.
MU also signed a contract with Koch Energy Trading, Inc.

for the purchase of natural gas at indexed based pricing.
This has cut the campus natural gas bill by 25 percent. The
MU power plant can burn coal, natural gas, or alternate

fuels such as chipped tires as [uel for steam and electric gen-

eration. The price of natural gas under the contract with

Koch Energy Trading is compared daily to that of other fuel

sources to determine the lowest cost energy supply option.

The future of wholesale power purchases

MU is now in the process of issuing a third RFP for the

purchase of electricity and natural gas for 1997. The number

of companies entering the power marketing business is in-

creasing monthly, and MU expects to receive even more pro-

posals than in 1995,

The success of this venture was made possible by staying
informed of a changing market and aggressively pursuing
the opportunity even though there was risk of failure. The

electric industry continues to undergo rapid change which

will offer new opportunities for cutting the campus energy
bill. Retail wheeling of electricity is being experimented

with in many states and will eventually become a

widespread practice.
Facilities managers who
hope to achieve minimum
cost for utility supply to
their campuses will need
to stay aware of the
changes in federal and
state regulations that may
have an impact on their
facility and evaluate new
options as they develop.

It is important that fa-
cilities managers maintain
an open dialogue with
their campus electric sup-
pliers about various op-
tions for lowering the cost
of energy. Simply because
the university has other
options, the local supplier
may be willing to offer
lower rates. It is safe to
say that competition in
the electric industry will

Ch;lﬂgt‘ the way many

campuses purc hase energy

in the very near future. 3
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hroughout the month of October 1996, over 120

college and university business and facility officers

and trustees from more than 50 institutions
attended regional APPA Opportunity Assessment workshops.
The purpose of the workshops was to train decision makers
on how to develop a business plan that demonstrates each
institution’s potential to fund campus infrastructure upgrades
from energy operating budget savings.

A collaboration among energy suppliers, technology ex-
perts, and customers, the principal sponsors and participa-
tors at the workshops included the U.S. Department of
Energy, the Electric Power Research Institute, and a field of
energy investment and service companies with linkages in
energy information research and equipment providers.
Discussion leaders [rom the universities of New Mexico,
Southern California, and Maryland, College Park provided
the field experiences that supported the APPA team of pri-
vate sector consultants who developed the Opportunity
Assessment model and preliminary business plans at the
three institutions. (See sidebar next page for names of par-
ticipants.)

‘What is the nature and value of the OA business plan-
ning process? The following narrative describes the nature
of the deferred maintenance problem and the OA funding
solution.

Situation Alert!

Imagine you are a college or university president, vice
president for business, or facilities director. You have just
been informed that you need to invest $60 million in your
campus utility infrastructure or you will experience major
equipment failures. You have an expanding student popula-
tion and new research energy demands. The electric utility
has told you that your electrical system is at maximum ca-
pacity. Your insurance provider has notified you that he can-
not continue to insure your central plant unless boilers are

Leslie Solmes is president of LAS & Associates,
Belvedere, California.
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replaced. Your chilled water capacity meets only 80 percent
of campus load requirements and has to be cycled hourly.
Water pressure can't reach the third floor of dormitories to
give fire protection. Outages due to electrical and mechani-
cal system failures occur frequently, and only by sheer luck
and a dedicated facility staff is the campus still operating.
You have been told that no new capital appropriations or
bonding for infrastructure are going to be approved from the
state or your trustees to relieve your problem.

When the first major emergency comes, what will be the
emergency cost and who might be injured or die? How
long will you be employed? Where will the money come
from? Why you? Would it help if you knew that you're not
alone? Colleges and universities nationwide have a backlog
of $26 billion in accumulated deferred maintenance, many
with life safety situations.

Have Money, Would Love To Be Your
Business Partner!

Who has heard of MicroClimates, Vantus Energy, Edison
Source, PSCRC, PNM Energy Partners? Have you heard of
Portland Gas & Electric, Enron, Pacific Gas & Electric,
Southern CA Edison? These and other new energy
supply/service companies are unregulated affiliates of the
larger utilities and are being created daily. These compa-
nies, as well as local utilities, have tremendous capability
to finance, implement, and insure upgrades of infrastruc-
ture mechanical and electrical systems. They want to be
your energy supply provider. They have enormous
amounts of capital to invest! along with the knowledge,
resources, and desire to effectively manage the investment
performance risks related to energy efficient technologies,
time-of-use cost saving practices, and energy supply con-
tracts (i.e., production and consumption systems). They
are saying that energy price discounts and infrastructure
investment are very attractive today. They will guarantee
the savings risk. You need the savvy to know what is
needed to make a good business deal.



Which Road Leads Home? What is a Good
Business Deal?

How do you know which direction to go? You still have
so many questions. What should you ask for? Whats the
magnitude of value that you have to negotiate? College and
university decision makers need to know the viable techni-
cal, financial, and procurement approaches that will accom-
plish their unique infrastructure upgrade and meet their
institution’s business goals, especially in situations where
the only way to finance is off balance sheet. They need to be
able to evaluate the magnitude of their capital investment
and business implementation alternatives that work for their
campus financial, technical, and energy supply situation.

Policy investment decisions to fund multi-million dollar
campus upgrades using operating budget cash flow must
be based on believable assumptions and pro formas that
demonstrate the life cycle picture that can be controlled.
How to insure the risk and measure performance has to be
answered. How do you gain the confidence to commit to
go forward when all you can see is the Cheshire Cat’s su-
percilious grin?

The Answer is Here: The Opportunity Assessment

The Opportunity Assessment is an energy service evalu-
ation tool that helps universities compare relative
economic performance and select a preliminary business
investment scope and implementation strategy based on an
assessment of their infrastructure investment
requirements, alternative energy supply options, and finan-
cial situation. The primary purpose of the Opportunity
Assessment is to define highly efficient, integrated energy
production and consumption system requirements and to
create a comprehensive optimization model from which a
university can select a business plan and procurement
process and proceed to evaluate the value of alternative
private sector partnership infrastructure modification pro-
posals and energy service contracts.

Presented in Exhibit A is an example of a University
Project Summary that is 100 percent university owned and
financed; this highlights the detail of the OA process. This
summary demonstrates that based on reasonable assump-
tions with all costs defined over the term of the debt, a pre-
liminary total project cost with financing is $72.6 million.
Annual energy budget savings are over $8 million with an-
nual debt service at $6.2 million. The net present value
over the twenty-year debt term is a range of $9.5 million to
$14 million. Detailed analysis and business implementa-
tion is worth pursuing.

It is possible to run numerous sensitivities and scenarios
(what ifs) to compare private sector financing, alternative
rates and technical scopes, etc., to understand negotiating
positions and compare the value of alternative business
structures, investment instruments, ownership,
performance guarantees, changes in construction cost, en-
ergy savings, costs of energy, and other economic issues
that will have an impact on the total investment. An im-

portant message is that
private sector investors
do this kind of prelimi-
nary business planning in
advance of pursuing pro-
jects where they will have
to put a lot of money at
risk. It’s okay to ask and
expect this kind of busi-
ness assessment from
vourselves as well as po-
tential business partners.
In the last year,
Opportunity Assessments
have been conducted for
three major universities.
The range of each univer-
sity’s project investment
is $23 million to $65 mil-
lion with annual energy
budget savings of $5 mil-
lion to $7 million. These

Welsh, :
UMCP—J. Frank Brewer _
APPA—Wayne Leroy & Lander Medlin

Southland Industries—Jeff Bedell

three universities are in Ph.D.
various stages of procure- | AS & Associates, Inc.—Leslie A.
ment and business struc- | §plmes

Private Sector Consultants

Energy, Economic & Environmental
Consultants—John C. Tysseling,

turing.

The OA in More Depth

The concept behind the Opportunity Assessment is to
comprehensively and simultaneously combine highly effi-
cient building utility systems upgrades and controls (also
known as demand side management or DSM) with prop-
erly sized, loaded, and efficient campus utility supply sys-
tems. It seeks to aid the university in assessing the amount
of deferred maintenance capital investment that can be
funded without new appropriations and to identify the
current operating budget funding levels that can be pre-
served to pay for the cost of utilities and capital through
the term of the debt financing. The results are intended to
improve the reliability of utility services, fund the upgrade
of the utility infrastructure and establish an energy supply
system strategy that allows the university to properly size
and manage supply needs and negotiate improved supply
contracts over time.

Underpinning the funding goal are any number of pri-
mary objectives that colleges and universities can also eval-
uate. For example, these might include: reliable long-term
delivery of energy to site users; lowest life cycle cost;
financial and operational risk control, especially non-
performance; flexibility in long-term energy use and sup-
ply procurement; adherence to the university’s mission and
its community, economic, social, and environmental
responsibilities. 1t is essential that each institution’s finan-
cial goals be defined as a first stage of assessment.

The Opportunity Assessment uses a project development
approach applying engineering, utility/regulatory, and fi-
nancial expertise to create a preliminary investment project
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PROJECT SUMMARY
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Exhibit A

scope, cost, and savings potential that could be conserva-

tively implemented. Many alternative investment timing,

infrastructure implementation, financing, and procurement
strategies are available.

In order to create the operating budget savings necessary
to fund the capital costs, control business risk, and address
the primary objectives listed above, the Opportunity
Assessment is structured based on seven fundamental con-
cepts:

* Integrated Demand and Supply Side Designed and
Managed Solution: Campus facility energy efliciency
retrofits and real time energy controls must be considered
and evaluated in concert with sizing and configuration of
the campus utility systems upgrades and supply contracts.

« Comprehensive and Simultaneous Implementation:
The investment project scope should provide for an inte-
grated energy use and supply system upgrade that is
comprehensively and simultaneously planned, financed,
and implemented. The project is intended to be
engineered, procured, and constructed (EPC), financed,
operated, and maintained in a manner that will save
money by realizing reduced equipment sizing, savings
on EPC, reduced transactional costs of financing,
reduced costs of project management and long-term op-
erations and maintenance. This cannot be realized in a
piccemeal approach and is essential to creating the cash
flow to implement energy savings financing of the proj-
ect. It is also essential in understanding energy fuel and
system requirements and establishing a position to nego-
tiate improved energy supply contracts.

* Supply Price Solutions Based on Optimal Energy
Supply Sizing, Fuel Efficiency, and Real-Time
Management: Real time energy use measurement and
financial analysis, load shifting, self generation, and fuel
switching technologies must be considered in the proj-
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ect scope in order to assess improved energy supply

pricing alternatives and negotiate contracts. The first

step is to install an automated energy and financial mea-
surement and management backbone that offers real-
time analysis and reporting.

* Balancing Financial Benefits, Project Control and
Risk: Public/private financing is assumed with a sepa-
rate utility services business entity formed. Private sec-
tor equity participation is included in the base case
model to enable a university to secure energy expertise,
finance largely with tax-exempt dollars and off balance
sheet, align its business interests with a partner who
earns returns based on the performance of the project
and allows the university to maintain significant owner-
ship, control, and future financial, operational, and en-
ergy supply flexibility.

* Procurement Flexibility: The project business strategy
is based on implementing many practices now common
Lo private sector procurement, which enhance flexibility
and improve the ability to capture potential related sav-
ings. Many of these practices may be implemented inde-
pendent of any particular infrastructure investment.

* Retention Guarantees: It is assumed that budget
authority will be obtained to provide for long-term re-
tained budget funding.

* Maintaining Future Supply and Technology
Flexibility: The project technical and energy supply
near term solutions allow for long-term energy supply
solutions that are [lexible and offer diversity providing
for price protection and utility service reliability and risk
management into the future.

As discussed above, the Opportunity Assessment bench-
mark analysis tool enables a university to run sensitivity
tests and compare the value and risk of other project techni-
cal and financial alternatives including private sector rate
and service proposals. Changing assumptions such as: en-
ergy efficiency measures, energy supply requirements, oper-
ational needs, campus growth factors, timing on
construction and overhaul for varying private sector rate
and service proposals, can be understood over the term of
the project life. It is an essential tool to focus and guide the
project business structure and the procurement process that
the university will use to implement the project. It is antici-
pated that the model concepts and assumptions may change
based on university’s situation and preferred solutions.

The Opportunity Assessment base case details the model
assumptions and calculations for each university’s business
plan, procurement process, implementation schedule, and
evaluation standards. All processes begin with defining de-
mand side management energy efficiency measures for all
campus buildings. A general description of project invest-
ments might include: lighting retrofits, variable air volume
(VAV) and variable frequency drive (VFD) conversion,
condenser side modification, air side economizers,
new cooling equipment, thermal storage, controls, moni-
toring/verification, recommissioning, condensate return,
and others.

Implementation of these facility energy efficiency mea-
sures will affect the current campus baseline demand for




electricity, cooling, and heating loads. A load impact ad-
justment is essential for proper sizing of new campus sup-
ply systems upgrades. For example, a potential DSM
impact at one large university resulted in a reduction in
peak electrical load demand of seven megawatts and chiller
capacity reductions of over three thousand tons. Further
load shifting to thermal energy storage and use of absorp-
tion chillers was recommended to improve the impact of
shifting electrical load.

The next step is to detail equipment specifications, oper-
ational calculations, and price assumptions for self-genera-
tion, steam and chilled water systems including fuel
supply, supplemental maintenance, and standby power.
For example, at one university, cogeneration assumptions
included two 7.8 megawatt turbines with a 94 percent
availability and 34,000 pounds per hour of steam.
Cogeneration plant EPC costs were quoted assuming guar-
anteed performance and residual value. The cost per kilo-
watt hour for cogenerated power also assumed current
natural gas pricing and higher prices for electrical service
from outside suppliers.

University confidence in the total system cost savings po-
tential from self-generation is viewed as the basis for negoti-
ation with both electric and natural gas utilities for better
rates. The full life cycle investment potential should be com-
pared to utility load retention rates or cogeneration deferral
rates as well as higher load factor nalural gas purchases.

The operational calculations [or chilled water often as-
sume a reduction in the base case need for air conditioning
due to the facility lighting retrofis.
Specific university goals will drive the
chilled water system design and equip-
ment specifications. For example, load
shifting goals can result in combining
electric chillers with thermal energy
storage and sometimes absorption
chillers to shift electrical air condition-
ing loads to off peak.

SOLID
PLASTIC

[t is essential that the university fully
understand the process for completing
the Opportunity Assessment especially
as it relates to system and equipment
sizing and the sequence of project
equipment specifications and
operational assumptions. The model
base case presents an energy supply and
efficiency approach that is intended to
be a dynamic maodel that the university
will want to fine tune and employ for
developing a preliminary business plan

Parking Blocks

START AT: $11.12

COMPOSITE

Speed Bumps
START AT: $26.25

(retail) services that will optimize reliability, infrastructure
upgrades and cost control. This supply side base case can
then be used to evaluate alternative energy supply
technologies and/or rate proposals.

Because of the dynamic nature of the energy supply in-
dustry and the political and economic sensitivities of util-
ity service to large customers, the Opportunity Assessment
business planning approach must also evaluate the local
energy supply situation, and suggest related energy supply
procurement and policy strategy considerations. The high-
est priorities are given first to minimizing energy supply
risks and second, costs. To achieve the first policy prefer-
ence, strategies are considered to assure an increasingly
“firm” supply of energy (at a specific, known cost). The
second preference can generally be achieved by
implementing programs that could shift demand to non-
coincident peaking of purchased fuel requirements, higher
load factors for the fuels purchased, and greater access (o
competitive market alternatives. The market issues impact-
ing the achievement of these policy preferences are
analyzed for each of the campus energy supplies situations
with specific strategies characterized.

The base case Opportunity Assessment model is struc-
tured to meet each university’s primary objectives and give
them greater control of their energy supply situations into
the future. In order to evaluate the ranges of business risk
and economic benefits to retaining or transferring project
control and risk, the Opportunity Assessment models any
number of sensitivities.
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The range of business risk and economic benefits is a
delicate balance of retaining or transferring control and
risk to a business partner and/or energy service provider.
Selection ol a business partner/provider is dependent on
the industry technical, financial, and political
qualifications and experience of the partner as a first
threshold of evaluation. The second threshold is to under-
stand and achieve comfort with the value of the transfer of
business risk and associated costs.

For example, a sensitivity analysis for one project was run
to show the impact of a 20 percent private sector equity par-
ticipation. This assumed that the equity partner would man-
age the entire project and provide performance guarantees
that the university’s energy budget would pay for the infra-
structure upgrade. The project capital cost was lowered due
1o a project private sector procurement savings of 15 per-
cent. The partner would take the downside risk on the en-
tire debt, fuel supply, operating and maintenance costs. The
university’s energy operating budget would be fixed at cur-
rent budget levels. Although the NPV for the project was
slightly lower than the 100 percent university financed pro-
ject, it was still a positive NPV. The university could evaluate
the value of performance guarantees.

Due to the potential for new energy supply contracts, al-
ternative energy pricing sensitivities are run to show the pre-
sent value of competitive electric purchases and natural gas
prices. An essential part of the private sector procurement
may be to seek an energy supply procurement agent to help
the university obtain better fuel supply contracts and poten-
tially underwrite the entire project investment.

Possibly the most important factor in considering project
sensitivities and risks is to detail the key project issues, be-
come comfortable with the assumptions and track them in-
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%mm Tech
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supply and use efficiency, load management, and control to
realize large deferred maintenance investments. The energy
system investment goal is to double the operating budget
cash flow to fund deferred maintenance. A typical DSM
investment potential is 25 percent savings on the annual
energy budget. The Opportunity Assessment looks to cre-
ate an additional 25 percent savings from highly efficient
and managed energy supply systems with improved rate
contracts.

What’s the Next Step?

It is remarkable that because of utility deregulation, con-
sumers have an opportunity to drive the energy supply
market and create a vast amount of infrastructure invest-
ment and economic stimuli. We may even be ahead of the
curve.

A number of courses of action are being taken as a fol-
low-up to the APPA Opportunity Assessment workshops.
Numerous universities are already proceeding to complete
business plans and procurement strategies for their institu-
tions. Discussions are underway with workshop sponsors,
especially the DOE, to aid in making the OA model user
friendly and completing an operating manual and process
document. DOE is also considering how colleges and uni-
versities can gain the technical assistance from the
National Laboratories to work with private sector OA
teams, as well as metering and information management
manufacturing companies to provide state-of-the-art tech-
nology peer review for the engineering solutions and me-
tering and verification infrastructure needs. Colleges and
universities are encouraged to join DOE’s Rebuild
America? partnership program to take advantage of this
resource support. (Ed. Note: We'll feature Rebuild America
in the March/April 1ssue.)

A strong synergism occurred among OA workshop par-
ticipants. Thanks to the candid and free flowing
discussions among DOE, EPRI, and private company spon-
sors, college and university participants gained a new vi-
sion of how an evolving industry can be aligned with
customer interests. A network has been established that
should bond and grow stronger.

Workshop participants strongly urged APPA to continue
to develop workshops, case studies, and other communica-
tion materials to promote the Opportunity Assessment
business planning process and modeling tool. Your input
and suggestions are important to guide how this initiative
should proceed. Our imagination should be let loose to
structure new businesses and partnerships and rebuild
campuses using the funding opportunity of a fundamen-
tally new energy economic era. %

! “What to Do With All that CASH?", Charles M. Studness,
Public Utilities Fortnightly, September 1, 1996, pp. 28-29.

2 Rebuild America is part of DOE's Energy Partnerships for a
Strong Economy. I you would like information about Rebuild
America, please call the Energy Efficiency and Renewable
Energy Clearinghouse at 1-800-DOE-EREC, or e-mail at
doe.erec@nciinc.com.



he energy to run commercial buildings in the

United States costs roughly $70 billion each year.

Colleges and universities spend more than $2.9 bil-
lion annually to run their facilities. That's $2.9 billion that
could have been spent to increase the effectiveness of educa-
tion, create more jobs, upgrade the physical plant, improve
research facilities, dormitories, and libraries, keep tuition
costs down, and strengthen the schools’ competitiveness. In
addition to being costly, producing the electricity to run
these buildings contributes to a host of environmental prob-
lems such as acid rain, smog, and global climate change.
EPAs voluntary ENERGY STAR Buildings Program, launched in
April 1995, promotes the use of energy-efficient technolo-
gies as a way to prevent pollution while increasing profits.

Facilities managers face increased pressure to reduce op-
erating costs, increase productivity and efficiencies, and
downsize or cut programs that contribute only marginally to
the institution’s mission. The ENERGY STAR Buildings
program has attracted more than 130 organizations commit-
ted to comprehensively improving the energy efficiency of
their facilities and reducing operating costs. Among these
organizations are colleges and universities such as the
University of Missouri, Columbia (MU), the Medical
College of Georgia (MCG) and the University of Cincinnati
(UC). By following the ENERGY STAR Buildings staged
approach, these charter partners are enjoying energy savings
of up to 60 percent in pilot buildings.
ENERGY STAR Buildings was developed as an extension of

the successful Green Lights Program. In order to become a

| f 3 <2 —
A desiccant cooling wheel and system outside the Medica
College of Georgia’s Research and Education Building.

>

EPA’'s Energy Star
Buildings Provides

A Road Map to

Energy Efficiency

by Michele Guarneiri

Buildings participant, organizations must already be a Green
Lights participant or agree to building-wide upgrades that
include Green Lights. By signing the Green Lights
Memorandum of Understanding (MOU), the organization is
committed to surveying its facilities and upgrading 90 per-
cent ol its lighting wherever it is profitable and 50 percent of
their conditioned square footage over seven years. The MOU
also commits the EPA to provide resources to the organiza-
tion such as technical guidance, software, training, literature,
and communications support: A customer service representa-
tive is assigned to offer support and planning assistance.

Following the Map to Energy Efficiency

The energy to operate buildings costs $1 to $3 per square
foot. This energy is consumed in a few major areas: lighting,
air handling, heating and cooling systems, and office equip-
ment. ENERGY STAR Buildings addresses all of these energy-
consuming areas with a five-stage program designed to take
advantage of system interactions to reduce energy consump-
tion.

The five ENERGY STAR Buildings stages are: 1) installing
energy-eflicient lighting through the implementation of
Green Lights; 2) tuning-up building systems and energy au-
diting; 3) reducing loads by purchasing more energy-
efficient office equipment; 4) improving fan systems, and
5) improving heating and cooling plants. The first three
stages of the program reduce loads and equipment size for
the last two stages, thereby providing immediate energy cost
savings. This strategy ensures proper load matching when
major equipment is upgraded in later stages.

Stage 1: Green Lights. Green Lights is the stage in the
ENERGY STAR Buildings Program in which most participants
realize the greatest energy-cost savings, with an average 45
percent reduction in lighting-related energy use. Reduced
energy costs are only part of the benefits a company will
enjoy as a Green Lights Partner. Energy-eflicient lighting
also reduces maintenance costs, lowers cooling costs, and
improves lighting quality.

Green Lights participants have also learned that energy-
efficient lighting enhances the appearances of their facili-

Michele Guarneiri, marketing director, is the university
coordinator for the Energy Star Buildings Program, an
office of the U.S. Environmental Protection Agency,
Washington, D.C.
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ties and improves employee morale and productivity. In
several cases it has been recognized to reduce production
defects as a result of providing optimum light levels and
reducing glare.

The Medical College of Georgia is planning to install a
daylight dimming system throughout the perimeter corri-
dors of the Research and Education Building, their pilot
building. In addition to the heat load savings from
installing T8 lamps and low-power ballasts throughout the
interior, the daylight dimming system is expected to
increase cooling load savings. The savings of more than
100 tons of cooling capacity coupled with the savings from
other stages has helped assure MCG that they can get by
on less than half the original cooling capacity. The equip-
ment cost savings are expected to pay for the entire light-
ing system cost.

Stage 2: Tune-Up and Energy Audits. This is an important
energy-efficient opportunity and one that ensures accurate
measurement of building cooling and heating loads. Tuning
up the building saves energy by eliminating waste, reducing
redundancy and returning the facility to its original or in-
tended operating design. Measures such as coil cleaning,
thermostat calibrations, leak sealing, boiler optimization,
reheat control, designed maintenance programs and energy
management system upgrades are typical for Stage 2. An im-
portant benefit from a tuned-up building is a further reduc-
tion in cooling load that results from eliminating waste and
redundancy. The ENERGY STAR Buildings Manual provides

survey forms that help identify the key items most likely to
need attention during a building tune-up.

An energy management system (EMS) upgrade is a poten-
tially important measure for the building tune-up as it can
help with the building monitoring. Ultimately, the EMS will
help measure the actual cooling and heating load needs of
the building allowing for accurate downsizing of air condi-
tioning equipment. However, during the building tune-up,
an EMS is valuable for detecting hidden inefficiencies
thereby revealing additional energy saving opportunities.
For the purposes of the ENERGY STAR Buildings program, the
EMS is an important tool for getting an accurate end-use pie
diagram of the energy consumed throughout the upgrade
process and, thus, discerning the effectiveness of the indi-
vidual improvements.

The University of Cincinnati has taken energy manage-
ment systems to a new level by incorporating an intelligent
building system in Lindner Hall, their pilot building. The
intelligent building system incorporates touch screens with
pictures operating on Windows-hased software utilities. 1t
provides information on resources and services to faculty
and students, but also tracks, controls, and monitors energy
use through environment control equipment. When com-
pleted, the intelligent building system will allow facilities
management and maintenance staff to adjust, control, and
maintain equipment and issue work orders for service. It
will also network with other buildings so that energy use
can be synchronized and system peak power reduced.

Stage 3: Load Reductions.

PA
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The projected savings in cooling capac-
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ity for MCG will be almost 110 tons.
Although MCG receives an energy sav-
ings payback on the window film in-
vestment in just over six years, the
cooling capacity savings is strategic to
their successful implementation of the
EnERGY STaR Buildings program.




Roof insulation improvements are an important consider-
ation as well, especially if it is time for a new rool. In addi-
tion, the surface of the roof can be modified with a reflective
coating or simply painted white to reflect the sun’s heat; a
white roof is up to 35 degrees cooler than a black roof.
Lower squat buildings will find more significant energy sav-
ings as the marginal cost of adding roofl insulation and re-
flective coating is small when compared to its benefits on
the heating and cooling loads.

ENERGY STAR Office Equipment, another EPA program for
organizations who sign a letter of principle, offers an excel-
lent opportunity for further HVAC load reductions. EPA
provides information about energy-efficient equipment such
as computers, copiers, printers, and facsimile machines that University Hall is the University of Missouri’s pilot

building for EPA’s ENERGY STAR Buildings Program.

have been designed to the standards

DOES y()u I' faCi I ity ha\/e a. required to carry the ENERGY STaAR
@ @

Equipment label. Organizations pur-
VISIO n chasing ENERGY STAR computers, for
example, save on average $24 annually

L4
for ltS futu re in electric costs per computer. The sav-

9 ings could go as high as $52 per com-
. puter depending on the hours of use.
® However, if all computers and printers

at a facility were ENERGY STAR compli-
Here's food for thought: The energy supply industry ant, the facility would benefit from a
is changing. You'll be hearing a lot about things like cooling reduction of up to 5 percent.
environmental compliance, deregulation, real time
pricing, and hybrid fuel systems. SAVAGE-ALERT e < :
can help make these changes work for you. We building ventilation system is 38 per-
can develop a strategic energy plan to help cent larger than necessary. Add to that
you guide your facility into the 21st century the fact that ventilation accounts for up
efficiently and effectively. to 30 percent of the energy used in the

N T Y e Dbuilding, and there is a huge potential
address the issues that will affect the way you run for savings. With stages 1 10 3

your institution, today andtomorrow. And in the completed, the savings potential is in-
process, we can save you money, increase creased exponentially. For example,
efficiency, and extend the life of your systems. every kilowatt of lighting and equip-
Think about that.

Stage 4: Fan System. The average

ment load saved reduces the necessary
fan capacity by up to 157 cubic feet per
v Energy Engineering minute (CFM) of air. Therefore, the

v Design/build project implementation opportunity to replace the present fan
v Ulility cost allocation and metering motor with a smaller high-efficient unit
v Chiller and equipment replacement will increase savings and reduce costs.
v Energy usage and conservation studies More substantial savings come [rom
v Environmental compliance variable air volume (VAV) conversions
v Service and maintenance coniracts
v Performance contracting

v Facility documentation

and the use of variable speed drives.
New devices such as 2x2 diffuser in-
serts have made VAV conversions less
costly. Also, reduced motor sizes make
it possible to install smaller, less expen-
Call the engineers and consultants at SAVAGE-ALERT today to start developing your sive variable speed drives. VAV systems

strategic energy plan, or tomorrow may be here sooner than you think. equipped with drives save energy when
CFM needs reduce during off-peak

SAVAGE_ALERT Buﬂding Relationships times of the day. The combination of

: increased energy savings and decreased
707 Bloomfield Ave. Bloomfield, CT 06002 860-243-2707 equipment costs make VAV system up-

grades very profitable.
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The University of Missouri, Columbia converted their
existing constant volume dual duct air handlers at their pilot
building, University Hall, to a VAV system. This involved
installing variable air volume boxes throughout the duct
work operated by a new direct digital building control sys-
tem. MU also installed high efficiency motors and variable
speed drives on all supply and return air fans. To take
advantage of free cooling when the outside temperature
moderates, they modified the air handlers for air side
economizers.

Reductions in ventilation system requirements also open
up options for dealing with indoor air quality (IAQ) issues.
For instance, instead of opening outside dampers to bring in
more outside air, many facilities administrators may elect for
desiccant cooling systems. Heat recovery or desiccant sys-
tems significantly reduce the energy penalty for bringing in
outside air, creating a form of energy savings. The combina-
tion of reduced inside ventilation requirements and
increased energy savings make heat recovery and desiccant
wheels more financially attractive.

MCG added a desiccant system to their stage 4 upgrade.
Additional outside air ventilation is necessary due to the
high number of medical research laboratories in their pilot
building. To minimize humidity gain and the chiller energy
necessary to condition the air, MCG installed desiccant
wheels. The desiccant system allows them to bring in
250,000 CFM of outside air but eliminates 400 tons of cool-
ing that would otherwise be necessary to condition the air.

Stage 5. Heating and Cooling Plant. The fifth stage pro-
vides the ultimate reward for the aggressive load reductions
accomplished during the previous stages. The equipment
used here are typically chillers, boilers, and sometimes pack-
aged heating and cooling systems. Most of the load reduc-
tions obtained during the previous stages occur on the
cooling side since these reductions tend to increase heating
loads in the winter. The charter partner buildings demon-
strated that the increase in heating loads occurs off-peak in
comparison to the reduction in cooling loads which were on
peak. Also minor efficiency modifications of the boilers
could negate the energy loss resulting from the upgrade,
therefore, such heating load penalties could be ignored.

Prior to launching the ENERGY STAR Buildings program,
EPA initiated the ENERGY STAR Showcase Buildings program
to demonstrate and verify the potential pollution prevention
and energy savings outlined by the ENERGY STAR Buildings
approach. EPA found that the twenty-four Showcase facili-
ties' cooling systems were oversized by an average 60 per-
cent. This was determined by measuring the cooling load of
the Showcase buildings before making any upgrades. Also,
an additional 20 percent average load reduction was
obtained from the participants by following the staged ap-
proach. This means the potential for downsizing could be as
high as 50 percent.

The efficiency gains with the new CFC-free chillers are
significant. An old chiller can operate at full load at an effi-
ciency level of more than 800 watts per ton. The new units

have efficiency levels at full load of near
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Additionally, if the upgrade includes
the opportunity to downsize the chiller,
than the energy savings will be com-
pounded. For example, upgrading an
old chiller with a new chiller that has
been downsized 50 percent would pro-
vide energy savings of 70 percent.

MU was able to downsize their
chiller by more than 50 percent, from
195 tons to 90 tons, on its pilot build-
ing, University Hall. Converting an air-
cooled DX chiller to a high efficiency
water-cooled chiller with a primary/sec-
ondary chilled water distribution sys-
tem on variable speed drives, they
reduced cooling energy use by more
than 75 percent. Energy savings are ap-
proaching $40,000 per year for their
new system.

The ENERGY STAR Buildings program
has enlisted more than twenty acade-



mic institutions. Many facilities administrators are using
the ENERGY STAR Buildings Manual as a guide to help them
ensure the wise use of financial resources and also to unify
and integrate the designs provided by their mechanical,
electrical, and structural consultants. The ENERGY STAR
Buildings program has also assisted them in assembling
their own master energy plan while prompting administra-
tors to fund building upgrades on a more comprehensive
level. MCG is seeking funding from the State of Georgia to
fund its energy projects with the assurance that savings
will reimburse the funds. Some organizations are using the
plan to train students as part of their curriculum or to help
the institution implement energy efficiency by using stu-
dent interns to perform the surveys.

The emphasis on comprehensive energy savings has
significant impact on reducing pollution caused from
emissions at energy generating plants. For instance, a
300,000-square-foot building in Georgia saving 3 million
kilowatt-hours (kWHSs) per year
reduces carbon dioxide emissions
by 2,250 tons, sulfur dioxide by
223 tons, and nitrous oxides by
8.3 tons. Carbon dioxide emissions
are attributed to one of the causes
of global climate change and the
link between sulfur dioxide and
acid rain has been well
documented.

The ENERGY STAR Buildings pro-
gram represents a unique opportu-
nity for academic institutions
concerned about rising costs in pro-
viding educational curricula. EPA
through the ENERGY STAR programs
will assist those organizations want-
ing to benefit from the technological
knowledge, innovations, and appli-
cations the programs provide. These institutions will benefit
following programs that ensure cost-effective approaches to
solving their regulation issues while providing attractive
rates of return and improving our environment. For more
information about the ENerGY Star Buildings Program, call
the toll-free ENERGY STAR hotline at 1-888-STAR-YES (1-888-
782-7937) or visit the Web site at www.epa.gov/docs/GC-
DOAR/EnergyStar.html.

really add up.

The University of Missouri, Columbia

In March 1995, the University of Missouri, Columbia be-
came a charter Partner in EPAs ENERGY STaR Buildings pro-
gram. Part of the university’s commitment was to select a
pilot building to demonstrate the ENERGY STAR Buildings
program strategy.

University Hall, a building constructed in 1969, houses
the university’s system offices. It has three floors and a total
gross area of 35,661 square feet. An energy audit was per-
formed in early 1994 to investigate energy usage and to plan

If you would like additional information about the ENerGy
STAR Exit Sign Program, please call the toll-free EnerGy
Star Hotline at 1-888-STAR-YES (1-888-782-7937).

a strategy to reduce it. The ENERGY STAR Buildings program
provided the following comprehensive strategy:

Stage 1—Converted existing lighting system to energy-effi-
cent type. This included electronic ballasts, T-8 lamps, mo-
tion sensors, compact fluorescent lamps, and high-pressure
sodium fixtures.

Stage 2— Tuned-up existing electric and pneumatic controls.
This included calibration of controls and maintenance on
existing building systems and installing a direct digital
building control system.

Stage 3—Reduced HVAC loads. This included scheduling
equipment off during building unoccupied periods.

Stage 4—Upgraded the fan systems. This included con-
verting the existing constant volume dual duct air handlers
to variable air volume, installing variable frequency drives
on all air supply and return fans, installing high efficiency
motors, and modifying the air handlers for air side econo-
mizers.

Stage 5—Upgraded the HVAC

The U.S. Environmental Protection Agency (EPA) and the  plant and electrical distribution. This
Department of Energy (DOE) have recently introduced
exit signs in their list of ENErRGY STAR product labeling
categories. There are more than 100 million exit signs in
buildings throughout the country, operating 24 hours a
day, 365 days a year. That’s a substantial amount of
energy when you consider that each exitsign consumes
between 44 and 350 kilowatt-hours of electricity per
year. That means more than $1 billion spent annually to
keep all the exit signs in this country illuminated. But it
doesn’t have to cost this much. By using exit signs with
the ENERGY STAR label, you can save $20 per sign each
year just in energy costs. Energy Star labeled exit signs
are more efficient light sources that provide greater visi-
bility and reliability, and reduce maintenance costs con-
siderably. In large buildings in particular, these savings

consisted of converting the existing
air-cooled DX chiller to a high effi-
ciency water-cooled chiller and in-
stalling primary/secondary chilled
water distribution with variable fre-
quency drives.

The first year energy reduction
results are in and they are outstand-
ing! Energy use was reduced by 60
percent. “We have been very pleased
with the results of the ENERGY STAR
Buildings program,” says Mark
Culp, MU’s manager of energy engi-
neering. According to Culp,
“Implementing the first four stages
ol ENERGY STAR Buildings allowed us
to downsize the chiller more than 50
percent. The old load was 195 tons while the new load is
just 90 tons. This reduction in chiller size saved the univer-
sity more than $150,000.” The savings in costs plus the ad-
ditional energy savings from downsizing helped push the
rate of return well above 20 percent.

The Medical College of Georgia

The Medical College of Georgia joined the ENERGY STAR
Buildings program in July 1995. They selected the 302, 000-
square-foot Research and Education building as their pilot
facility. The three-story building, characterized by extensive
glass on the second and third floors, houses a significant
number of medical research laboratories. Although not all of
the stages have been completed, the ENERGY STAR Buildings
strategy has caused MCG to consider all of the following
stages to maximize the interactive effect and reduce equip-
ment capacity requirements:

Stage 1—Lighting efficiency upgrade: Plans approved but
not yet implemented to install low power and daylight dim-
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ming electronic ballasts, T-8 lamps, compact {luorescent
lamps, and LED exit sign conversions.

Stage 2—Building tune-up: This included calibration of
controls and thermostats, direct digital control (DDC) con-
version of pneumatic controls, duct cleaning, and the
expansion of the old Delta 1000 Energy Management
System.

Stage 3—Reduced HVAC loads: Plans not yet implemented
to install window films on exterior windows.

Stage 4—Upgraded the fan system: This included variable
frequency drives on air supply and return fans, installing of
high-efficiency motors and a 250,000 CFM desiccant wheel
system.

Stage 5—Upgraded HVAC plant: Plans [or the
replacement of one out of two 1,150-ton chillers with two
smaller units and decommissioning the other unit.

“The ENERGY STAR Buildings program played a significant
role in helping us determine how to handle the CFC
upgrade issue,” says David Smith, plant engineer. “If we had
not participated in the program we may never had consid-
ered integrating the lighting as part of the solution to our
chillers.”

The University of Cincinnati

The University of Cincinnati is merging elements of the
ENERGY STAR Buildings Program with their leading-edge
Intelligent Building Project. Developed by the Facilities
Management
Department and
the Computer
Science

SARA CAD Services
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FREE first sheet |-
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pilot campus facil-
ity for this high-
tech advance into
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vice and informa-
tion.

Lindner Hall, an
87.000-square-
foot, ten-year-old
building, houses
the university’s
College of
Business
Administration.
Within the lobby
of Lindner Hall, a
computerized
kiosk provides an
electronic support
system for facility
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maintenance staff, students, faculty, and college staff. The
information kiosk uses a touch-screen, interactive computer
to enhance communications between existing university
services and the building’s occupants and general users. The
kiosk serves as a virtual electronic how-to book for univer-
sity services to students, faculty, and staff, and various acad-
emic and administrative resources.

Facilities management maintenance staff and Lindner
Hall’s building manager use Windows-based software utili-
ties, loaded into networked computers, to monitor and ad-
just building systems and controls. A computerized work
control system issues customer-initiated and preventive
maintenance work orders. The system also provides local-
ized access to technical operating information: AutoCAD
building floor plan drawings, equipment specifications, op-
eration and maintenance manuals, and material safety data
sheets. When completed, the Intelligent Building Project
will incorporate graphic user interfaces and interactive
menus; integrate text, graphics, video, and sound; and pro-
vide instant access to information, forms, policies, and pro-
cedures for daily business and service requests.

As a result of incorporating energy-efficent technologies
under the ENERGY STAR Buildings program, UC has seen
Lindner Hall’s average annual electric usage decrease by 14
percent, and its electric bill drop from $1.01 per gross
square foot in 1992 to $0.93 per gross square foot in 1995,
Lighting retrofits have been completed under the Green
Lights Program. Occupancy sensors operate in all
classrooms to control lighting and HVAC, and research test-
ing is presently underway on window film products for the
building. A thorough tune-up has been conducted during
the past year on the building envelope and weather seals to
ensure optimum efficiencies. An automated energy statistical
analysis program evaluates all room and building conditions
in conjunction with the existing DDC system. Information
is downloaded from the DDC system into a Microsoft Excel
spreadsheet to analyze energy consumption.

“Innovative developments, such as our Intelligent
Building Project, and participation in programs such as EPAs
Green Lights and ENERGY STAR Buildings Programs, are vital
to our ability to save energy and reduce pollution,” says Jim
Tucker, UC’ associate vice president for administrative ser-
vices. “Our goal is to develop a building management sys-
tem that ensures that the financial and technological
investment will provide the return we want, namely, a reli-
able and comfortable building environment operating with
maximum energy efficiencies.” &
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HAVING spent the last

ten years as a facility management
consultant to a great many institu-
tions, I welcome the opportunity to
write this column for Facilities
Manager. 1 have benefited from see-
ing on a first-hand basis how physi-
cal plant departments of all sizes
work and, in some cases, don’t work.
My interest has always been in the
area of facility asset renewal and
management. | see fundamental
changes taking place in the way that
facilities administrators are doing
business. Increasingly the
institutions who succeed at facility
management and renewal are those
that adopt many of the same meth-
ods and practices used in the private
“for profit” organizations.

Gone are the days when facility
renewal and management was a topic
to which only physical plant direc-
tors could relate. Now every respon-
sible senior staff member of an
institution must make hard-and-fast
decisions with respect to facilities.
Moreover, the facility management
departments are now held to a higher
standard. The demographic trends
are clear. A large population of stu-
dents are moving through grade
schools on their way to college. The
nationwide portfolio of higher educa-
tion buildings whose average age ex-
ceeds 40 must be made capable of
supporting the educational mission
of higher education. I will share new

Matt Adams is president of M.C.
Adams & Associates, a
management/engineering consulting
firm located in Atlanta, Georgia,
specializing in the facility
maintenance and management
within higher education, school
districts, and other institutions.

He can be reached at
mc.adams@facinet.com.

Facility Asset
Management

Perception is Reality

by Matthew C. Adams, PE.

ideas and best practices with the
reader through this column in an ef-
fort to enable you to better meet the
facility asset management needs

ahead.

Improving Perception
Through Public Relations

As engineers, architects, and tech-
nicians of the facilities business, we
forget the importance of the not-so-
subtle art of public relations. All too
often the only news that “escapes”
from a facilities management organi-
zation is the financial accounting and
the occasional sad story of insuffi-
cient resources, late construction
projects, and human relations prob-
lems. Put yourself on the receiving
end of this news. If you were a sub-
jective customer of the facilities op-
erations department what would be
your perception of the department? If
allowed fifty words or less, how
would the average customer describe
your department’s activities during
the last year? Would they have the
slightest idea of even the basics re-
lated to your operational mission?

Publicize or Perish

We operate in an environment
where many of our customers live by
the old rule “publish or perish.” This
action in its highest sense serves to
expand the body of knowledge of a
particular academician’s field.
However, one can make great
progress in a particular field of
knowledge without necessarily pub-
lishing the results. . . right? Sure, for
a briel while, until the funds are cut
and tenure passes you by. The per-
ception of one who does not publish
is that he or she is idle, nonproductive,
or even unprofessional. Sound famil-
iar? We are a combination of those

Facilities Manager January/February 1997

bits of information that are associ-
ated with us or our organization.

Switching to the staff side of the
institution, it's clear that the senior
budget officer, trustee(s), and other
people of influence make decisions
that directly affect the facilities man-
agement organization based not only
on the cut-and-dried financial infor-
mation that is required. A safely con-
servative assumption is that at least
once each year, the senior faculty and
staff of an institution make public an
opinion or judgment related to the
condition and maintenance of the
institutions facilities. The ongoing
summation or even selective utiliza-
tion of this input by resource-driven
decision makers directly affects the
facilities organization. That being the
case, doesn't it make sense to ensure
that your organization is correctly
“perceived?”

Creating Positive Publicity

The basic element of public rela-
tions is publicity. In our world, the
publicity associated with facility asset
management and renewal can take
many forms. Any accurate informa-
tion that is circulated among facility
maintenance and management cus-
tomers is good—even if it is bad.
Accurate negative press at least al-
lows our customers to make logical
and educated judgments regarding
our performance. Therefore, let’s
focus on the upside potential oppor-
tunity of the “three Ps"—Proactive
Positive Publicity.

There is a publication that I have
used many times called The New
Publicity Kit by Jeanette Smith and
published by John Wiley & Sons
Publishers. This publication is a
good down-to-basics reference that
has application to nonprofit entities
as well as for businesses. 1 suggest




this as a good first read for those that
want to utilize public relations to en-
hance the operational mission on a
daily, as well as long-term, basis,

Publicity and Support Through
University Management

The first and most effective
method of broadcasting your organi-
zation’s message is by a formal com-
mittee structure. I've seen a great
example of this effort at the
University of California at Berkeley.
Johnny Torrez, director of physical
plant, and Peter Lin, associate direc-
tor, took a public relations risk that
has paid off. Every six months the
department hosts the “Deferred
Maintenance Policy Board.” The idea
of a deferred maintenance committee
in and of itself is not particularly in-
teresting or unique. However, the
participants of this committee are
unique. Torrez and Lin made the de-
cision to allow the leadership and
significant stakeholders of the uni-
versity to actively manage the
deferred maintenance effort at
Berkeley. On this board are the chan-
cellor, the vice chancellor, the three
provosts of Research, Graduate
Professional Schools, and Letters and
Science. Also included are the direc-
tors of the Library, Space Manage-
ment, and Capital Programs, and one
representative of the Faculty Senate.
The physical plant staff directly re-
lated to facility renewal efforts at
Berkeley participate as well. From a
public relations standpoint this activ-
ity is a winner by every definition. In
reality, prior to the formation of this
board, the physical plant department
was continually criticized for inatten-
tiveness to the renewal needs of the
campus.

Newsletters

Newsletters are another good vehi-
cle for public relations. Within the
institutional setting the production
and distribution of a newsletter is
relatively inexpensive as well.
Perhaps there is already an internal
newsletter circulated within the facil-
ities group. Once again, the idea here

is to broadcast news through another
vehicle to the facility customers (in
other words, everyone). Any newslet-
ter worth its weight serves the fol-
lowing missions:

¥ educates its readers

¥ extols the merits of its publisher

¥ publicizes the publisher and
sometimes even the reader

¥ further opens the lines of commu-
nication between customer and
service supplier.

Yes, everyone gets 100 many
newsletters already, and most of them
are boring or too sales oriented to be
useful. However, in the institutional
setting there are there are two things
that are more valuable than all else to
your customers—salaries first and
work space second. We are all a little
vain and sell-serving by nature. Use
this to your advantage. In the process
of creating content for a monthly or
quarterly newsletter the editor of the
facilities departments newsletter

maintains that readers will always
read this newsletter if it is likely to
contain information about the facili-
ties where they work and any
changes or improvements that will
affect them.

Creating an Effective Newsletter
Your newsletter could contain in-
formation related to each of the dis-
tinct building occupant departments
or college/schools. For example, the
current inventory of deferred mainte-
nance broken down by buildings oc-
cupied by the Biology Department
can be addressed at least annually.
The utilization of any capital renewal
funding is clearly detailed with re-
spect to how it affected a particular
department. The bad news of contin-
ued backlog is also recapped. Include
enough statistics to represent the
work load of the maintenance
department. Il we can track this, and
we should, state the number of work
requests by department and the aver-

FACILITY AUTOMATION

Nuceess [nsurancy

Purchasing or upgrading maintenance management software? Ready
to introduce your staff to the future of maintenance management?
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age response time of the work con-
trol center. It’s in the best interest of

the physical plant staff that the cus-
tomers know the magnitude of your
operations.

The best example of this that I
have seen is the newsletter that Jim
Christenson of the University of
Michigan publishes. The University
of Michigan levies a student infra-
structure fee of $150 per semester.
The physical plant department is ac-
tually required to periodically report
vis-a-vis newsletter and student
newspaper how this money is being
utilized for renewal. The newsletter’s
editor describes the specific nature of
facilities at the University of
Michigan.

Always use the newsletter to recog-
nize the professional achievements of
the staff members of the maintenance
department. To maintain professional-
ism, try to avoid too much reporting
of personal or social issues related to
your staff. An internally circulated
newsletter is more appropriate for this.
At least one article per issue educates
the customers about the nature of the
facility renewal and maintenance busi-
ness. There is a large body of written
material related to the deferred main-
tenance problem in higher education.
Use this text periodically to reaffirm
the need for increased resources dedi-
cated to facility renewal.

Publish the operating procedures
of the various maintenance activities,
from custodial to the power plant.
Describe how deferred maintenance
is identified and catalogued. Most
customers have no idea about the
methods or frequencies of mainte-
nance. When spelled out the depart-
ment clearly appears more
professional and effective. A good
case study is the comparison of
maintenance costs of an aged build-
ing before and after a significant ren-
ovation. It is an important point to
make that planned and preventive
maintenance is much less expensive
in the long run than “putting out
fires” in an old building with systems
that are well beyond the limits of
their natural life cycle.
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Media Events

Charitable foundations and politi-
cians both use the media event to
inform and persuade. In one brief
presentation, speech, or event the
focused attention of your
constituents can be had. During this
brief moment lies the opportunity to
make a clear and concise statement
of past achievements, future goals,
and the supporting facts. The profes-
sionalism and credibility of the event
will be directly associated with your
cause or, in this case, department.
Facilities officers may not actually
plan a true media event with local
television and radio. However, there
is clearly internal media within every
institution.

The most credible and successful
facility asset management programs in
the United States share this one activ-
ity on common: at least once per year
the facilities organization makes a for-
mal presentation to the faculty, staff,
trustees, and student representatives
regarding the “State of the Union
(campus facilities).” Once this tradi-
tion of annual presentation is estab-
lished, the image of the facilities
operation is enhanced. With this
comes appreciation for renewal efforts
and sympathy for insufficient
resources. Every year illustrate to the
customers how much was spent on
facilities for upgrade, code
compliance, and other improvements.
Establish this event on the same date
each year. Provide specific graphic
examples. Illustrate the continued
need for reinvestment and the specific
budget request for the coming fiscal
year. If benchmarking favors your
pitch for additional funding, use com-
parative financial findings from com-
petitive institutions. This increased
awareness and understanding of
progress, or even loss of ground, can
only help the credibility of the facili-

ties management organization.

Benefits of Publicity

The lack of any facilities manage-
ment public relations initiatives dam-

age the facility department’s image.
Without a doubt, positive publicity
and accurate negative exposure are
supportive. The customers that ob-
serve and comment on the activities
of the facilities group both directly
and indirectly influence the business
officers of an institution. It is reality
that the default judgment of an unin-
formed staff or faculty member is not
in favor of the facilities maintenance
organization. When left unchecked, a
consistently negative perception of
the facility maintenance organization
with become a self-fulfilling
prophecy. Resources and support will
be continually diminished in direct
relation to the confidence of the fac-
ulty and staff in your operation.

In other words, perception will
become reality. The professional deci-
sion is to take a proactive public rela-
tions posture and influence and
direct the image of the department.
The most basic of public relation
tools are available and effective for
facility management professionals.
The standing goal is to garner
increased support and resources for
the facility renewal efforts of the in-
stitution. To that end, the fundamen-
tals for public relations are:

¥ a management team that learns
the basics of effective public rela-
tions

WV facility asset management commit-
tees or boards

¥ informative and useful facility
newsletters

W an annual “state of the facilities”
address.

Throughout the institutional com-
munity the precedence is clear.
Those facility management organiza-
tions that have made concerted ef-
forts to broadcast the goals, actions,
and results are granted at least an
even playing field within the institu-
tional community. That basic oppor-
tunity is an improvement for many
maintenance organizations. The up-
side potential from there is unlim-
ited. Remember to follow the lead of
the faculty and “publish or
perish.” 5%



The

Bookshelf

Organization Development: A
Practioner's Toolkit, by Lenny T. Ralphs,
Ph.D. Crisp Publications, Inc., 1996, 120
pp-, softcover.

Oc‘.casionally\ one is presented with
the opportunity (perhaps in the form
of a directive) to change the course
or composition of one’s department.
Determining what's wrong or what
really has to change is necessarily the
first step to be taken before deciding
how to implement a reorganization.
To that end, books, articles, and
gurus abound, each promising a path
to “The Answer”; they abound to
such a degree that mere mortals find
themselves bewildered by so many
choices and absolutely no way to re-
late any particular method to their
organization. Dr. Ralphs’ slim, 120-
page volume seeks to bring some
method to that madness.

Defined as a “practioner’s toolkit,”
Ralphs takes the reader through some
very basic steps defining organization
development and providing key words
in O.D. speak. He then proceeds to
lead the reader onward through a cur-
sory history of organizational devel-
opment and outlines the principles of
0.D. before launching into the possi-
ble reasons for wanting to undertake a
change in the first place.

Presuming the reader is not lost at
this point, the second chapter is de-
voted to the selection criteria for a
consultant and what to beware, [ol-
lowed by chapters that outline in
more detail both the primary steps

John Casey is manager of the
engineering department of the
physical plant division at the
University of Georgia, Athens,
Georgia. He can be reached at:
Jcaseype@uga.cc.uga.edu.

involved in any organizational devel-
opment process, and the recognized
methods for achieving the ends de-
sired.

Frankly, in spite of the title, the
book is not written for someone who
actively engages in organizational
development, but it offers a glimpse
to the reader of what they might ex-
pect to find in a O.D. practioner's
toolkit—sort of like looking into a
doctor’s bag to get an idea of what
medicine is all about. Presented as
one in a series of Crisp 50-Minute
sell-study books, this work is an or-
ganized series of information bites

rather than flowing prose. Each page

or couple of pages jump in logical

Book Review Editor: Dr. John M. Casey, PE.

progression Lo a point-by-point syn-
opsis of a different subject, the whole
sprinkled with the occasional
cartoon. That particular style left me
paging ahead, then paging back to
pick up on a thought 1 had caught
earlier, only to page ahead again to
see why I had paged back which I
found confusing. The author also
presented a short fictitious case
study, which I think was presented to
drive home a point or to offer an ex-
ample, but he split the study between
chapters, leaving me with the
impression that the study was filler
material with no real purpose.

As far as being a toolkit for a prac-

tioner, I would say Ralphs’ book is de-
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signed for the rank amateur who
needs an introduction to the field and
certainly is not a “how to” book in any
sense of the phrase. While it offers
questions (with spaces for answers) to
check the reader's comprehension of
the material, I found the inclusion of
these questions distracting and some-
what pointless. However, acknowledg-
ing that this book is presented as a
comprehensive self-study manual,
others may find that the questions
improve the overall “read.”

Lest 1 leave the reader with the
thought that the book is without
merit, let me hasten to add that the
chapters on planned change and in-
terventions offerred good thumbnail
studies of a variety of possible meth-
ods (“Interventions” in O.D. speak)
which could be employed to begin
the process of organizational devel-
opment. That in itself would be ex-
tremely helpful to someone
completely new to the field, as it

leaves the reader with a working
knowledge of what is available and
the steps involved for each approach,
The author also outlines some of the
pros and cons of each approach so
that a neophyte could make some
reasoned assumptions about what
could work in his or her organiza-
tion, and render a decision for a
course of action based on this knowl-
edge. Overall, I would say that the
book could have been laid out better
and shortened without damaging the
content, yet it provides some valu-
able information for persons looking
to wet their feet in this broad topic.

Organization Development is avail-
able from Crisp Publications, 1200
Hamilton Court, Menlo Park, CA,
94025-1427.

Ralph P Thayer

Director of Maintenance
Swarthmore College
Swarthmore, Pennsylvania
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