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PLANNING A CAPITAL PROJECT:
Goals for the Session

 10 Goals from 3 Different 
Perspectives

 No Two Projects Alike

 Determine what works for you

 A Menu of choices



10 STEPS FROM THE . . . 

UNION DIRECTOR’S VIEWPOINTUNION DIRECTOR S VIEWPOINT

Mitch Kilcrease Director OSU Student Union
Oklahoma State University
Stillwater OklahomaStillwater, Oklahoma



UNION DIRECTOR’S VIEWPOINT

 Assess the physical need of your facility and your ability  to support  

#1 – Define the Need

 Assess the physical need of your facility and your ability  to support  
the expectation of the campus 

 Meet with key campus and community leaders to assess their y p y
perceptions about your organization



UNION DIRECTOR’S VIEWPOINT

 Id tif  d  k  t k  h ld

#2 – Build & Educate A Cohesive Stakeholder Team

 Identify and engage key stake holders
 Make your organization as transparent as possible
 Educate your team about your organization

 What are your values What are your values
 How are you funded
 What does the funding support
 How does your organization support the educational mission of  How does your organization support the educational mission of 

the University.



UNION DIRECTOR’S VIEWPOINT

 Use the process to gather information as well as to educate 

#3 – Create an Inclusive Process

 Use the process to gather information as well as to educate 
groups about the need 

 No one should be surprised about the end product No one should be surprised about the end product



UNION DIRECTOR’S VIEWPOINT
#4 – Understand the Political Climate of Your Campus & 
Community

 Do a environmental scan of those issues that are impacting the 
administration, students, faculty, alumni, community and state leaders

 D ’t H d Y  C  L d hi   P j t Th t Th  C  N t S t Don’t Hand Your Campus Leadership a Project That They Can Not Support

 Identify key campus decision makers

 Involve them early on in the process and keep them well informed during 
all phases of the process



UNION DIRECTOR’S VIEWPOINT

 Put them in key leadership roles 
 Give them tools and resources to educate others

#5 – Actively Involve Your Students

 Give them tools and resources to educate others
 Trust them 
 Don’t underestimate their power to grasp complex issues



UNION DIRECTOR’S VIEWPOINT

 Involve your critics…get them on the inside of the 
initiative

#6 – Build Relationships With Unlikely Advocates

initiative

 Allow concerns and criticisms to be aired 

 Engage the under represented and add voice to their needs Engage the under represented and add voice to their needs



UNION DIRECTOR’S VIEWPOINT
#7 – Hire Consultants Who Understand the Complexity of 
our World



UNION DIRECTOR’S VIEWPOINT
#8–Prepare Those Around You For What They Are Getting 
Into

 Your staff 
 Your supervisor 
 Your family and friends



UNION DIRECTOR’S VIEWPOINT

 Assume no one knows anything about your organization and 

#9 – Assume Nothing and Prepare for Everything

what your needs are

 No matter how well you prepare, something will come along 
d f   ff   land force you off your game plan



10 STEPS FROM THE . . . 

Facility Planner’s ViewpointFacility Planner s Viewpoint

Bart A. Hall Project Manager

Brailsford & Dunlaveyy
1140 Connecticut Avenue, NW – Ste 400
Washington DC, 20036
www.facilityplanners.com  202.289.4455

Catalysts for
Building

C itCommunity



Capital Planning as an Educational 
Process

Needs Assessment Learning Foc sNeeds Assessment Learning Focus
1) Strategic Asset Value Determination
2) Existing Conditions Assessment

1) Consultants
2) “Institution”
3) Studentsg

3) Benchmarking / Comparative Assessment
Demand Assessment

) F G & I t i

3) Students
4) Staff

“I tit ti ”4) Focus Groups & Interviews
5) Campus Community Survey
6) Market Capacity (on & off campus)

1) “Institution”
2) Staff
3) Students
4) Consultants) p y ( p )

Demand-based Programming (7) 
Financial Modeling

)

ALL

8) Project Cost Implications  
9) Operating Cost Implications
10) Resource Assessment & Reconciliation

ALL
10) Resource Assessment & Reconciliation



 Leadership Development
Strategic Drivers

Leadership Development
 Student Employment 
 Leisure Activities / Stress Mitigation
 Out-of-Classroom Experience

Educational Outcomes
Out of Classroom Experience

 Academic Activities
 Recruitment / Retention 
 Central Gathering Place

Enrollment Management
 Central Gathering Place 
 Faculty / Staff / Student Interaction
 Campus Life Program Model
 Campus Master Plan Integration

Campus Community

 Campus Master Plan Integration
 Community Relations
 One Stop Shopping/Student Services

Revenue Management

Functionality

 Revenue Management 
 Expense Management
 Alumni / Donor Involvement

Balance Sheet Utilization

Financial Performance

 Balance Sheet Utilization



Campus Life Program Models

A Common                      Something for                   Independent 
Experience                       Everyone                           Endeavors

Focus on Several
Special (Larger)

Focus on More
Diverse (Smaller)

Students Engaged in
Events of Their OwnSpecial (Larger)

Programs/Events
( )

Programs/Events Choosing



Programs  Facility Characteristics

A Common                      Something for                   Independent 
Experience Everyone                         Endeavors

Consolidated & 
Centralized
C Lif

Centralized
Campus Life

Limited 
Campus Life 

Campus Life
Center

Campus Life 
Center Center



Needs Assessment
Existing Conditions Analysis Existing Conditions Analysis
–Facilities – Both “Style” & Infrastructure 
–Enrollment & DemographicsEnrollment & Demographics
–Services & Amenities

 Benchmarking / Competitive ContextBenchmarking  / Competitive Context
–Peer vs. Aspirational Comparisons
–General Metrics 

7000

Room Usage by Space Type 
Average
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Program BenchmarkingProgram Benchmarking 



Demand Assessment
Focus Groups & Interviews
 Perceptions of Facility / Services 
 Impact of Programming
 Identity of Institutional “Comrades & Competitors”
 Explore Fee Sensitivity Explore Fee Sensitivity 
 Opportunity to Share Reality & Start Educational Effort



Demand Assessment
C C it S If h U i d / i d b d h fCampus Community Survey
 Facility Usage

F ilit D d

If the Union was renovated / improved to better meet your  needs, how often 
would you visit the Union?                                                

All Respondents (n= 1107)

50%

60%

70%
Students

Faculty / Staf f

Current Frequency of  Use- Students

Current Frequency of  Use- Faculty / Staf f

 Facility Demand
 Amenity & Svc Demand
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ts

 Fee Tolerance 
0%

10%

5 or more times per week 1-4 times per week Occasionally (Less than
once per week)

Never

FrequencyWould you support an additional feeWould you support an additional fee 
for sustainability?

No, I do not 
support., 

28 1%
TOTAL Yes No

Yes I support 71 9% 92% 37%

Do you support an additional 
fee for sustainability? 

Support original $115 Fee

Yes, I 
support., 

71 9%

28.1% Yes, I support. 71.9% 92% 37%
No, I do not support. 28.1% 8% 63%

71.9%



Demand Assessment

Market Capacity (on & off campus)
 On Campus Factors 

– Coffee Shops in Libraries
– Convenience Stores
– Other Multi-Use Facilities

What are the services you use at the Union? 
All Respondents

5 1%

7 3 %

7 1%

43%

75%

80%

86%

Student Store (OSU logo w ear)

Student Services

Food Court

Bookstore

Other Multi Use Facilities
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– Activity & Program
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8 %

3 %

8 %

4 1%

5 5 %

3 9 %

16%

17%

17%

24%

26%

36%

36%

43%
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Computer Lab Use

 Social / "Hang Out""
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er
vi

ce
s Students

Faculty / Staf fParticipation
 Off Campus Factors 

– Food Service 2 5 %

3 %

3 %

3 %

4 0 %
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5%

6%

7%

14%

16%

16%

Student Counseling Center

Other

Game Room
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Group Study / Private Study

Bank / Credit UnionSe

– Bookstores
– Other Retail & Social 

Activity Outlets

11%
3%

3%
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Demand-based Programming

 Unique Process Driven By Quantitative Data 



Methodolog Tests “Lifest le” & “Occasional” Usage
Demand-based Programming

 Methodology Tests “Lifestyle” & “Occasional” Usage
 Produces University’s “Ideal” Union Program
 Used to Guide Facility Recommendations along with Used to Guide Facility Recommendations, along with 

qualitative & other quantitative data
Priority Peak Space Peak Space Allocation

Activity
Category Accommodation Type Demand Based on Prioritization of Demand

1 Food court - Lunch first 75% to 85% Sq. Ft. 34,870 26,200 to 29,600

2 Coffee House / entertainment venue first 75% to 85% Sq. Ft. 3,511 2,600 to 3,000

3 Convenience Market / store (some produce, dairy case, cereal, canned goods, etc.) first 75% to 85% Sq. Ft. 2,400 1,800 to 2,000

4 Food court - Breakfast first 75% to 85% Sq. Ft. 9,770 7,300 to 8,300

Activity

q , , ,

5 Quiet / study lounge second 55% to 65% Sq. Ft. 4,340 2,400 to 2,800

6 Email Stations (stations provided throughout the building) second 55% to 65% Stations 80 44 to 52

7 Food court - Dinner second 55% to 65% Sq. Ft. 8,600 4,700 to 5,600

8 Informal / social lounge second 55% to 65% Sq. Ft. 2,330 1,300 to 1,500

9 Evening / nightlife entertainment venue (dance club  live entertainment  and / or multim second 55% to 65% Sq  Ft 9 330 5 100 to 6 1009 Evening / nightlife entertainment venue (dance club, live entertainment, and / or multim second 55% to 65% Sq. Ft. 9,330 5,100 to 6,100

10 Game Room (pool tables, ping pong, video games) third 40% to 50% Sq. Ft. 3,030 1,200 to 1,500

11 Small group study rooms (4-6 people) third 40% to 50% Sq. Ft. 2,760 1,100 to 1,400

12 Formal lounge third 40% to 50% Sq. Ft. 2,020 800 to 1,000

1 COMBINED 1: Coffeehouse / Evening - Nightlife Entertainment Venue 12,841 7,700 9,100

2 COMBINED 2: Lounge Space - Informal / Quiet / Formal 8,690 5,900 5,300



Detailed ProgrammingDetailed Programming

 Project Objectives
 Design Philosophy
 Location & Site Requirements
 Outline Program
 Development Budget
 Adjacencies & Functional Relationships
 Detailed Space Requirements – Room Data Sheets

O tli S ifi ti Outline Specifications



Financial Modeling & Feasibility

Test Financial Feasibility of Demand Models
 Revenues
 Operating Expenses
 Debt Structuring Debt Structuring



R & E A l i A Ri k Miti ti Pl
Financial Modeling & Feasibility

Revenue & Expense Analysis – A Risk Mitigation Plan
 Knowing your risks & options

 A description of short and long term operational strategies A description of short and long-term operational strategies 
to minimize risk, supplemental revenue opportunities, and 
cash management strategies.

Ri k Risks
 Increased Competition
 Decreased Enrollment Decreased Enrollment
 Increased Operating Cost

 Optionsp
 Target new markets  
 Reserve fund for improvements



Financial Modeling & Feasibility
S SScenario  Summary

DEBT ASSUMPTIONS REVENUE ASSUMPTIONS

Amount of Issued Debt = $62 Million Existing SU Student Fee = $ 1.80 per SCH
Annual Debt Service Payment = $4.13 Million New SU Student Fee per Term = $ 9.20 per SCH

Financial Analysis – Project Cost & Impact Scenario

Annual Debt Service Payment  $4.13 Million New SU Student Fee per Term  $ 9.20 per SCH
Debt Capacity Based on Stabilized 1st Year New Total SU Portion of Std. Fac. Fee = $ 11.00 per SCH

Debt Coverage Ratio = 1.25 Total Student Fee Per Year (15 hrs UG) @ Opening = $ 180

Interest Rate = 5.25% Building Opening in FY 2012
Term = 30 Years

FACILITY ASSUMPTIONS EQUITY ASSUMPTIONS

 Total Gross Sq. Ft. = 296880  G.S.F. SU Reserves for Capital Contribution $1,157,000
 Expansion Gross Sq. Ft. = 252380  G.S.F. Early Fee Collection $7,521,000
Total Sq. Ft. Under SU Mgmt = 365312 G.S.F. Institutional Contribution $5,000,000 Total Sq. Ft. Under SU Mgmt  365312  G.S.F. Institutional Contribution $5,000,000
Operating Costs Per SF = 16.50  Per G.S.F. Fundraising Contribution $10,000,000

Total Equity $23,678,000

Year 1 Debt Capacity = $63 060 000 Year 1 Debt Capacity = $63,060,000
Project Equity = $23,678,000

Total Funding Capacity = $86,738,000
  Total Student Center Project Cost = $85,422,000

Surplus (if -, then Fundraising Required) = $1,316,000  Surplus (if , then Fundraising Required) $1,316,000



Financial Modeling & Feasibility

Existing Fee
1st Year / 2008-09Existing Fee / 4th Year / 2011-12

Financial Analysis – Phased  Fee Impact

New Fee / 
SCH 

New Fee / 
semester 

Total Fee / 
semester

% ∆        
Total Fee/ 
semester

Total Fee / 
Year

$27 00 $54 00 $2 30 $15 75 $42 75 $85 50

Existing Fee 
/ Year

Undergraduate Students

F ll ti (15 h )

g
semester 

@$1.80 SCH
New Fee / 

SCH 
New Fee / 
semester 

Total Fee / 
semester

% ∆       
Total Fee/ 
semester

Total Fee / 
Year

$9 20 $63 00 $90 00 $180 00$27.00 $54.00 $2.30 $15.75 $42.75 58% $85.50
$10.80 $21.60 $2.30 $6.30 $17.10 58% $34.20

$16 20 $32 40 $2 30 $9 45 $25 65 58% $51 30

Full-time  (15 hours)

Part-time (6 hours)

Full time (9 hours)

Graduate Students

$9.20 $63.00 $90.00 21% $180.00
$9.20 $25.20 $36.00 21% $72.00

$9 20 $37 80 $54 00 21% $108 00$16.20 $32.40 $2.30 $9.45 $25.65 58% $51.30
$5.40 $10.80 $2.30 $3.15 $8.55 58% $17.10

Full-time (9 hours)

Part-time (3 hours)
$9.20 $37.80 $54.00 21% $108.00
$9.20 $12.60 $18.00 21% $36.00



Financial Modeling & Feasibility

Financial Analysis – Debt Capacity Sensitivity Analyses



Financial Modeling & Feasibility

Decision - Implications
 Time = $...With escalations of 6% - 8% annually!
 Consider “Pre-Design Services” $ in relation
 to total Project Cost

DesignFeasibilit

Decision 
Making Design

D l t

Feasibility 
&

Programming

Ability Design
Construction

Feasibility 
&

Programming Development

Cost of 
Changes

Development
Programming

Time
Changes



10 STEPS FROM THE . . . 

ARCHITECT’S VIEWPOINTARCHITECT S VIEWPOINT
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Holzman Moss Architecture
New York, New York



ARCHITECT’S VIEWPOINT
#1 - DETERMINE THE OBJECTIVES AT THE ONSET

 Define ‘your’ Direction Define your  Direction
No two places are the same

Vision (Union / Institution)( )

 “THE BIG PICTURE”

 What are the ‘GOALS’

 It is ok to refine goals 
d i  th  during the process.



ARCHITECT’S VIEWPOINT
#1 - DETERMINE THE OBJECTIVES AT THE ONSET

 Cramped Space
Using Spaces in Unique Ways

 Poor Food Options

 Need More Seating for Dining

 Reduced Student Visitation  Reduced Student Visitation 
Students going elsewhere

 Inadequate Facilities & Quality  Inadequate Facilities & Quality 
of Service

 Student Life Facilities are often 
compared to an office building        



ARCHITECT’S VIEWPOINT
#1 - DETERMINE THE OBJECTIVES AT THE ONSET

 Cramped Space
Using Spaces in Unique Ways

 Poor Food Options

 Need More Seating for Dining

 Reduced Student Visitation  Reduced Student Visitation 
Students going elsewhere

 Inadequate Facilities & Quality  Inadequate Facilities & Quality 
of Service

 Student Life Facilities are often 
compared to an office building        



OKLAHOMA STATE UNIVERSITY

 Improve student access to Campus Life facilities

#1 - DETERMINE THE OBJECTIVES AT THE ONSET

 Improve quality of Dining Services and operations

 Enhance and improve functional and financial 
operations of Bookstore

 Evaluate current Student Union Business model and 
develop strategies to sustain the economic engine develop strategies to sustain the economic engine 
in the future

 Ensure the role of the Union on the campus 
b  th  t diti  f th  t d l k  embraces the tradition of the past and looks 

forward to the future as a valuable contributor to 
Campus Life.

 Improve aging building and its mechanical systems 



ARCHITECT’S VIEWPOINT
#2 EXAMINE THE EXISTING FACILITY & CONDITIONS
AGING BUILDINGS



ARCHITECT’S VIEWPOINT

CRAMPED SPACE
#2 EXAMINE THE EXISTING FACILITY & CONDITIONS



ARCHITECT’S VIEWPOINT

NEW TECHNOLOGY
#2 EXAMINE THE EXISTING FACILITY & CONDITIONS



ARCHITECT’S VIEWPOINT
#2 EXAMINE THE EXISTING FACILITY & CONDITIONS

 Existing Conditions Analysis 
Operational / Physical Environment

 Plan for the Future
h  0 20 l(The 10/15/20 Rule)

 Develop a Building Program

 What’s Missing from your Union

 What have you always wanted to do What have you always wanted to do.



ARCHITECT’S VIEWPOINT
#3 EXPLORE MULTIPLE OPTIONS AND STRATEGIES IN THE
BEGINNING

 “Measure Twice and Cut Once”

 Testing the Optionsg p

 Don’t Short Change the process



ARCHITECT’S VIEWPOINT
#3 EXPLORE MULTIPLE OPTIONS AND STRATEGIES IN THE
BEGINNING

 Buildings Evaluations and Context

 Establish Priorities for Building Improvementsg p

 Establish Priorities for Site Development

 Establish Entrance Locations

 Address Parking/Pedestrian Traffic

 Determine Phasing Options

 Develop Project Cost Estimates
Existing Building Analysis

 Develop Project Cost Estimates



ARCHITECT’S VIEWPOINT
#4 MEASURE YOUR NEEDS AGAINST ALL THE WANTS

 Keep it in Check
 Prioritize At The Beginning
 Organize, Organize, Organize

Developing a Program Room CharacteristicsRoom Diagrams



ARCHITECT’S VIEWPOINT
#5  - IS IT UNDERSTANDABLE TO THOSE AROUND YOU?

 Is the Message Clear & Concise Is the Message Clear & Concise

 Executive Summary 

 Data to Back it Up



ARCHITECT’S VIEWPOINT
#6  EXPLORE EXTRODINARY OPPORTUNITIES

 Campus Partners

 Other Upcoming Campus Projects

C  hb Campus Neighbors

 University Initiatives 
(Diversity / Career Services)(Diversity / Career Services)

 A Chance to Provide New Services 



ARCHITECT’S VIEWPOINT

Physically Shared Architecture- Advantages

#6  EXPLORE EXTRODINARY OPPORTUNITIES - PARTNERS

 Common space – beyond the scope of a  
single university program

 Common programs – enhanced content and 
activities

 Greater campus appeal

Common operations and maintenanceCommon operations and maintenance

Greater access to funding

Economy of Construction



ARCHITECT’S VIEWPOINT

 Can your Union serve the student life 
community better through partnering?

#6  EXPLORE EXTRODINARY OPPORTUNITIES - PARTNERS

community better through partnering?

 Who would be the target audience/recipient of 
any service or programs?

 How is your union currently responding to these 
needs/issues?

 Who in your campus is responding to these 
needs/issues in a successful way?

 Does your union share similar goals or a mission  Does your union share similar goals or a mission 
with potential partners?

 Does your union share a challenge or obstacle 
with potential partners?



ARCHITECT’S VIEWPOINT
#7 VISUALS, VISUALS, VISUALS

 There is truth in the saying  . . .

“A PICTURE IS WORTH A 
THOUSAND WORDS ”THOUSAND WORDS.”



ARCHITECT’S VIEWPOINT
#7 VISUALS, VISUALS, VISUALS



ARCHITECT’S VIEWPOINT
#7 VISUALS, VISUALS, VISUALS



ARCHITECT’S VIEWPOINT
#7 VISUALS, VISUALS, VISUALS



ARCHITECT’S VIEWPOINT
#7 VISUALS, VISUALS, VISUALS



ARCHITECT’S VIEWPOINT
#7 VISUALS, VISUALS, VISUALS



ARCHITECT’S VIEWPOINT
#7 VISUALS, VISUALS, VISUALS



ARCHITECT’S VIEWPOINT

Texas Tech University Case Study
Image with Students

#7 VISUALS, VISUALS, VISUALS

 Budget:  Less than $5,000.
- Handouts
- Posters

Image with Students

Posters

 Framing the Campaign
-”its up to us”p

 Active Student Involvement
- Presentations
- Distributing Handouts



ARCHITECT’S VIEWPOINT

University of Missouri Columbia 
Case Study Image with Students

#7 VISUALS, VISUALS, VISUALS

Case Study

 Budget:  more than $50,000.

Image with Students

g $ ,
-Started with NO Budget

 Framing the Campaign
-Seating and Dining Spaces
-More Food
-Lounge Space



ARCHITECT’S VIEWPOINT

1   Posters Image with Students

#7 VISUALS, VISUALS, VISUALS

1.  Posters
2.  Hand-Outs
3.  T-Shirts
4   Newspaper (campus and local)

Image with Students

4.  Newspaper (campus and local)
5.  Banners
6.  Midnight B-B-Q and Band
7.  Blood Drives
8.  Informational Sessions
9.  Meet the Architects
10. Model Displays



ARCHITECT’S VIEWPOINT

THE REFERENDUM

#7 VISUALS, VISUALS, VISUALS

 Getting Students Motivated

 Students Need to Have a Voice Students Need to Have a Voice

 Student Turnout

 Dealing with Adversity



ARCHITECT’S VIEWPOINT
#8 QUALITY, QUANTITY AND COST

 Determine the project you need 
and want.

 Balance

 Campus Standards Exterior

 Campus Standards Interior Campus Standards Interior

 Building Services

 Image for Many Years to Come



ARCHITECT’S VIEWPOINT
#8 QUALITY, QUANTITY AND COST



ARCHITECT’S VIEWPOINT
#9 PROTECT YOU BUDGET

 Escalation, Escalation, Escalation
 Global Factors and the Impact on YOUR Project.



ARCHITECT’S VIEWPOINT
#9 PROTECT YOU BUDGET

ESCALATION

TOTAL CONSTRUCTION COST

ESCALATION

TOTAL PROJECT COST

ESCALATION



ARCHITECT’S VIEWPOINT
#10 – STAY OR GO

 Are you going to Stay or Go
Planning the construction and impact to your Services



ARCHITECT’S VIEWPOINT
#10 – STAY OR GO



ARCHITECT’S VIEWPOINT
#11 – A CHANCE BE ENVIRONMENTALLY AND SOCIALLY 
RESPONSIBLE.  

 Facility for next 20 years
 A Message to your constituents



ARCHITECT’S VIEWPOINT
#11 – A CHANCE BE ENVIRONMENTALLY AND SOCIALLY 
RESPONSIBLE.  

 OCCUPANT HEALTH
Quality Indoor Environments improve working and learning.

 EDUCATIONAL EDUCATIONAL
Providing learning Environments within the building  

 ENVIRONMENTAL
Reducing pollution and protecting the ecosystem.

 ECONOMIC
Creating long-term operational and maintenance savings. Creating long term operational and maintenance savings. 

 PUBLIC RELATIONS
Sending a positive message to students, alumni, and the 

it  b t t i bilit  it tcommunity about sustainability commitment.



Holzman Moss Architecture – Student Life 
Experience



Questions and Answers



PLANNING A CAPITAL PROJECT:
10 Steps for Getting Renovation, Additions or Expansions 
on the Right Track

For a copy of this presentation, please 
leave your business card or contact information.y


