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I

n the end, as Jo Anne Sommer's article
amplifies, it might take the growing threat
of legal action to get universities and colleges to introduce comprehensive environmental management programs. But if it helps,
who can complain?
Unfortunately, the spectre of litigation
arising from special interest groups has added
new weight to the burden of government regulation already being shouldered by higher
education institutions. Legal pressure only
gives bureaucrats and politicians the green
light to further tighten the knot of red tape.
With governments at all levels, advocacy
groups and litigators moving in with
demands for more regulations and reporting
procedures, no wonder administrators are
feeling frustrated. Some environmentalists
would surely chain themselves to trees in
protest if they could see the amount of paper
universities and colleges already consume in
the name of documenting their activities to
government. Pleasing all interested parties
with more initiatives and reports, while contending with major funding reductions and
the real need to perform, can present some
impossible, paradoxical puzzles.
Administrators know the odds of keeping everyone happy. However, out of genuine
concern for the environment, with a healthy
awareness of the potential costs of inadequate
action, they are moving forward with sound
programs. Let's hope red tape doesn't strangle
more good intentions and eventually become
a means to its own end.
On another hot topic, writer Andrew
Allentuck explores new risk management
issues and how they're being covered for some
institutions by the Canadian Universities
Reciprocal Insurance Exchange.
Also in this issue, we look at the controversial new model for projecting university
enrolment, which was developed by Andrew
Berczi, vice president of planning, finance
and information services at Wilfrid Laurier.
Altogether, I have no doubt readers
will find this issue stimulating and the magazine nicely enhanced by an updated
design. Enjoy, um
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Paradoxes

C

omme le demontre l'article de Jo Anne
Sommers, ce sera sans doute sous la menace de poursuites judiciaires que les universites et les colleges adopteront finalement des
programmes de gestion environnementale.
Malheureusement, cette menace de la part de
groupes de pression vient s'ajouter au fardeau de
la reglementation que doivent deja supporter nos
institutitons et quoique louables, de telles pressions donnent carte blanche aux bureaucrates et
aux politiciens pour resserrer d'un autre cran
l'etreinte bureaucratique.
Sous la pression combinee des gouvernements de tous niveaux, des groupes de pression et
de l'appareil judiciaire qui exigent toujours plus
de reglements et de rapports, les administrateurs
sont prets a laisser tomber les bras. A voir les
montagnes de papier qu'utihsent chaque annee les
universites a faire des rapports sur des activites de
plus en plus elargies, tout environncmentaliste
serait justifie de s'attacher a un arbre en guise de
protestation. Repondre a toutes ces demandes
tout en encaissant des coupurcs de financement et
en sachant fort bien l'urgence d'ameliorer la performance des universites tient du paradoxe.
II est peu probable que nous reussissions a
plaire a tous. II reste que, sincerement preoccupees
par l'environnement et ne sachant que trop bien le
prix de l'insouciance a cet egard, certaines universites ont deja cree de solides programmes. Reste a
esperer qu'une bureaucratie excessive ne vienne
pas etouffer ces louables efforts.
Andrew Allentuck nous fait part de l'approche d'institutions comme le Canadian
Universities Reciprocal Insurance Exchange face a
de nouvelles exigences dans le domaine de la gestion des risques.
Plus loin, nous examinons un nouveau modele de projection de l'inscription mis au point
par Andrew Berczi, vice-president a la planification, la finace et les services d'information de
Wilfrid Laurier.
Des sujets d'actualite done et une nouvelle
presentation qui ajouteront au plaisir de la lecture.
Bonne lecture! WM
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Letter to the Editor

J

o Anne Sommers' article about John Scott
Cowan's report on the Valery Fabrikant affair
at Concordia (The Cost of Doing Nothing,
Summer, 1994) was sensitively written — as was
Dr. Cowan's report. However, there is another
aspect of the Fabrikant affair that lies even deeper than the legal and collegial organizational
structures which failed to stop this tragedy.
One item not mentioned, for example, was in
news reports this summer: that a code of ethics is
to be drawn for the guidance of university faculty and administrators. Some commentators — for example, Hal
OVER THE PAST FOUR
Wake of CBC Radio in Vancouver
— expressed astonishment that
DECADES OUR SOCIETY,
university faculty, charged with
LED BY ITS INTELLECTUALS,
the responsibility for teaching
those who will lead our society in
HAS REJECTED THE VERY
the future, "need a code of right
and wrong to guide them."
CONCEPT OF "RIGHT
He shouldn't be surprised: we
are mere mortals, too. We all need
AND "WRONG"
standards to guide us.
— R. NEIL SNIDER, PH.D
Perhaps the roots of the
Fabrikant affair can be found in
the fact that, over the past four decades or more,
our whole society (led by its intellectuals) has
rejected the very concept of "right" and "wrong."
John Cowan's statement that this tragedy is
"the story of a profound failure of academic
courage" echoes the warning given in 1988 by
the late Allan Bloom in his seminal work The
Closing of the American Mind — and, alas,
ignored by academe.
The first recommendation of Cowan's
report, according to Sommers, is that "academics
of proven leadership skills be favoured for
administrative positions." The most important
component of leadership, according to psychologist-sociologist Warren Bennis, who has closely
studied 150 leaders, is character. And character
has been defined as who we are when no one else
is looking: it depends upon a firm commitment
to an objective standard of right and wrong.
We need to return to immutable standards of
right and wrong. Without them, how can we say
what Valery Fabrikant did was wrong? How can
we say the actions of other academics, the grievances which allegedly provoked him, are wrong?
Fall
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We need to listen to voices like Allan
Bloom, Dancsh D'Souza and Neil Postman. We
need to turn away from the "absolute relativism" that is corroding the pillars of our intellectual heritage. Wc need to restore the concept
of immutable right and wrong. Then we'll still
be able to pity Valery Fabrikant, but we'll also
have a basis for saying that what he did was
wrong; we'll still understand that academics
sometimes bypass the rules because they bend
to career pressures, but we'll still have a basis
for saying that plagiarism is always wrong.
We'll understand that "victimhood" does not
change the nature of truth.
Then — and only then — will we have
something worthwhile to give to future generations of academics: a moral foundation they can
build upon, UIM
R. Neil Snider, Ph.D.
President, Trinity Western University,
Langley, B.C.

Mutual Rewards

I

n an era of increasing competition for a dwindling number of students, the Universite de
Sherbrooke has struck a deal that "shows how
universities and professional organizations can
work together," says its dean of management,
John Ingham.
The Ordre des comptables en management
accredited du Quebec has joined forces with
Sherbrooke, which is renowned for co-op engineering and management. Sherbrooke's M.Sc.
graduates will automatically be credited the 700hour CMA professional program and thereby
qualify to take the certification exam. They will
also see their two-year internship reduced to one.
"This will significantly increase our recruiting arguments at the master's level," noted
Ingham. "Graduates of our finance option, on
the other hand, can sit for CGA exams."
The CMA profession is one of the fastest
growing, with over 4,500 members and candidates in Quebec and 38,000 across Canada, UIM
UNIVERSITY
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Attack on Tenure?

W

hen Alberta's Minister responsible for higher education declared
that colleges and universities have until
March 1, 1995, to give institutions the
power to deal with redundant academics, the mainstream media went wild.
Tenure, they proclaimed, was in
jeopardy, as was academic freedom.
Institutions would have to create or renegotiate layoff clauses affecting tenured
professors in their collective agreements
by the allotted time — or else.
Truth is, no one was shocked
(although some faculty associations
were taken aback by the implied threat
of legislative action if agreements aren't
reached). In fact, the University of
Calgary, which supports the government initiative, began planning for this
four years ago; the University of
Alberta two years ago.
Dr. Joy Calkin, vice-president, academic and provost at Calgary, says two
factors are at play: "In the short term,
this is a money issue; in the long term,
it's a knowledge issue." She says institutions must be able to retrain or compensate academics who don't want to revise
their knowledge base.
Academic programs have so far
been spared cuts, she says, but with the
"knowledge explosion" she sees old
programs being drastically updated or
cut and new ones introduced.
"We will have 25 per cent less funding by 1998, but with the same number

of students," she says. "We are looking
at manpower shortages, core curriculum changes, et cetera. In the next five
years alone, 17 per cent cuts are expected on the academic side and 20 per cent
on the administrative."
And the government has made it

clear that it's protecting academic freedom, says Glenn Harris, vice president,
finance and administration, at Alberta.
"It's strictly redundancies and exigencies we are looking at. The government
has merely put a date on when we will
have to complete this." UIM

Teaming up for Quality

A

t a time when universities are striving for greater quality in teaching to
keep up enrolments, Universite du
Quebec a Montreal (UQAM) has moved
to integrate its 2,000 part-time faculty
members into the academic mainstream.
Relations between part-time faculty
and the university hit an all-time low
after a seven-week strike in 1987 had
ended in a government order to force
part-timers back to work.
Three years later, a liaison committee has worked hard to create a successful integration program, which
"has far exceeded our expectations,"
says Jean-Vianney Bergeron, assistant
to the vice-chancellor to Human
Resources at UQAM.
The program boasts many facets. It
calls for part-time faculty representation on all academic committees and
contribution to projects aimed at
increasing teaching quality. Over the
last four years, about 200 such projects
have been approved and funded by the

liaison committee, with some $920,000
invested across all six university
departments. Among other things, the
projects focused on producing new
course material, reviewing and updating course content, organizing teaching
seminars, as well as participation on
academic committees.
Local liaison committees, composed of professors and part-time faculty, are responsible for drawing an integration plan for their unit and identifying priority projects. They may submit
projects for approval by the central liaison committee up to four times a year.
The system is flexible in order to adapt
to the varying needs and circumstances
of the different units.
Part-time faculty members account
for over half of all teaching at UQAM.
"They represent an interesting workforce, highly competent and strongly
motivated. Without their participation,
these projects simply would not have
seen the day," stresses Bergeron, UIM
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Classrooms on the line
Teleconferencing technology is making it possible for universities
and colleges to reach far beyond the classroom to a wider constituency

BY GORDON ARNAUT

I

t's a scene that's being played out at
workplaces across the country: a group
of employees gathered in a room set
aside for on-the-job professional training
and skills upgrading. But for the staffers
hunched over their personal computers at
the Ottawa Rehabilitation Centre, there is a
crucial difference — their teacher is 500
kilometres away, at a George Brown
College campus in Toronto.
Using teleconferencing technology that
links the students' computers with the
instructor's computer in Toronto, along with
simultaneous voice conferencing, the students
are able to learn a complex skill
that usually requires hands-on
Computer networks
instruction: how to use computeraided design software to make proshave been around for
thetic limbs for the disabled.
The technology is called deskyears, but now that
top conferencing and it allows two
or more personal computer users,
personal computers and
through a telephone line link to
share images on their personal
better software are the
computer screens. For the instructor at George Brown, that means
norm, long distance
he or she can "beam" the lesson to
students in Ottawa in real time,
learning is taking off
and explain the material as he or
she goes along. For the students, it
means that, should they encounter any difficulty
along the way, they can simply ask the instructor
to explain, or better yet, show them — just as if
he or she were standing right next to them.
According to Paul Stevens, chair of computer science and mechanical engineering at George
Brown, the distance learning program — which
delivers a wide variety of custom-designed
instruction to industrial sites, hospitals and individual clients — has been a great success and is
eagerly embraced by companies wishing to provide employee training.
"This type of technology can be applied to
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most training requirements," says Stevens. "The
only thing that has to be done is to rewrite the
curriculum for this new method of delivery."
The three basic technologies used in telelearning are computers, network or transport
services that tie the computers together, and software that allows communication and interaction
between those computers. Although computer
networks have been around for years, it is only
with the advent of affordable personal computers
and innovations in communications software
that computer-based distance learning has
become viable.
Probably the single most important enabling
technology for distance learning is a type of software known as desktop conferencing, or audiographics. Unlike traditional communications
software that allows two computers to establish a
connection and then send messages or files back
and forth, audio-graphics allow both computers
to share the same image on their respective
screens, at the same time.
And the software allows each user to make
real-time annotations to the document, graphic
or image that is being displayed. The best way
to think of audio-graphics software is as an
invisible overlay that you can write on, type
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over or draw on — like the TV
sportscasters who draw those funny
little diagrams over freeze-frames of
the action on the field.
Most audio-graphics programs
also offer multi-point connections
that allow more than two computers
to take part in a simultaneous conference. Audio-graphics conferencing
usually takes place in conjunction
with simultaneous voice conferencing

on another line.
Audio-graphics have now become
the core technology for many telelearning programs. George Brown
uses the technology to teach a number
of complex technical courses, such as
computer-aided design and computeraided manufacturing. TeleEducation
New Brunswick, which provides technology tools and services to schools,
universities and private-sector educa-
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print in up to 12 colours
on a variety of paper stocks
and sizes. Call today for
more information.
1-800-667-7476
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RISO CANADA INC.

tors in that province, reports that
Mount Allison University is providing distance learning in subjects as
complex as astronomy and physics
using audio-graphics software.
Additionally, some audio-graphics
products such as Vis-a-Vis also support simultaneous video-conferencing, allowing users to see not only
each other's computer screens, but
also each other — in a separate window on the screen.
Audio-graphics technology is surprisingly cost-effective. WorldLinx's
Vis-a-Vis lists for $195 and is available
for both Windows and Apple
Macintosh computers. All you really
need to get started is a copy of the software and a modem for each computer
user who wants to take part in a conference. It requires no additional hardware
add-ons to operate in its basic, dataonly mode — although using the video
capabilities does require an add-on
video board and a camera.
A good companion for audiographics programs is a presentation
graphics program, such as Microsoft
PowerPoint or Aldus Persuasion. This
type of software, normally used to
create business presentations, works
well with audio-graphics programs
because it is based on a "slide-show"
concept. Other useful
software
includes inexpensive screen-grabber
programs that are used to capture
whole-screen images. These are particularly useful for teaching computer
skills courses — you can take screen
snapshots of all the separate steps
involved in a procedure, then incorporate each step as a "slide frame" in the
presentation program.
Of course, the central element of
any course of study is the curriculum
material, or courseware. Developing
effective courseware to take full
advantage of the computer medium is
not simply a matter of throwing your
present curriculum on the computer.
Converting George Brown's courses,
for example, takes about three hours
of development work for each hour of
course instruction, UIM
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1993 CAUBO Quality and P r o d u c t i v i t y Awards

Spirit of Co-operation
Officers on the lookout for portable solutions to everyday problems need look no
further than CAUBO's quality and productivity award winners, who have been recognized for excellence by the Royal Bank and Xerox Canada
BY: RYAN W I L L I A M S
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PLACE

U of M's Faculty Rewards
At the University of Manitoba's 280strong faculty of arts, academic departments and programs have always
fought hard to win staff positions in
the annual competition.
That hasn't changed. But a revolutionary shift in how the competition is
judged has introduced greater equity
in decision making, empowered workers and lifted morale.
Not long ago, the dean of arts used
to be sole judge of the annual staff
vacancy competition. But no more.
The dean now shares that power with
department heads, program directors,
and associate deans.
Every year, nine academic staffers
on average leave the faculty of arts.
Two of those vacancies are set aside
for emergencies or special initiatives
engineered by the faculty, but the
remaining openings are given to the
winners of the intra-departmental
competition.
With the new set-up, department
heads and program directors are not
only contestants, but judges, preparing
their own entries, and later ranking all
applications except their own.
They now have more power in
shaping the direction in which the faculty moves.
Department councils, too, are
reflecting more deeply on program
Fall
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priorities and needs. And, empowered
by the new approach, losing entries
have consistently come back with
stronger applications.
Says dean of arts Raymond Currie:
"Collegiality has not paralyzed decision making but, on the contrary, facilitated and informed the decisions."

SECOND

Canadian Reprography Collective
(CanCopy), which is based in
Toronto — articles are sent electronically via the campus network to the
Docutech for publishing.
In 1993-94, printing-on-demand
generated some $300,000 in new
coursepack sales for McMaster. Yet the
highest praise comes from students.
After all, the average coursepack costs
$13, compared to $25 for used textbooks
and $45 for newly-bound volumes.

PLACE

Printing on Demand
at McMaster
In the 1993-94 academic year, some
270 coursepack titles were printed on
the Xerox Docutech system in
McMaster University's bookstore.
Students were able to purchase
more relevant course material at onethird of the regular textbook price,
coursepacks were printed to sell out
and re-orders took a mere 48 hours.
Thanks to the Docutech system, bookstore net revenue reached $40,000 last
year, and is projected to hit $90,000 in
the 1994-95 academic year.
Using the $100,000 publishing
system, articles can be scanned, edited, stored and printed digitally at 600
dots per inch resolution and 135 pages
per minute. Once copyright clearance
is attained — usually through the university's site license with the

1
THIRD

PLACE

Acadia's Crystal Ball
To help its student union understand
the reasoning behind proposed tuition
hikes of 12,11,9 and 5 per cent respectively over four years, Acadia's management brought out their PC-based
planning model, designed to illustrate
how changes in funding, tuition,
wages, and 28 other variables impact
on the bottom line.
"It projects the cumulative operating deficit or surplus at the end of a
five-year period," says one of the
three men who developed the model,
Acadia's director of financial analysis,
Gary Draper.
"It enables you to look ahead at
decisions and their impact. Its real
value is in 'what if planning. What if
UNIVERSITY
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enrolment declines?' What if there's a
change in government grants?"
The model displays the budget for
the current year and computes the
projections for the next four years. Its
computerized
spreadsheets
give
instant and realistic forecasts that
enable administrators to respond efficiently and quickly in times of crisis.
It even paved the way for a new
deferred maintenance funding plan
for 1994/95.
On campus, the crystal ball has
emerged as an important analytical
tool. The board and senate, various
associations, unions and social groups
all use it to make projections and view
the big picture.
Other institutions and government
departments have also seen its potential. Mount St. Vincent and Mount
Allison wasted no time in developing a
five-year model based on the Acadia
design, and Nova Scotia's Ministry of
Education is hard at work designing a
similar system.

HONOURABLE

MENTION

Concordia's Textbook Service
The Concordia University bookstore's
bold step forward into the computer
age last year has made students step
back and take notice. One awestruck
customer has already proclaimed it
winner of the Nobel Prize for Service.
In 1993 programmers from the
campus computer centre created the
bookstore's textbook inventory system. The technology enables employees to follow up on all outstanding
orders with vendors.
It gives replenishment dates for
all out-of-stock items and, because
the store is electronically linked to
enrolment information, clerks can
order stock based on the projected
demand.
And there's still more to it. The
bookstore
computer
downloads
course information from the registrar's
office. When given an ID number,
clerks can print out a complete booklist for each student. Each printout
tells whether the books are in stock,
and the store location and date they
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will be available.
The technological leap has vastly
improved service and dramatically
reduced costs. Smaller line-ups during the mad September rush now
free up employees to answer telephone and other service requests.
The computerization saved $493,333
for the store in the first year alone,
of which $120,000 in savings is
ongoing.
HONOURABLE
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U of A's Storehouse
of the Future
With overflowing libraries, zero storage space for books and no funds to
build a resource centre, the University
of Alberta was really caught in a bind.
The options — stop buying new
books, discard a million older volumes
or find a cheap storage space — led
them to choose the low-rent alternative. Seven kilometres from campus,
the U of A's newly created Book and
Record Depository (BARD) has been
heralded as "a $3 million solution to a
$70 million problem."
The BARD solves U of A's storage dilemma, has the capacity to
house 3.2 million volumes and boasts
sophisticated security systems to
combat fire, flood and theft. It is a climate-controlled storage facility that
also supports a state-of-the art
retrieval system. The U of A rents the
building from a private sector landlord. It needs only five staffers to
store, track and retrieve books.
Volumes are sorted by size, barcoded, and scanned for easy tracking.
It houses materials that students
check out or use infrequently, but has
a "next-day delivery" policy for book
requests from the main campus, and
offers same-day service for articles
that can be faxed or sent via Internet.
As well, document delivery services
and space rentals will help recover the
cost of creating the depository.
The BARD is also an information
storehouse for Western Canada.
Through an arrangement with 20
regional library partners in the
Edmonton area, the BARD stores

research collections and computer catalogue records from numerous other
research centres.
Students and researchers are the
main beneficiaries, as these deposits
from other libraries may be used to
fulfil inter-library loan requests.

HONOURABLE

MENTION

Re-engineering the U of T
Two years ago, the caretaking services division of University of
Toronto's Facilities and Services
department looked to be in a real mess.
Absenteeism was clocked at 7.1
per cent per employee in 1992.
Frontline workers and students
didn't communicate, links with management were weak and spending
needed to be reined in. Focus groups,
too, barely gave a passing grade to the
division's services.
By 1994, however, re-engineering,
benchmarking, and quality assurance
programs cleaned up the situation.
The 330-worker division has been
scaled down by 38. Managers have
undergone substantial communication
and management training. Input from
workers, such as cries for new equipment, has resulted in immediate action
and improved quality. And 70 caretakers have even enrolled in the latest communication initiative, a twice-weekly
English as a Second Language course
that, as an incentive, gives workers time
off to attend.
As workers' needs were met, so
were the university's. A customized
Huntington Laboratories software
program was brought in that enabled
managers and supervisors to calculate
how many caretakers were required
for each of the 115 buildings.
Night shift duties, it was found,
could be completed just as effectively
by transferring workers to the day
shift. On night shift premiums alone
the university saved $125,000.
In the wake of all these changes,
absenteeism has fallen two per cent,
the department has reduced its budget by 12 per cent and a steady course
has been charted for continuous
improvement, UIM
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Environmental

Audits

Time for Action
F r o m legal and cost-savings viewpoints, environmental m a n a g e m e n t
p r o g r a m s have become imperative, but universities and
m u s t first c o m m i t to policies and objectives

I

colleges

BY JO ANNE SOMMERS

F YOU HAD THE CHANCE TO SAVE

thousands of dollars a year on your
energy, water and office supplies bills,

would you do it? A project under way at
the University of Calgary offers that tantalizing possibility to Canada's cashstrapped universities and colleges.
There's nothing magical about these
savings, says Dr. Dixon Thompson,
Professor of environmental science at
the University of Calgary. They are the
outgrowth of environmental management systems, similar to those used
widely in the business world. The same
forces that drove corporations to adopt
such measures — spiralling costs combined with a more rigorous legislative
environment — are now spurring postsecondary institutions to do likewise.
Dr. Thompson, who has helped a
number of Calgary-based companies to
set up such systems, is co-writing a
book with recent graduate Serena Van
Bakel on the use of environmental management at Canadian universities.
An environmental management system is the structure responsible for
implementing an organization's environmental policies and objectives.
Environment Canada maintains that
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such a system is essential if an organization is serious about meeting its goals.
Environmental awareness is not
new to universities and colleges. Many
campuses boast active conservation and
recycling programs, among other initiatives. But these well-meaning efforts are
often done in isolation and lack the
focus and management support needed
to have a major impact.
The difficulty in implementing
effective environmental management
systems at universities lies largely with
the decentralized nature of the institutions, says Dr. Thompson.
"Because university management is
non-hierarchical, decision-making systems are complex and slow. In the business world, a vice-president for the environment only has to convince the com-

pany president and its board to undertake an environmental initiative. In a
university setting, several vice-presidents must be involved, together with
the faculty, students', staff and deans'
councils, the senate and the board."
Business has also been moved to
action by concerns about environmental
law enforcement and the possibility of
civil liability. The same considerations
are now pressuring universities to adopt
a more proactive approach to environmental management. The internal and
external forces at work include tougher
laws, insurance concerns, financial constraints and growing student activism.
Under the federal Environmental
Protection Act and its provincial counterparts, corporate officers and directors, including deans, vice-presidents,
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presidents and boards of universities, are
increasingly liable for damage that
results from environmental incidents.
Punishments range from heavy fines to
prison sentences.
In a recent newsletter, the Canadian
Universities
Reciprocal
Insurance
Exchange (CURIE) notes that an institution charged with breaching environmental law can successfully defend itself
"if it can show that it took all reasonable
precautions to avoid such a breach. This
is called a due diligence defence." This
defence is most likely to be effective,
says the newsletter, if the institution had
previously established an environmental
management program.
Although no Canadian university has
ever been prosecuted following an environmental incident, it has happened in the
United States. In Britain, there have been
suggestions that government funding to
universities should be tied to the existence
of environmental policies and plans.
"A Canadian business often can't
secure a loan without proof that it has
conducted an environmental audit," Dr.
Thompson says. "The same thing could
happen to our universities."
There are also growing concerns
about the costs of hazardous waste disposal. Universities generate a great variety of hazardous wastes and Dr.
T h o m p s o n predicts that as disposal
costs rise, the departments responsible
for the waste will have to foot the bill.
For instance, administrators might
give the chemistry department a choice of
paying to either dispose of nonreturnable
gas cylinders or buy from a supplier who
recycles the cylinders. By the same token,
departments could adopt a policy of buying smaller quantities of chemicals that
are more in line with their actual needs.
Leftover chemicals could also be sold to
other users, instead of being dumped.
Negative consequences are not the
only forces motivating universities. An
organized approach to recycling, energy
consumption and purchasing can lead to
enormous savings. According to Dr.
Thompson, a university that undertakes a
comprehensive energy management program for the first time should easily be
able to save 25 per cent on its utility
expenditures. The University of Calgary
spent $9 million last year on energy consumption; a full-scale program of energy
management could reduce that bill by
1 6
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The day could come when
environmental audits are a
condition of university financing.
Now's the time to
more than $2 million annually.
There are still some barriers to overcome before all universities commit to
environmental management programs.
These are rooted in inertia and what Dr.
Thompson describes as a "somewhat justifiable resentment. In the past, green ideologues have demanded a lot of costly
and impractical things from administrators, such as eliminating styrene from the
waste stream."
Nevertheless, there is a widespread
recognition of the need for environmental action on campuses across the country. The debate is no longer about
whether to act, but how to proceed.
Success requires a commitment from

prepare
the most senior levels of the administration, through mid-level managers, faculty, staff and students. Environmental
concerns must become an integral part of
the strategic planning process. The plan
must also be practical and business-like.
Administrators should avoid getting
bogged down in details and focus on an
overarching framework for making decisions and taking action.
"The policy statement should simply say, 'we do strategic planning which
includes input on environmental concerns. We have a set of specific environFall
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mental policies which are updated,
revised and re-endorsed by senior management on a yearly basis.' "
Supporting that is a set of policy
statements that specifies what actions
are to be taken, establishes a system of
accountability and sets objectives that
make it possible to track the results.
Ongoing training and education of staff,
students and faculty are essential to
making the plan work. This is especially
true for students, who are a largely transitory population.
"All of our constituents need to be
kept abreast of what we're doing in
order to ensure that programs operate as
effectively as possible and focus on
achievable goals," Dr. Thompson says.
"Education is especially important
because there are so many misinformed
people out there — faculty, students and
the public. We must concentrate our
limited financial resources where they
will have the greatest possible impact."
A genuine commitment from staff
and students can also lead to behavioural changes that result in lower consumption and cost savings. These can be as
simple as turning off the lights when a
room is not in use or keeping room temperatures within a specified range so as
to reduce the use of air conditioners and
heating systems.
As part of its commitment, the university should undertake regular environmental audits. An audit assesses the
organization's management systems,
policies and practices as they affect the
environment and the use of resources. It
looks at the amount of utilities an organization uses as well as the amount of
waste it generates, and investigates alternatives to current patterns, preferring
waste minimization, reuse and recycling
over disposal.

An environmental audit at the
University of Calgary was the impetus
for the book that Dr. Thompson and
Van Bakcl are now producing. The
audit was the subject of Van Bakel's
Master's thesis. At the suggestion of
CAUBO
executive director
Ken
Clements, the two decided to widen the
scope of the project to cover Canadian
universities in general.
The book will be published next year
by the National Round Table as part of
its Series on Sustainable Development.
The Marriott Corporation Canada is
funding the book's printing costs and
C A U B O is handling its distribution to
universities and other interested groups
across the country.
John Douglas, Marriott's vice-president of business development, says the tiein was a natural. Among other things, the
Burlington, Ont.-based company is
responsible for facilities management at
several Canadian universities and colleges.
" N o t only does this project enable

An audit also evaluates routine
management and housekeeping practices and determines whether the organization is complying with all regulatory requirements and related industry
standards. Finally, it creates an action
plan, including a timetable, to correct
any deficiencies.

T

This last phase is important because
it helps to resolve problems, rather than
pointing the finger of blame. Moreover,
says Dr. Thompson, it enables you to
set your own environmental agenda,
rather than having outsiders dictate it.
Fall
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Marriott to make a relatively significant
contribution to universities across the
country, it's also an educational experience for us as a corporation. O u r people
will make it a point to know what's in
the document and how it can be applied
to their areas of responsibility."
The project has also received financial and in-kind support from the
University of Calgary.
Dr. Thompson says there is plenty
of interest and enthusiasm for the project at universities throughout the country. However, he cautions that "it will
be easy to poke holes in the report
because things are changing so quickly
in this area."
N o r is this the final word on the
subject. It is, however, one more step in
an ongoing process that has the potential to decrease the strain on both university budgets and the environment, UIM
Jo Anne Sommers is a Toronto-based
freelance writer

How
to set up a

system
Practical advice for administrators interested in setting up
an environmental management system

o be effective, a system must be comprehensive (campus-wide) and integrate internal environmental programs and practices into a cohesive whole. This is necessary

to ensure self-regulation and compliance with regulatory requirements.
Different sectors of the university community must also be included. The best
option may be a committee that includes broad representation from the university
community and support from an environmental advisor or co-ordinator. The committee and co-ordinator should report to senior management — the vice-presidents
and president or the board of governors.
UNIVERSITY
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Responsibilities must be clearly designated. This facilitates accountability
and effective communication.
Also, it's important to establish a
hierarchy of accountability for environmental matters. Define information and
reporting systems clearly .
A comprehensive environmental
policy is needed to guide decision-making and practices.
Included in the policy guide should
be an overarching philosophy statement
and guidelines or individual policies for
each component (such as energy, solid
waste and purchasing).
Policies should specify the actions
required, the intended outcomes of
actions, and provisions for accountability. Specific codes of practice that apply
to day-to-day responsibilities should be
stated clearly in practice manuals.
Naturally for any plan to work, the
full endorsement and commitment of
senior management must not only be
obtained, but also officially updated on
a regular basis. Such action will help
send a strong message to the rest of the
university community that management
takes the initiative seriously.

E

nvironmental factors need to be
addressed early in the decisionmaking process. Green initiatives
require a long-term outlook in planning,
especially in budget allocations.
Procedures for reporting
Thorough accounting and monitoring
practices are necessary to ensure that an
institution's resources are being used
optimally. Reliable, detailed information leads to more sound and confident
decision-making.
Education and training
Education and training are essential components of any effective environmental
program. If individuals are to be held
accountable, they must understand exactly
how they can meet their responsibilities.
Education programs, therefore, should be
tailored to the specific requirements of an
audience, whether it be staff or management personnel. As well, course content
should be designed to increase the environmental literacy of students.
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Purchasing

Develop and implement "environmental" purchasing guidelines. Stress the
importance of life-cycle costing and
assessment (for example, determine the
cradle-to-grave impact of a substance or
product).

Solid and hazardous waste
Waste management strategies must be
introduced that encompass both solid and
hazardous waste programs, and include
an audit to characterize the waste; waste
minimization program; reuse and recycling program; disposal strategies.

The Advantages of Going Green
The savings are significant and t h e environment is p r o t e c t e d
when universities buy into l e g i t i m a t e green programs

T

WO YEARS AGO, officials at
Ottawa's Carleton University
had a bright idea. They replaced
60,000 common fluorescent light tubes
on campus with electronic units that
produce 20 per cent more light but use
an average of 40 per cent less electricity.
In order to finance the project, the university borrowed $1.6 million; monthly loan payments are $18,000, compared
with energy savings of $23,000.
This is just one example of the conservation initiatives currently underway
on campuses across the country. Such
programs have the potential to significantly reduce the annual $250 million
energy bill at Canada's universities.
Alternatives to waste disposal are a
focus of the energy management program at Dalhousie University in
Halifax. Three years ago, the university created an exchange program for its
surplus chemicals. Initially, chemicals
were exchanged within the university
community; the program has since
expanded to include 18 local institutions, including hospitals, government
research institutes and school boards.
"A lot of material that would otherwise have gone to disposal is now
going to research and teaching labs,"
says Dr. William Louch, director of the
university's Environmental Health and
Safety Office. "One of the big winners
is the undergraduate teaching labs

which can use surplus chemicals from
research facilities very successfully."
Dalhousie's exchange program is
one element of an aggressive management strategy that has reduced the university's disposal costs dramatically.
Instead of paying an independent contractor $70,000 a year to pack chemicals
and ship them out of the province for
disposal, the university now spends
about $20,000. A solvent recovery program and a bulk packing strategy are
other elements of the program.
The University of British Columbia
is considered a leader in the energy
management field. In 1986, the university initiated a one-time conservation
program that cut about $1.4 million
from its energy costs, says Bruce
Gellatly, vice-president, finance and
administration. Significant savings have
continued since then, with the result
that spending on energy is dramatically
lower than it was in the mid-1980s.
UBC is also involved in the Power
Smart program, a B.C. Hydro initiative
offering incentives to organizations
that reduce their energy consumption.
UBC has introduced energy-efficient
lighting in 15 major buildings, with
resulting savings of about $100,000 a
year.
The program is expected to pay for
itself in within four years.
— JOANNE SOMMERS
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Energy
The university energy management plan
should include technical options, behavioural changes and managerial operational changes that look at both energy
supply and consumption.
The plan, which addresses the goal
of energy conservation, must solicit the
active involvement of the entire university community.
Frequent monitoring and collection,
such as regularly reading electricity
meters on each building and reporting
the results, allow the university community to understand the positive impact
of energy conservation.
Environmental auditing
Establish a regular program that:
• Examines an organization's
management systems;
• Determines its compliance with
regulatory requirements;
• Determines conformance with the
organization's own policy and with
related industry standards;
• Evaluates the routine management
and housekeeping practices;

• Creates an action plan to correct
identified deficiencies.

2. On-site activities
• Conduct an opening meeting;
• Prepare an action plan and
presentation;
• Inspect the facility;
• Perform a preliminary evaluation
of the information;
• Conduct an exit meeting.

T

he planning and execution of a
first-time audit is more complex
because of the uncertainty surrounding appropriate audit processes and
objectives and the difficulty in obtaining
and organizing the necessary historical
information. Naturally,
subsequent
audits require only the research of events
since the last audit took place, which, of
course, makes the process much easier.

3. Post-audit activities
• Evaluate audit findings;
• Prepare an action plan and
presentation;
• Review the draft report;
• Write and distribute the
audit report;
• Present the audit results.

Stages of an audit
1. Pre-audit activities
• Affirm the commitment of
senior management;
• Confirm the purpose and
objectives;
• Establish the scope;
• Select audit team members;
• Establish audit methodology;
• Inform facility management about
the audit;
• Review information in
preparation for the site visit;
• Finalize logistics.

These activities, especially in firsttime audits, are rarely performed in a
linear fashion.
Feedback loops are typical at each
stage because the information required
for one step may not be acquired until
later in the process. First-time audits are
also likely to have more feedback loops
between the stages, win
— Jo Anne Sommers
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THINK, OGDEN.
Why is Ogden the most qualified company to manage your college, university, research facility, or museum complex?
Experience!
Ogden's Educational Services group has
years of experience in developing innovative
approaches for meeting the
unique demands of the
academic marketplace.
With services ranging
from specialized programs in training and
preventive maintenance to
cost-effective approaches to
risk management and incentivized financial
programs, Ogden is the management innovator for educational facilities.

Our range of services include: mechanical, custodial and grounds maintenance,
energy management and structural maintenance, power plant and •
co-generation management and maintenance,
biomedical waste handling, and security system design.
You can count on
Ogden, not only to manage your day-to-day
facility needs but to continuously improve
every phase of our operation whenever and
wherever we can. Ogden Services is a $2 billion service company employing 47,000
people around the world.

For a comprehensive evaluation of your
facility needs, call or write in the U.S.:
Ogden Educational Services. Two Pennsylvania Plaza, New York, New York 10121.
1-800-858-0123. In Canada: Ogden Allied
Building Services. 411 Richmond St. East,
Suite 107, Toronto, Ontario M5A 355.
1-800-263-8970.

OGDEN
EDUCATIONAL SERVICES
A New Era of Service Excellence

Enrolment

A N D R E W B E R C Z I IS A M A N W I T H A M I S S I O N : to reshape
the approach to forecasting university enrolment that he believes is
leading Canadian planners down the wrong track.

E

ven though his forecasting
method is based on solid statistical evidence and what he
terms "a reality check," he's up
against the established order. He
knows it won't be easy.
Dr. Berczi, Wilfrid
Laurier
University's vice-president, finance
and administration, believes that planning has been hampered since the seventies by several errors that have led
provincial governments to wrongly
forecast a long-term decrease in university population.
In a paper he presented at the
Canadian Society for the Study of
Higher Education conference in June,
Dr. Berczi made it clear that serious
consequences have arisen from underestimating the numbers in Canadian
universities: governments "changed
directions in their policies and practices of financial support, and developed a long-term view of a shrinking
university student population...in spite
of the obvious facts showing a steady
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BY S U S A N

GRAY

and stable trend of growth in university enrolment." Low enrolment estimates have led to frequent reassessments of financial assistance policies in
every province.
Dr. Berczi seems to relish the controversial nature of his ideas — he
even told the audience he wanted to be
"shocking and somewhat threatening"
with his proposed solutions to the
funding predicament of Canadian universities. While he realizes his proposals pose a serious challenge to the way
many people think, he is convinced of
the rightness of his overall approach
and of the importance of the issue.
Dr. Berczi says planners erred
when they considered the university
population as a demographically closed
system. They based enrolment projections primarily on the 18-to-24 cohort
then at primary and secondary schools,
its high school retention and drop-out
rates, birth and death rates, and therefore did not take sufficient account of
other groups. In technical terms, they
UNIVERSITY
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It takes a special way of thinking
to produce consistent, long-term
performance. One that recognizes
value in unexpected places, long
before most others. For over 50
years Templeton's worldwide stock
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quest for better ways of identifying
bargains have created an outstanding track record and unprecedented
loyalty from pension and endowment clients. We invite you to call
us to explore how the Templeton
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portfolio needs in the areas of global
and international investments.

Templeton
Research and Investment
Management
4 King Street West
P.O. Box 4070, Station A
Toronto, Ontario
M5W1M3
Telephone:
(416)364-4672
Fax(416)364-4708
Please contact:
Donald F. Reed, CFA, CIC
President and Chief Executive Officer

Enrolment r e a l i t y check
focused on the gross, not the net participation rate.
Another factor contributing to
erroneous planning was the assumption that enrolment had reached a
"steady state" and would change very
little into the '90s.
In his paper, Dr. Berczi used both
objective and subjective data to prove
his point. In the first case, he performed
a linear regression analysis on data from
the public domain (for example,
Statistics Canada). The conclusion: student enrolment has grown at an average
of three per cent per year (2.8 per cent
in FTE terms) for the past 23 years.
After employing six sets of figures,
(including the full range of FTE possibilities) for his calculations, Dr. Berczi
says: "Even a conservative estimator
could assume...a well-established trend
line of university enrolment."
If such a trend were to continue
over the next 23 years — and Dr. Berczi
believes it will probably do so, or even
accelerate — enrolment in Canadian
universities would double. Yet he also
seriously doubts Canada's ability to
double the resources for the university
community during that period, hence
the urgency of his message.
he other major component of
Dr.
Berczi's
argument
involves the 30 major qualitative variables "that will collectively generate a continuing growth
pattern of university enrolment in
Canada during the next two decades."
The factors were chosen following an
extensive literature review, as well as
numerous discussions and interviews
with Canadian administrators, faculty,
students and parents.
The wide range of variables considered include: a steadily increasing
retention rate; more stringent educational requirements for the labour
force; and the fact that the U.S. trend
toward a greater participation rate in
higher education should influence
events in Canada. Other factors
include an expected rise in numbers
from groups traditionally denied
equal access to university — such as
the physically challenged and aborigi-
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nal peoples — and the growing recognition that the industrialized world
must invest more in "real wealth creation, namely, in a 'value-added' activity that creates re-employment of
human resources."
If we accept that a three per cent
growth rate is inevitable and that
resources will not keep pace, something must be done to fill in the gap.
Dr. Berczi's proposal is the 3-R
approach which is gaining support in
the private sector: Re-engineering,
Restructuring and Rightsizing.
Many may balk at the idea of
embracing such methods in academia,
but, for Dr. Berczi: "At the end of the
day, (universities) are in the higher
education delivery service business
within the knowledge industry." He
offers a comparable example in the
hospital sector, which is in the process
of "re-engineering" along the lines-of
the recent bestseller Re engineering the
Corporation, by Michael Hammer and
James Champy. For Hammer and
Champy, re-engineering is a "fundamental rethinking and radical redesign
of business processes to achieve dramatic improvements in critical, con-

temporary measures of performance."
Once an organization has completed
this, the first R, it moves on to restructuring. As it becomes obvious which
processes need more resources devoted to them, and which ones need less,
rightsizing is attempted.
Institutions adopting a strategy
based on the 3 Rs would have to engage
in substantial "goal adjustments." One
of the most challenging, says Dr.
Berczi, might be the need for universities to recognize that they are learning
centres, as opposed to teaching centres.
This shift in focus would mean a shared
responsibility for learning on the part
of students, faculty and staff; it also
means a variety of learning methods
must be available, from labour-intensive classroom teaching to less labourintensive electronic media methods.
Another contentious proposal
involves contracting out, or privatizing, many non-academic support functions. Privatizing would potentially
increase the efficiency of these services.
It would also permit academics to concentrate on the university's traditional
activities: teaching, research, and community service, writes Dr. Berczi. UIM

THE KEYS T O EXCELLENCE
ServiceMaster Management Support Services
provides the "Keys to Excellence"
that administrators rely on to reach their goals:
quality and cost-containment.
Our management support programs include:
• Custodial
• Plant Operations and Maintenance
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Call ServiceMaster today,
and unlock the door to excellence.
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Management Services
1-800-263 5928
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Risk
e-mail

to earthquakes,

CURIE's g o t it

covered

Mar
anapement
U

NIVERSITIES AND COLLEGES can be considered wildly risky places. The

ordinary risks include fires and floods on campus, students falling on

sidewalks and tripping on stairs. Then there arc drinking parties that

turn into brawls and student pranks that result in injuries. At the leading
edge of creative litigation, there is defamatory e-mail on university com-

puter networks. Throw in gender discrimination in employment and promotion, medical discoveries that go haywire and hurt patients, and sexual
assault. The list of what can happen on a campus or be done by a student
or employee of a university is endless.

Managing the grief and containing
the cost of claims against universities is
CURIE, the Canadian Universities
Reciprocal
Insurance
Exchange.
Located in Oakville, O n t , it's headed
by Keith Shakespeare, an insurance
expert with wide experience in the business of property and casualty coverage.
Modelled on self-insurance pools
that have been used by municipalities
and non-profit organizations like hospitals, CURIE got its start in the
insurance crunch of the mid-'80s
when, faced with claims racing ahead
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BY ANDREW ALLENTUCK

of income, insurers started reducing on
the coverage they would sell.
"In 1985 and 1986, the insurance
industry was cutting back on its coverage,"
says Shakespeare. "Universities found they
just could not get policies for things like
contact sports. It got so bad that football
teams had to play touch rather than tackle.
So the universities got together and put
CURIE together. We were in business on
January. 1 1988."
It has been a considerable success.
CURIE I, a pool with 42 member universities, has returned $4 million to participants
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out of $25 million paid in premiums.
CURIE II, says Shakespeare, has 45
participating universities.
Controlling calamity

Buried in the claims records of
CURIE are cases that vary from routine slips to heartbreaking injuries. A
short list from CURIE's June 30,
1994, management report includes
these cases:
• At St. Thomas University, a
woman who slipped on a sidewalk
may have suffered neurological damage. Her claim for more than $400,000
is being contested by CURIE;
• More unusual is the case of a
UBC student who, leaving a university pub in an inebriated state, crossed a
soccer field and grabbed a goal post.
The pole fell down, hit the student's
face and caused severe injury. A court
found for the university, but the case
may be appealed;
• Tragic is the only word for the
case of a 19-year-old student who
dove into a mud puddle during orientation week at McMaster University.
Landing on his face, he broke his neck
and was rendered a quadriplegic.
CURIE settled the case for $875,000;
• Senseless death resulted at York
University when a student walked
into a glass door at a campus residence. The glass of the door shattered
and a shard severed a major artery,
causing the student to bleed to death
on the residence floor.
Universities become defendants in
cases that would not normally be litigated, suggests Shakespeare, because
they typically have a duty of care
above that of an ordinary landlord.
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"A university is not a bystander when
it comes to looking after students," he
says. "It has to maintain a safe environment, especially when the students
are young and perhaps are away from
home for the first time."
Reasonable care of students and an
understanding of the risks they face
are accepted duties. But there are new
areas of litigation that worry administrators, says Ken Clements, executive
director of the Canadian Association
of University Business Officers.
EYOND

B

THE

ORDINARY

harms that befall students
and employees are the new
areas of litigation and financial risk. At the CAUBO
annual meeting in June, 1992, Wayne
Thistle, legal counsel and vice-president, administration and finance, at
Memorial University, said new cases
raised concerns such as:
• Whether university decisions on
admission and readmission and evaluations may be challenged in court;
• Whether universities are liable
for scientific fraud arising out of drug
testing experiments;
• Whether there exists liability of a
university for unauthorized and
improper actions by its employees;
• How a university can maintain
privacy in washrooms while ensuring
that sexual acts committed in such
places do not harm people.
Beyond even these problems are
legal novelties such as claims for
unemployment by students receiving
degrees but unable to find work,
claims for failure to educate, and
numerous discrimination cases filed

under the Charter of Rights and
Freedoms by law students.
Says Shakespeare: "We get a lot of
these from law students who sue their
own universities. They have all the
time in the world and they think it's
fun. On the other hand, regardless of
what we think of their claims, we have
to defend ourselves against them."
Preparing for the inevitable

There is nothing trivial about the
exposure universities have to major
disasters. Canadian universities are
exposed to windstorms, floods, earthquakes, fires, explosions, hailstorms,
collapse of buildings, even mass poisonings, bombings and toxic gas
releases. Some catastrophes are unlikely to happen in Canada, such as the
June, 1993, wild elephant rampage that
killed 24 villagers in Vietnam. Be
grateful for small blessings.
In addition to the ordinary risk of
exposure to hail and tornado damage
on the prairies, and windstorm and
flood in much of central Canada, there
are special risks in a few areas. Once
every 50 years, the coast of British
Columbia is exposed to the risk of
earthquakes measuring as high as eight
on the Richter scale. Two areas of central Canada — one just north and east
of Quebec City, the other between
Ottawa and Montreal — have similar
exposure to intense quakes. Because
CURIE has no exposure in Quebec,
quakes in that province would not
directly affect it.
The effects B.C. would suffer are
described in "A Study of the Economic
Impact of a Severe Earthquake in the
Lower Mainland of British Columbia,"
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a document prepared by professor
Peter Nemetz for the Munich
Reinsurance Company of Canada.
The study estimates total direct and
indirect losses of $14.3 billion to $32.1
billion. Major university buildings
would not be spared. A major quake,
says Shakespeare, could eat up the
$650 million worth of earthquake coverage CURIE provides in B.C. As a
result, insurers, including CURIE, are
now urging their clients to make
structural modifications to buildings
and to prepare disaster plans for the
quakes to come.
Henri Koza, an engineer specializing in control of earthquake damage to
buildings, is an associate of EQE
International, a San Francisco-based
firm. Speaking at the CURIE
University
and
College
Risk
Management Meeting in Winnipeg on
Sept. 10, he pointed out that siting and
design of buildings to avoid and minimize movement of structures can
solve much of the problem. Even old,
unreinforced masonry buildings can
be structurally toughened. Such work
is not cheap, but it can drastically
reduce damage and allow buildings to
return to full operation quickly.
Damage control is not just for
earthquakes. At the CURIE conference, representatives from McMaster
University showed how they attempt
to monitor and control events, from
low-risk affairs that involve little
physical movement and no alcohol to
high-risk activities like pub crawls
that involve both. McMaster asks participants in sports events, cultural
events and activities involving alcohol
to sign waivers of claim for injury,

death or loss of property. A "Welcome
Week Manual" mentions that students
should not violate laws pertaining to
liquor and trespassing and should not
violate the Criminal Code of Canada.
It's bureaucratic, but the effect of all
this is clearly to minimize the liability
of McMaster, says environmental
health and safety director Len Hong.
Student pranks arc preventable.
Natural disasters are not. But planning
and damage control make a huge difference in the chaos and costs of even
the most calamitous of natural events.
Andrew, the August 24, 1992, hurricane that cost insurers nearly US$18
billion, would have caused less than
US$4 billion in losses had building
codes been enforced, said Richard
Ilomaki, a loss specialist with
Allendale Insurance.
Loss prevention begins with risk
assessment, says Ilomaki, then
requires pre-event planning and coordination. The university official in
charge should assemble the damage
assessment team of engineers, suppliers, phone and electric utility representatives, cleaning companies, contractors, insurance adjusters and
police officials.
Then he or she should determine
what is at risk and eliminate such
obvious and needless risks as vital
paper records stored at floor level in
basements. Universities should: isolate
vital electrical circuits and transformers, phone switches and computers
within walled-off cells if they are at
ground level; prepare sandbagging
centres; and, above all, distribute diagrams of where the vital equipment
and recovery gear are stored and

ensure that responsible personnel
know what to do.
Advance planning for expectable
chaos is more than paperwork.
Ilomaki advised putting contractors
able to do damage control work on
retainer in order to ensure that they
give priority to the university after the
disaster. This could, he said, involve a
surcharge of one-to-three per cent of
their contract price. These contractors
can be worked into disaster plan budgets by having them manage precautionary functions such as preparing
tie-downs for windstorms, building
the retainer walls for floods, visiting
and inspecting utility control valves
and circuits, and meeting with the
people they will work with after the
disaster. As well, it's advisable to talk
to fire and flood cleanup companies
like Servicemaster and to windowboarding firms. Introductions are best
done in the calm of pre-event planning, not in the haste of emergencies.

A

characteristic Canadian
disaster involves extreme
cold. Prolonged cold at
-20C, says Bruce W.
Gilder, chief engineer for
IAO Commercial & Residential Risk
Services, is a greater problem than brief
bursts of -40C weather. It all depends
on the temperatures for which buildings are designed.
Factory Mutual Insurance, notes
Ilomaki, has prepared lists of things
to do to prevent cold weather losses.
Many suggestions are obvious: insulate outdoor pipes; put heating tapes
on pipes that may freeze; change
hydraulic fluids to lighter viscosities;
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monitor building temperatures and
have fire-safe backup heaters to supplement building heat. What is not
obvious, he stressed, is that when a
fairly benign climate, such as coastal
B.C.'s, suffers moderate cold at -IOC
for a long period, greater harm can
result than when Manitoba is hit
with -40C, which is expected.

Risks a n d Returns

In the struggle to meet budgets and
payrolls, contingency planning gets
short shrift. It is, of course, easy
enough to tell students not to body
surf (the passing of people above the
heads of crowds) during orientation
week. It is another to re-engineer and
rebuild structures to withstand wind-
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FOR HIGHER EDUCATION
AsLS a college or university ones. We advise on a full range
administrator, you must strike a
balance between the needs of
students, funding limitations,
and your own goals as an
educational leader. At KPMG,
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NEW T H I N K I N G We work with institutions
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develop new information
systems — or renew existing
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of human resources issues. We
help university and college
boards improve their governance
policies and procedures.

STRIKTNGTHE BALANCET
Let KPMG find balanced
solutions for your institution.
Call Jorma Larton, chair of
KPMG's Higher Education
Practice Group, at (705) 6758500. Or contact your local
KPMG office.

storms and hurricanes.
Keith Shakespeare sees CURIE's
role as more than a cashier when disaster strikes. "We have to be pro-active
in risk management," he explains. "We
believe it is money well spent. If, as a
California brewery found, a $75-million expenditure on
structural
improvements lets a business operate
after being hit by a major quake and so
saves as much as $750 million in
expense and potentially lost sales, we
think it is a good deal."
Damage control begins not after
the fact, but before it happens. It starts
at avoidance. Some risks, such as a
large airliner crashing on a building,
are so remote that they need only concern laboratories storing substances
that can wipe out masses of people.
On the other hand, earthquakes in
B.C. are now in the category of probable events and preparation is merely
good sense.
The scale and cost of risk anticipation that a university can afford are
questions of priority and budget.
Lacking of planning for the accidents
and disasters could fall into the same
category of negligence as not having fire
extinguishers and exit signs in hallways.
Within many buildings are hidden
risks, stresses Gilder. "We find that
damage tends to be in roofs that were
not properly built, pipes that are near
the cold exterior of buildings rather
than in the warm core, structural
members not anchored properly, and
walls that do not have the reinforcement they should."
Koza adds that political interests
may retard the updating of building
codes. Thus there is a courage component in risk management. Where a
building code is archaic, mere compliance is not enough. Bringing a
structure up to code may satisfy an
insurer. But officials must ask themselves if, once they know of risks
and what harm they may cause,
nominal adherence to codes is good
management.
Active risk intervention is being practiced and encouraged by CURIE. The
reward is that premiums paid by institutions should decline as losses diminish.
Management of risk should therefore be
considered, Shakespeare suggests, not as a
cost but as an investment, UIM
U N I V E R S I T Y
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totale de la qualite:

une legon
L'Ecole Polytechnique

d'humilite

de Montreal

se joint au mouvement QQ

QOSllOil

totale de la qualite en milieu

PAR L O U I S E

P

as evidente Padoption en milieu
universitaire des principes de la
gestion totale de la qualite.
Demandez-lc au professeur Bernard
Clement de l'Ecole Polytechnique de
Montreal, conseiller qualite aupres du
directeur general Andre Bazergui.
"Vous arrivez trop tot, confesse-t-il.
Nous n'avons pas encore beaucoup de
resultats concrets a montrer."
L'Ecole s'est lancee dans cette
grande aventure en 1992, faisant de la
gestion totale de la qualite le theme de
1'assemblee annuelle reunissant les
directeurs des onze departements et
des seize services. On avait invite pour
les besoins de la cause les professeurs
Joseph Kelada des Hautes Etudes
Commerciales et Wayne Andrews de
l'Universite East Tennessee.
La demarche beneficiait en plus de
Pappui d'lBM Canada, rompu a ces
pratiques (IBM subventionne les universites americaines qui adoptent les
principes de gestion de la qualite).
Bernard Clement est statisticien et
s'interesse a la gestion de la qualite
depuis un bon moment deja. Recrute
par IBM en 1984, c'est un regulier du
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forum T Q M sur Internet ou se reunissent de 700 a 800 representants d'universites et d'entreprises impliquees
dans une telle demarche.
A ceux qui considerent que les
statisticiens n'ont rien a faire dans les
chasses gardees de la haute gestion, il
replique que le pere de la gestion
totale de la qualite, l'Americain
Deming, etait lui-meme statisticien
de formation.
Bernard Clement et les grands
maitres d'IBM Canada se donnaient
tout au plus huit mois pour mener a
bien les trois phases du projet: analyse
des besoins, planification et implantation. "Totalement irrealiste", peut-il
dire maintenant, avouant que cet exercice difficile lui a beaucoup appris.
"La redaction du plan qualite a ete
particulierement eprouvante, admet-il,
car il fallait Pintegrer en douceur a un
plan d'orientation deja approuve."
La demarche du I'ecole

Tout
commenca
pour
l'Ecole
Polytechnique avec une consultation
tant a l'interne qu'a l'externe, mettant

universitaire

A. LEGAULT

dans lc coup les associations de professeurs et de cadres, ainsi que les trois
syndicats en place. Le projet de l'Ecole
Polytechnique se distingue du fait
qu'il touche a la fois aux prerogatives
academiques et administratives, ce qui
complique d'autant les choses.
L'equipe a aussi consulte les membres du conseil d'administration, des
representants de la grande entreprise,
pour la plupart, ainsi que des dirigeants
d'entreprises qui embauchent des finissants de Polytechnique.
"Nous avons ete quelque pcu surpris de l'accueil reserve a cet exercice,
admet Louise Vaillancourt-Chatillon,
directrice des services administratifs.
C'etait un peu comme ouvrir la fameuse
boite de Pandore.
L'exercice a cependant ete tres positif; il a permis de ventiler des recriminations. Il nous faut maintenant entretenir
le dialogue afin de ne pas laisser tomber
les attentes que nous avons suscitees."
Du cote de l'entreprise, le message
ne pouvait etre plus clair: l'Ecole
Polytechnique devait se mettre au diapason du milieu des affaires en formant ses diplomes a la gestion totale
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de la qualite et en en adoptant ellememe les principes (des l'automne 93,
l'Ecole ajoutait au programme de baccalaureat une orientation thematique
douze credits sur la qualite).
II faut
noter
que
l'Ecole
Polytechnique fait face a une concurrence de plus en plus forte et que ses
diplomes ont a jouer des coudes pour
percer sur le marche du travail.
Ce premier rapport fourmillait de
recommandations, beaucoup trop en fait.
Afin de completer la portion analytique
du projet, on procedait en juin 93 a une
session de planification organisationnelle
ou le qualimetre de Malcolm Baldridge
fut mis a contribution afin de mieux identifier les points faibles (les resultats serviront de point de reference afin de mesurer l'evolution du projet au fil des ans).
L'exercice a permis de degager cinq
grands axes d'intervention, les cinq
groupes de travail correspondants
menant leurs travaux parallelement a
l'elaboration du plan afin d'accelerer le
processus de renouvellement et de pouvoir montrer des resultats concrets pour
tous ces efforts.
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Quelques resultats

Un premier groupe, qui se penchait sur
le recrutement des etudiants, a deja
remis son rapport, qui a d'ailleurs mene
a la creation d'un poste de coordonnateur
au
recrutement.
Madame
Vaillancourt-Chatillon explique: "On
observe a travers le milieu universitaire
une baisse de clientele. Nous cherchons
a conserver notre part de marche des
etudiants tres forts."
Un second groupe etudie le processus de conception de programmes.
"Dans notre domaine, nous devons
pouvoir reagir rapidement afin de
repondre aux besoins que suscitent les
nouvelles technologies et ainsi pouvoir
occuper des creneaux strategiques,"
explique Bernard Clement.
Un troisieme groupe s'est attele a la
tache de developper des donnees institutionnelles qui puissent eventuellement
servir a des activites de "benchmarking".
Autres priorites: la mobilisation du personnel, le leadership et les styles de gestion.
"L'Ecole a grandi tres vite ces
derniers temps, consentant un effort

majeur au chapitre de la recherche. Nous
devons nous assurer que tout le monde
pousse bien dans la meme direction et
que les grandes orientations de notre
demarche demeurent a l'esprit de tous."
Qu'est-ce que Bernard Clement
aurait fait differemment avec le benefice de l'experience? "J'aurais insiste
tout de suite sur la formation afin que
toutes les personnes impliquees parlent le meme langage et se familiarisent
avec ces nouveaux outils de gestion."
C'est d'ailleurs une des priorites qu'il
a identifiers pour l'annee prochaine et
soumises a l'approbation du comites
de coordination.
II a d'ailleurs produit un lexique
de la terminologic propre au domaine,
de meme qu'un Guide des outils de la
qualite et un Guide methodologique
du travail en equipe. Afin de seconder
la demarche des groupes de travail, il a
defini les roles des parrain, chef et
membres d'equipe, jusqu'a celui du
conseiller qualite! UIM
Louise Legault est une journaliste
de Montreal.
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Stadium entrepreneurs

T

!
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Western S

he University of British Columbia has
found it pays to get into show business. By simply defining its athletic and
recreational facilities as ancillary units, the
university cleared the way for new uses
and new revenues for Thunderbird
Stadium, which was traditionally used only
for sports events from August to April.
Market research showed the entertainment industry was moving many
events out of doors, so in 1992 the stadium hosted two summer concerts, which
drew more than 57,000 people and gener-

ated more than $1 million in gate receipts.
In 1993, two more concerts took in
$800,000. Net income to the stadium for
the two years has been $157,810, and
other units such as parking services have
seen new income as well.
In both years Thunderbird Stadium
was ranked among the world's top 10grossing stadiums of its size by the trade
magazine Amusement Business. Because
of the planning and logistics involved, the
stadium has agreed to limit the events to
two a year.

big show

L

ooking for a better way to make contact with local businesses and suppliers, the
University of Western Ontario held a "reverse trade show." The four-hour show
attracted representatives from more than 400 businesses, many more than Western
officials could have contacted through individual visits. The City of London,
Fanshawe College, Western's affiliated colleges, the John P. Robarts Research
Institute and the four London hospitals also took part, fostering co-operative ventures among the institutions. The event generated a valuable database of supplier
contacts that will be an important tool in the institutions' sourcing process.

Computer store thinks big

D

alhousie University's Personal Computer
Purchase Centre (PCPC) has taken a leaf
from the big retailers' book by staging its own
warehouse sale.
The campus microcomputer store was
faced with a need to boost personal sales in
order to cover its costs, since budget cutbacks had affected institutional sales. But
its 1,200-square-foot space and its small
staff were inadequate to generate the business needed. So it organized a warehouse sale
to capitalize on the heavy demand during the SeptemberOctober period.
Two sales were held, one in Dalhousie's Student Union building and one at
Acadia University, with suppliers staffing vendor booths and PCPC collecting the
payments. The results: the store sold $800,000 worth of computers during the
event, without risk, and covered most of the costs from charges to the suppliers.
Gross profits from the sale were almost $80,000.
3 4
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Conference
nerve centre

T

he University of Manitoba is
offering one-stop shopping to
groups wanting to hold meetings
and conferences on campus.
Instead of dealing with three different departments, groups now
deal with the new special functions department that handles all
the arrangements, from food to
rooms to audio-visual facilities.
The five-person department is
designed to break even, and
derives much of its budget from a
commission charged to departments that make money from the
events. And a new software package allows it to sell registration
services to conference organizers.
With a $200,000 budget, the
special functions department generated more than $1 million in
revenues last year. And the university says the other departments
are happy with the change despite
having to pay the commissions.
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