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Abstract
U.W. Oshkosh had functioned for many years with separate facilities maintenance and custodial operations for both academic and residential life facilities.  This organizational approach was neither efficient nor cost effective, as it required unnecessary duplication of administrative overhead, processes and procedures.  However, these facts were conveniently overlooked due to organizational resistance to change.  The problem involved convincing the Residence Life Department administrators and staff as to the benefits of consolidation of their facilities services into the main Facilities Management Department and then developing and implementing a successful process for this merger of maintenance and custodial operations.

During the summer of 2008, the campus experienced a devastating flood that effectively destroyed all of the Residence Life Department maintenance and custodial shops, offices and associated storage areas.  At approximately the same time, the custodial manager for the Facilities Management Department elected to retire.  The combined loss of facilities and a key managerial vacancy created an environment conducive to the consolidation of facilities services to one main campus location.

The methodology used to develop this best practice initiative involved extensive data gathering, analysis of existing and proposed organizational structures, development of adequate and appropriate facilities, and merging of operational policies, procedures and functions.   A detailed, written integration plan was prepared at the end of this process and was used to guide the implementation of the merger.

The implementation of this best practice took approximately two and a half years and involved numerous meetings and open forums to solicit input into the design and feedback as the plan developed.  Custodial operations were merged first.  The maintenance function took longer due to numerous complex issues.

The campus has realized many benefits as a result of implementing this best practice. First, there was a financial benefit due to a reduction in personnel necessary to perform duplicate management and administrative functions.  A total of $142,000 in annual saving has been achieved to date.  The second benefit involves improved efficiency through streamlined procedures and processes. As a result of this merger custodial and maintenance work requests in the residence halls are performed in a more timely and efficient fashion.

In retrospect, the benefits of this merger have proven to be so compelling that the merger should have been pursued long before a crisis precipitated action.
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Introduction of the Organization

The University of Wisconsin Oshkosh has been providing the residents of northeastern Wisconsin with high quality, affordable education since 1871. Among the largest public universities in the state, UW Oshkosh is committed to providing students with a broad knowledge base and transferable skills as well as a strong sense of values and ethics that prepares them for civic leadership in society.
The campus community promotes enrichment and active learning with opportunities for sports and recreation, arts and culture, service learning and career building. Approximately 13,500 students benefit from the nationally recognized expertise of our faculty, a wide variety of courses and degrees offered — including 58 undergraduate majors,17 master’s degree programs and one doctoral degree (Doctorate of Nursing Practice) — and modest class sizes that foster one-on-one and collaborative learning with faculty members.
UW Oshkosh, the nation's first Fair Trade University, has been recognized for its role in embracing sustainable practices such as building "green," examining its carbon footprint and promoting social justice. An integrated Campus Sustainability Plan, established in 2006, guides the University's effort to be a leader in responsible environmental stewardship, education, outreach and research.
Located on the Fox River and near downtown Oshkosh, the University serves the community and beyond through a multitude of programs, services and partnerships including collaborations with other colleges nationally and internationally. The University has a significant economic impact on the state and regional community, more than $500 million annually. In recent years, the campus community helped create more than 9,000 jobs, generated $37.5 million in tax revenue, and gave $4 million in time and money to local charities.
The University is proud of its nearly 80,000 alumni. Entrepreneurs, teachers, medical professionals and leaders – our alumni’s positive impact spreads throughout the country and truly defines UW Oshkosh “Titan pride.” Their successes reflect on the quality education and personal experiences they gained at UW Oshkosh.
Statement of the Problem

Like many institutions of higher education, U.W. Oshkosh had functioned for many years with separate facilities maintenance and custodial operations for both academic and residential life facilities.  The primary reason usually given for this split relates to the source of funding for each organization.  The main academic campus facilities department is funded with general purpose revenue (state) funds while the residence life facilities department is funded from student fees.  To simplify the financial accounting, the maintenance of these facilities was kept separate.   
It is obvious that this organizational approach was neither efficient nor cost effective, as it required unnecessary duplication of administrative overhead, processes and procedures.  However, these facts were conveniently overlooked due to organizational resistance to change. As consolidation would involve merging the smaller residence life maintenance and custodial operations into the larger campus facilities organization, members of the Residence Life administration were adverse to consolidation due to a perceived loss of control and autonomy. 
The status quo would have remained if not for an unusual set of circumstances that created a unique opportunity to push forward with this endeavor.  During the summer of 2008, the campus suffered through a devastating flood that effectively destroyed all of the Residence Life Department maintenance and custodial shops, offices and associated storage areas.  At approximately the same time, the custodial manager for the Facilities Management Department elected to retire.  The combined loss of facilities and a key managerial vacancy created an environment conducive to the consolidation of facilities services to one main campus location. 
The problem involved convincing the Residence Life Department administrators and staff as to the benefits of consolidation of facilities services into the main Facilities Management Department and then developing and implementing a successful process for this merger of maintenance and custodial operations.
Design

The methodology used to develop this best practice initiative involved extensive data gathering, analysis of existing and proposed organizational structures, development of adequate and appropriate facilities, and merging of operational policies, procedures and functions.  A detailed, written integration plan was prepared at the end of this process and was used to guide the implementation of the merger.  Open and honest dialog were essential to all phases of this planning and development process.  Facilities Management, as the service provider, had to give assurances to Residence Life, the client, that all maintenance and custodial functions would be performed effectively, efficiently, and at lower cost than if it chose to perform these functions on their own.  
Data gathering involved a series of meetings between Facilities Management and Residence Life administrators and staff in order to define the issues, concerns and barriers to consolidation.  The dialog was varied and involved all levels of administrators and staff.  There were numerous working meetings between the Director of Residence Life and Director of Facilities Management and their staffs. The Vice Chancellor of Administrative Services and the Director of Facilities Management held several open forums with facilities staff and custodial employees in order to lay out the concept of consolidation and to listen to their concerns, comments and suggestions.  The consolidation affected the Vice Chancellor for Administrative Services (Facilities Management) and the Vice Chancellor of Student Affairs (Residence Life) and they were in frequent communication over various aspects of the plan.
After gathering all of the necessary information, an analysis was performed to determine how the elements of residence life custodial and maintenance operations could be effectively incorporated into the existing facilities management organizational structure.  With respect to custodial operations, it was determined that it would be best to consolidate the administrative function to one location.  After the flood that destroyed their permanent offices, temporary office and meeting space was assigned to residence hall custodians in the basement of one of the residence halls. These residence life custodial offices and meeting rooms were closed down, and the two residence life supervisors were provided cubicle space in the facilities management custodial office.  This worked well because the facilities management custodial office and meeting rooms were strategically located in the center of campus, with ready access to both academic and residence life facilities.  By being located together, the four custodial supervisors (two academic, two residence life) could collaborate in ways that were unimaginable prior to the merger.
The integration of the residence life maintenance employees also involved some degree of analysis and planning.  As previously discussed, the flood of 2008 wiped out the permanent shops utilized by residence life maintenance employees so temporary work spaces had been created in several residence hall basements.  It was decided that all of these areas would be closed down to facilitate integration.  Most of the trades employees were integrated directly into existing facilities management shops.  However, space was reallocated for the creation of an upholstery shop, as this was a function not currently performed by the Facilities Management Department. 
The integration of residence life maintenance, custodial management and office administrative functions provided the greatest opportunity for consolidation, improved efficiency and cost savings.  The managerial vacancy in the Facilities Management custodial department was re-defined to encompass both academic and residence life buildings, and was split funded between Residence Life and Facilities Management.  The existing Residence Life custodial manager, a skilled and experienced individual, was promoted into this new position.  The existing vacant Residence Life custodial manager position was then eliminated.  During this planning process, the Residence Life maintenance supervisor also announced his pending retirement.  It was determined that this position could also be eliminated and as the supervisory function could easily be performed by existing facilities management staff.  The two residence life office staff employees were relocated into the main facilities management office with minor modifications to the existing office space and the purchase of appropriate system office furniture.
Operational policies, procedures and functions were also revised during the merger process so as to provide a standard way of doing business that is more efficient.  For example, Residence Life employees had previously been issued individual cell phones.  Residence Hall Directors had the habit of calling their favorite maintenance employees to request service rather than contact the maintenance office.  This led to confusion and inefficient use of labor.  It was decided that these phones would be replaced by digital two way radios, identical to those that are provided to the facilities management maintenance employees.  All requests for service are now required to contact the facilities management office prior to routing to staff.  Other areas of review included:
· storage of supplies and equipment
· vehicle and other capital equipment disposition
· purchasing procedures
· merger of two separate work order systems
· management of student and prison labor (used by the Residence Life Department)
· security and key management
· special event coordination and management (i.e. move-in, move out)

Implementation

Active engagement in the merger of these two organizations occurred shortly after the flood in June of 2008 that destroyed the Residence Life maintenance, custodial offices, shops, storage and support spaces.  Immediately after the flood, efforts were made to re-establish temporary facilities for these functions in undamaged Residence Life buildings.  While this effort was largely successful, the accommodations were not desirable for the long term, and had a negative impact upon functionality and usefulness of the affected facilities and programs.  Insurance money was soon available to reconstruct the offices and shops in the water damaged facility. It was at this point that serious consideration was given to alternatives and the concept of merger was put forward.  This option soon became the preferred direction when it became apparent that the administration was not interested in re-building the former facility and instead would re-direct the insurance funds into the development of a welcome center, an unmet need identified through the master planning process.
The timeline for the implementation of the merger was as follows:
· June 12, 2008 - Major campus flooding event.  Many campus building affected.  The basement of the River Center received the worst flooding. Residence Life maintenance and custodial were the primary occupants.
· June through September 2008 – Efforts taken to repair 21 water damaged campus buildings.  Temporary facilities established for Residence Life custodial and maintenance organizations.
· June 2008 through June 2009 – Negotiations with insurance company to determine settlement for River Center.  Decision made to merge Residence Life maintenance and custodial operations with those of Facilities Management.
· June 20, 2009 – Facilities Management custodial manager retires.
· June through August 2009 - Several meetings to discuss merger of custodial operations.
· August 2009 – Former Residence Life custodial manager promoted into new position responsible for custodial operations of Residence Life and Facilities Management.
· September 2009 through August 2010 – Multiple meeting, open forums, to discuss the merger of Residence Life Maintenance into the Facilities Management organization.
· August, 2010 – Completed Residence Life maintenance integration plan document.
· January 2010 – Residence Life facilities manager retires.
· January 2010 – Custodial managers for Residence Life and Facilities Management co-locate in center of campus.
· January 2010 – Merger of organizations completed during winter break.


Benefits

The campus has realized many benefits as a result of implementing this best practice.  As is the case the case in the business world, there was a financial benefit due to a reduction in personnel necessary to perform duplicate management and administrative functions.  While the process is still ongoing and future savings may materialize, the following savings can be quantified to date:
· Elimination of one custodial manager – 		$50,000
· Elimination of one custodial supervisor – 		$35,000
· Elimination of Residence Life facilities manger – 	$57,000
TOTAL	         $142,000
	Another benefit involves improved efficiency through streamlined procedures and processes.  For example, purchasing of materials and supplies in Residence Life had been hampered because the student employee tasked with expediting orders only worked limited hours during the week.  This often meant that repair work was delayed while waiting for materials.  That student now reports to and assists the Facilities Management purchasing agent who works a full forty hour work week.  A similar situation existed with respect to key and lock management.  Residence Life employed a student to manage the keys for all of the residence halls, but the student was often not available.  That student now reports to the main campus key and lock shop and assists a staff working a full forty hour work week.  As a result of this merger custodial and maintenance work requests in the residence halls are performed in a more timely and efficient fashion.
	Finally, both the Residence Life and Facilities Management Departments were strengthened as a result of this re-organization.  Both are now able to focus on their core strengths and provide professional and competent services in their respective areas.
Retrospect

The urgency for implementation of this best practice was generated as a result of the loss of maintenance and custodial facilities in the Residence Life Department.  The timely retirement of several key individuals also played a role in the implementation of this best practice.  In retrospect, the benefits of this merger have proven to be so compelling that the merger should have been pursued long before a crisis precipitated action.
