
 
Board of Trustees 

  
Finance, Facilities & Technology Committee 

  
April 9, 2021 from 9:00 am to 11:00 pm 

Via Zoom 
  

The public is invited to view the meeting on YouTube.  The link to the Board of Trustees 
YouTube page can be found the Board website:  https://www.maine.edu/board-of-trustees/ 

  
AGENDA 

  
9:00am – 9:30am 
            TAB 1              Gordian (Sightlines) Data 
  
9:30am – 10:15am 

TAB 2              FY2022 Budget Updates/Changes 
  
  
10:15am – 11:00am        EXECUTIVE SESSION 

The Finance, Facilities & Technology Committee will enter Executive Session under 

the provision of: 1 MRSA Section 405 6-C. 
  

  
  
  
   
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
  
   
Action items within the Committee purview are noted in green. 
Items for Committee decisions and recommendations are noted in red. 

Note: Times are estimated based upon the anticipated length for presentation or discussion of a particular topic.   
An item may be brought up earlier or the order of items changed for effective deliberation of matters before the Committee. 
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3/29/2021

University of Maine System
Board of Trustees

AGENDA ITEM SUMMARY

NAME OF ITEM: Gordian (Sightlines) Data 

INITIATED BY: James O. Donnelly, Chair

BOARD INFORMATION: X BOARD ACTION:

BOARD POLICY:

UNIFIED ACCREDITATION CONNECTION:
N/A

BACKGROUND:

Vice Chancellor Ryan Low will give a brief presentation of Gordian (Sightlines) data from the 
most recent annual report for UMS.
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The University of Maine System
FY20 Return on Physical Assets
Final Presentation
March 3, 2021
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Gordian and Sightlines
Owners of the largest verified facilities database in higher education

52,200
Campus Buildings across 
North America

$13.2B
In capital and operational 

budgets currently being 
tracked 

1.5B
Gross Square Feet of 
campus space  

Sightlines members serve over 20% of US College Enrollment

450+
Unique Campuses in 42 

states and 5 Canadian 
Provinces  

© 2020 Sightlines LLC, All Rights Reserved.
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Vocabulary for Return on Physical Assets (ROPA)

Asset 
Reinvestment

The accumulation of 
repair and 
modernization needs 
and the definition of 
resource capacity to 
correct them 
“Catch-Up Costs”

Operational
Effectiveness

The effectiveness of 
the facilities 
operating budget, 
staffing, supervision, 
and energy 
management.

Annual 
Stewardship

The annual 
investment needed 
to ensure buildings 
will properly 
perform and reach 
their useful life 
“Keep-Up Costs”.

Service

The measure of 
service process, the 
maintenance quality 
of space and systems, 
and the customers 
opinion of service 
delivery.

Asset Value Change Operations Success

The annual 
investment needed 
to ensure buildings 
will properly perform 
and reach their 
useful life.

The accumulation of 
repair and 
modernization needs 
and the definition of 
resource capacity to 
correct them.

The effectiveness of 
the facilities 
operating budget, 
staffing, supervision, 
and energy 
management.

The measure of 
service process, the 
maintenance quality 
of space and systems, 
and the customers 
opinion of service 
delivery.

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Vocabulary for Return on Physical Assets (ROPA)

Asset 
Reinvestment

The accumulation of 
repair and 
modernization needs 
and the definition of 
resource capacity to 
correct them 
“Catch-Up Costs”

Operational
Effectiveness

The effectiveness of 
the facilities 
operating budget, 
staffing, supervision, 
and energy 
management.

Annual 
Stewardship

The annual 
investment needed 
to ensure buildings 
will properly 
perform and reach 
their useful life 
“Keep-Up Costs”.

Service

The measure of 
service process, the 
maintenance quality 
of space and systems, 
and the customers 
opinion of service 
delivery.

Asset Value Change Operations Success

Operating Budget
Planned 
Maintenance

Funded Depreciation

State Funding
University Revenue
Campus Capital 
Accounts
Bonds, Grants, Gifts

Facilities Operating 
Budget

Staffing and 
Supervision

Energy Cost and 
Consumption

Work Order Process 
Analysis

Campus Inspection

Customer Satisfaction 
Survey

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Space

CapitalOperations

Integrated Campus Stewardship

© 2020 The Gordian Group, Inc. All Rights Reserved.5

• FY2020 GSF and density are commensurate with FY2019 data.

• Space continues to age.  Over the next 10 years the UMS will face dual waves of 
life cycles coming due.

• Capital investment into existing space to keep up with these lifecycles, despite 
increasing in FY20 is not able to slow the aging process of System assets.

• Energy consumption decreased across the UMS as campuses shuttered due to 
COVID-19.

• Service process improves with AIM.  Opportunities to increase communication to 
customers and campus use of reporting exists. 

Throughout the presentation UMS will be compared to the Gordian Public Higher Ed. Database Average for FY20. This subset of the database includes institutions like 
the University of Massachusetts, University of New Hampshire, University of Iowa, University of New Mexico and University of Washington.
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Space Profile

6 © 2020 The Gordian Group, Inc. All Rights Reserved.
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UMS GSF Holds Steady in FY2020

8,863,781 8,657,689 
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© 2020 The Gordian Group, Inc. All Rights Reserved.
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Does not take into account reductions in occupancy due to 
remote teaching, learning and work in the spring and 
summer.

10

FY20 Student Enrollment Similar to FY19
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Student enrollment has decreased 11% since FY06

Enrollment information comes from the Fall 2019 System Enrollment Report
© 2020 The Gordian Group, Inc. All Rights Reserved.

Density Affects:

Wear and Tear of Facilities
High traffic and space usage result in earlier

lifecycle replacement.

Material and Supplies
Material and supply demand influenced by 

how often the space is used.

Staffing Levels
More space will require more staff to 

clean/maintain space to meet facility standards.

Density: Measures number of users per 100,000 GSF
Users include all student, faculty and staff FTEs
Measures campus building usage on a daily basis
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Density Across the Maine System Decreases 
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Density has decreased to 329 users/100K GSF in FY20

© 2020 The Gordian Group, Inc. All Rights Reserved.

Density Affects:

Wear and Tear of Facilities
High traffic and space usage result in earlier

lifecycle replacement.

Material and Supplies
Material and supply demand influenced by 

how often the space is used.

Staffing Levels
More space will require more staff to 

clean/maintain space to meet facility standards.

Density: Measures number of users per 100,000 GSF
Users include all student, faculty and staff FTEs
Measures campus building usage on a daily basis

Does not take into account reductions in occupancy due to 
remote teaching, learning and work in the spring and 
summer.
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Density Across the System is Variable
UMA is only institution above Sightlines’ public-school average
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© 2020 The Gordian Group, Inc. All Rights Reserved.

Density Affects:

Wear and Tear of Facilities
High traffic and space usage result in sooner 

lifecycle replacement.

Material and Supplies
Material and supply demand influenced by 

how often the space is used.

Staffing Levels
More space will require more staff to 

clean/maintain space to meet facility standards.

Density: Measures number of users per 100,000 GSF
Users include all student, faculty and staff FTEs
Measures campus building usage on a daily basis
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National Construction Trending in Higher Education
Funding sources should be allocated based on age and condition of the buildings
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 Sightlines Database- Construction Age

Pre-War
Post-War

Modern

Complex

Built 1951 - 1975
• Lower quality 
• Needs more repairs 

& renovation
1975 - 1990
• Quick flash 

construction
• Low quality 

components

Built post-1991
• Technically complex
• Higher quality
• More expensive to maintain

or repair

Built pre-1951
• Durable construction
• Older but lasts longer

© 2020 The Gordian Group, Inc. All Rights Reserved.
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52% of Space Built in Post-War and Modern Eras
Funding sources should be allocated based on age and condition of the buildings
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 Sightlines Database- Construction Age  UMS Construction Age

Pre-War
Post-War

Modern

Complex

Built 1951 - 1975
• Lower quality 
• Needs more repairs 

& renovation
1975 - 1990
• Quick flash 

construction
• Low quality 

components

Built post-1991
• Technically complex
• Higher quality
• More expensive to maintain

or repair

Built pre-1951
• Durable construction
• Older but lasts longer

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Future Forecast Determined by Life Cycle Models

0%

10%

20%

30%

40%

50%

60%

70%

80%

%
 o

f S
qu

ar
e 

Fo
ot

ag
e

Wave 1: 1960-1980 
44% of total GSF

Wave 2: 1995-2015
24% of total GSF

System Life Cycle

Roofing 25 years

Electrical 25 years

Exteriors 30 years

HVAC 30 years

Plumbing 35 years

Wave 1
Lifecycles

Wave 2
Lifecycles

16 © 2020 Sightlines, LLC. All Rights Reserved.
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Maine System Continues to Age Over Time 
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Percent of GSF Over 50 Increases to 53% in FY20

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Space Over 50 is Growing
Space Over 50 Years Old has grown 25% since FY06

18

Buildings Under 10
Little work. “Honeymoon” period.

Low Risk

Buildings 10 to 25
Short life-cycle needs; primarily space 

renewal.
Medium Risk

Buildings 25 to 50
Major envelope and mechanical life cycles come 

due. Functional obsolescence prevalent.
Higher Risk

Buildings Over 50
Life cycles of major building components are past due.  

Failures are possible. Core modernization cycles are missed.
Highest risk
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70% of Space Drives Investment Needs at UMS
Buildings over 25 years old require increased capital and operational demands

19

17% 19%
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11%
15%
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High Risk

10 to 
25

25 to 
50

Focus on PM:
Significant need for 

PM in young systems.

Low Risk:
“Honeymoon” period –

little need for capital 
reinvestment.

Medium Risk:
Lower cost space 
renewal updates 

needed.  

Higher Risk:
Life Cycles coming due 

in core building 
components. 

React as Needed:
Issues in components 
past the end of their 

lifecycles will demand 
reactive maintenance.

Highest Risk:
Life cycles of major 

components past due 
– end of building life 
cycle approaching.

Operational Demands: Capital Risk:

Under 
10

Over 
50

Balance PM and 
Reactive Maintenance:

Younger components 
still require PM.

Aging components 
require reactive 
maintenance. 

© 2020 The Gordian Group, Inc. All Rights Reserved.
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© 2019 Sightlines, LLC. All Rights Reserved.20

UMS’ Age Profile is Older Than Public Institutions 
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Capital Needs
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Public Institutions Operate With 23% Less High-Risk Space 
UMS increases High Risk space YOY as Higher Ed Public decreases from FY19 to FY20

UMaine System Higher Ed. Public

© 2020 The Gordian Group, Inc. All Rights Reserved.
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28% 27% 27% 28%
32% 33% 34%

39% 38%
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60% of Space Will be Over 50 Years Old by FY25
Plan now for major life cycle replacements in these buildings

*FY25 is calculated as campus is today, with no changes to the space profile
© 2020 The Gordian Group, Inc. All Rights Reserved.
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Residential Space Has Largest Amount of Space Over 50
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High Risk Profile Above 50% At All Campuses
UMPI, UM, UMM, and UMF have the highest risk based on age profile over 25 years old
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Construction Age vs. Renovation Age by Campus
UMA has offset its age the most through renovations: 21 Years
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Strategies to Reduce % of 
Space Over 45
Renovations and Removal of Buildings from the Inventory

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Over 45 Template Distributed to Every Institution
Sample taken from UMS

27

Assessment of Space for all buildings over 45 years old in Renovation Age
• What is the utilization of the space?
• What is the condition?

Determine if the building is a candidate for major renovation or removal from 
inventory.

© 2020 The Gordian Group, Inc. All Rights Reserved.

1.1Special Finance, Facilities, & Technology Committee Meeting - Gordian (Sightlines) Data

62



Total Maine System Findings
Comparing condition with utilization across the system

28

551,774 10,989

High

Low

Poor to Fair Good to ExcellentCondition of Buildings

U
tilization Rate

3,826,659

708,774 8,474

443,659

Building vs. Utilization

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Candidates for Potential Renovation
Comparing condition with utilization across the system

29

551,774 10,989

High

Low

Poor to Fair Good to ExcellentCondition of Buildings

U
tilization Rate

3,826,659

708,774 8,474

443,659

Building vs. Utilization

USM – Bailey Hall
UM – Fogler Library

USM – Upton-Hastings Hall

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Candidates for Potential Renovation
All buildings broken out by campus (High Utilization, Poor & Fair Condition)

UM (2,067,763 GSF)

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Candidates for Potential Renovation
All buildings broken out by campus (High Utilization, Poor & Fair Condition)

UMA (41,378 GSF)

UMF (455,282 GSF)

UMM (170,445 GSF)

UMFK (103,492 GSF)

USM (840,834 GSF)

UMPI (147,465 GSF)

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Potential Candidates for Removal
Comparing condition with utilization across the system: (Low/Moderate Utilization & Poor/ Fair Condition)

32

551,774 10,989

High

Low

Poor to Fair Good to ExcellentCondition of Buildings

U
tilization Rate

3,826,659

708,774

8,474

443,659

Building vs. Utilization

USM – Sullivan Rec & Fitness 
UM – JENNESS HALL

UM – MEMORIAL GYM

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Low Utilization and Poor Condition Space
Removing historical buildings and storage structures from the equation

Less 
Historic 

Buildings

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Low Utilization and Poor Condition Space
Removing historical buildings and storage structures from the equation

Less 
Storage

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Low Utilization and Poor Condition Space
Removing historical buildings and storage structures from the equation

UM (259,280 GSF)

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Low Utilization and Poor Condition Space
Removing historical buildings and storage structures from the equation

UMA (15,576 GSF)

UMF (65,221 GSF)
UMM (5,000 GSF)

UMFK (12,251GSF)
USM (135,237 GSF)

UMPI (409 GSF)

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Operations Success

37 © 2020 The Gordian Group, Inc. All Rights Reserved.
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FY2020 Decrease in Operating Expenditures
Utilities decrease $.25/GSF from FY19 to FY20 

$3.58 $3.89 
$4.42 $4.38 $4.61 $4.51 $4.20 $4.44 $4.38 $4.50 $4.63 $4.72 $4.84 $4.79 $4.71 

$3.44 
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Maine System Facilities Operating Actuals

Daily Service Planned Maintenance Utilities

© 2020 The Gordian Group, Inc. All Rights Reserved.

FY20 Public: Gordian Public Higher Ed. Database Average for FY20 

Utilities
Reduced energy consumption/cost 

with buildings being vacant or 
complying with social distancing

Daily Service
• Vacant positions not being filled
• Incentivized early retirement
• Increased cleaning & maintenance 

standards/frequency
• Reduced operational strain with 

buildings being vacant/complying 
with social distancing

Planned Maintenance
• Potential for increased PM with 

reduced frequency of reactive 
work orders

• Potential for decreased PM if 
budget is cut to mitigate revenue 
losses

National Impacts of COVID-19 
on facilities budget:

1.1Special Finance, Facilities, & Technology Committee Meeting - Gordian (Sightlines) Data
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Planned Maintenance Strategic Opportunities

39
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UMS Planned Maintenance Spending:

Database Average Higher Ed Public Average

Best Practice Range

$1.00 invested in 
PM now 

Strategic Deferral of PM
• Usually in buildings/systems over 50 years old targeted for 

renovation or replacement
• Reallocates resources from the older buildings/systems to 

younger buildings and systems. 
• Use Assessment in coordination with work order reporting 

to start identifying these opportunities.

SAVES $2.78 in reactive 
maintenance later 

THEORY

© 2020 The Gordian Group, Inc. All Rights Reserved.
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Maintenance Operations
Staff covered less GSF/FTE, has more supervision to Public Higher Ed. in FY20
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Custodial Operations
UMS has more custodial staff with closer supervision than public school average
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Grounds Operations
Grounds staff responsible for similar acres as peers while being more closely supervised

0

5

10

15

20

25

30

35

Ac
re

/F
TE

Grounds Staffing

0

2

4

6

8

10

12

14

16

FT
E/

Su
pe

rv
is

or

Grounds Supervision

© 2020 The Gordian Group, Inc. All Rights Reserved.

FY20 Public: Gordian Public Higher Ed. Database Average for FY20 

1.1Special Finance, Facilities, & Technology Committee Meeting - Gordian (Sightlines) Data

77



AIM Boost Service Process Abilities Across the System
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Improving Scheduling and Services Levels
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Scheduling 
Process

Service desk assigns priority Yes
Service desk assigns schedule Yes
Shop supervisor assigns personnel Yes
Schedules are communicated to the customer No
Changes in the schedule are communicated to the customer No
Customers can access the current status of work requests through a web-based system No
Changes to work request status are communicated to customer Yes
Customer satisfaction is surveyed after work request is completed No

We’ll be there 
Thursday between 
8am-12pm
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Energy Consumption Decreased for First Time Since FY17
Consumption Decreases as Heating Degree Days Decrease in FY20
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Total Thermal Consumption by Month
Decreased Thermal Consumption across FY20 when compared to FY19
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COVID Impacts
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Total Electric Consumption by Month
COVID Decreases Electric Consumption Heavily from April-June

0

5,000

10,000

15,000

20,000

25,000

30,000

To
ta

l M
M

B
TU

Electric Consumption

FY19 FY20

© 2020 The Gordian Group, Inc. All Rights Reserved.

COVID Impacts

1.1Special Finance, Facilities, & Technology Committee Meeting - Gordian (Sightlines) Data

83



49

High Intensity Fossil Increases as Low Intensity Decreases 
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Fuel Mix and Consumption Drive Emission Rates
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Asset Value Change
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Total Capital Investment Increases $8.4M in FY20
Total Capital Investment at Highest Level Since FY16
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Examples of Non-Facilities work include: Study/Design fees, IT work, and demolition costs. These 
are necessary capital costs for Facilities Operations but do not add value/enhance existing 
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Capital Investment Profile Decreases Over Time
FY17-FY20 Capital Investment Decreases 31% from FY13-FY16 Average
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Investments Focus on Existing Space in FY20
Existing space investments help to slow backlog growth
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Investments Focus on Existing Space in FY20
Existing space investments help to slow backlog growth
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27%
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Examples of Non-Facilities work include: Study/Design fees, IT work, and demolition costs. These 
are necessary capital costs for Facilities Operations but do not add value/enhance existing 
buildings. © 2020 The Gordian Group, Inc. All Rights Reserved.

UM: Engineering Education
USM: New Portland Hall

USM: Telecom Upgrades
UM: York Hall IT Upgrades
UMF: Campus Moves
UM: Machine Tool Lab Demolition 

UM: York Hall Hood 
Replacement
UMM: Dorward Hall Roof 
Replacement
UMA: Campus Fire 
Alarms
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Gap In Investment Against Peer Systems Decreases in FY20 
UMaine System closes gap to Public Institutions to $1.27/GSF in FY20 
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Existing Space Investment vs. Public Institutions 
Peers invest an average of $.63/GSF more than UMS from FY06-FY20
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Investment Focus Shifts Towards Space/Program
ROI is higher in envelope/mechanical investments than space/program

Does not include infrastructure investments.  
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UMS FY20 Annual Investment Target: $40.1M 
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prior to life cycles & discounts the annual 
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UMS FY20 Annual Investment Target: $40.1M 
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UMS Falls $20.8M Short of Annual Investment Target in FY20
Deferral to Backlog of Need Continues in FY20
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Sightlines’ Targets Continue to Increase Over Time
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Approximately $50-$60M needed each year to keep System assets at steady NAV
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Asset Reinvestment Need Growth Similar to Higher Ed. Public
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$1.28B of Need at UMS Over the Next 10 Years
Current Need or Deferred Maintenance accounts for 28% of total need, $355.7M
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UMS Aligns Spending With Highest Need: Mechanical
Continued investment in mechanical and envelope work needed in future years
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Future Forecast Determined by Life Cycle Models
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UMS Construction Age
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Planning Investments Over the Next Ten Years
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Rate of Deferral Slows But NAV Continues to Decrease
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FY20 Net Asset Value By Campus
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Concluding Comments
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Key Takeaways

• Campus is aging and will face a series of life cycles coming due. These life cycles will require investments for 
replacement/updates in the next 10 years and will be competing for the same resources.

• UMS will need $50-$60M each year to slow the aging process and mitigate deferred maintenance. 

• UMS has an opportunity to improve customer satisfaction and reporting consistency through the work order 
process. Campuses facilities should work to understand what data helps tie capital needs to operational costs 
in a manner that is easily communicated to those outside of facilities. 

• How can data be used to target limited resources to the highest needs?

• How will campus shift in the post pandemic era regarding space management?  Will similar space be needed 
if employees and students operate in a more remote fashion?

• Which assets are not long term assets?
• Which assets are core to the mission/strategy of the institution?
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Questions and Comments
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Appendix:  UMS Key 
Performance Indicators
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Using Sightlines Data to Monitor UMS KPIs
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Density Factor
Density: Measures number of users per 100,000 GSF
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Net Asset Value
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Facilities Operating Actuals as % of GIR

0%

1%

2%

3%

4%

5%

6%

7%

8%

9%

10%

FY15 FY16 FY17 FY18 FY19 FY20

%
 C

RV

Maine System Facilities Operating Actuals - %GIR

© 2020 The Gordian Group, Inc. All Rights Reserved.

1.1Special Finance, Facilities, & Technology Committee Meeting - Gordian (Sightlines) Data

112



78

Capital Spending - % CRV
Existing space investment only

0.0%

0.5%

1.0%

1.5%

2.0%

2.5%

FY06 FY07 FY08 FY09 FY10 FY11 FY12 FY13 FY14 FY15 FY16 FY17 FY18 FY19 FY20

%
 C

RV

Existing Space Spending - % CRV

© 2020 The Gordian Group, Inc. All Rights Reserved.

1.1Special Finance, Facilities, & Technology Committee Meeting - Gordian (Sightlines) Data

113



79

Facilities Operating Actuals as % of CRV
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Facilities Operating Budget Actuals
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Planned Maintenance
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Maintenance Staffing
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Custodial Staffing
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Grounds Staffing
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Energy Costs
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