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Board of Trustees Meeting 

Facilities and Infrastructure Committee 
November 16, 2021, 12:30-2:00 p.m. 

UCF Main Campus 
Neptune Community Multipurpose Room 195 

 
Livestream: https://ucf.zoom.us/j/92141225777?pwd=MzFpNkF3VjZ5bGtNQStUcy9xZE5BUT09 

Webinar ID: 921 4122 5777 
 

Conference call number: 1-929-205-6099; Meeting ID: 921 4122 5777 
 

AGENDA 
 

 
1. Call to Order and Welcome   Caryl McAlpin, Chair, Facilities and Infrastructure  

Committee 
 

2. Roll Call      Elizabeth Hamilton, Assistant Vice President, 
Strategic Planning 

 
3. Minutes of the September 22, 2021,  Chair McAlpin 

meeting    
 

4. Reports      Chair McAlpin 
 

DISC – 1  VP Update 
Jon Varnell, Vice President for Facilities and 
Business Operations 

 
5. Discussion 

 
DISC – 2  Facilities Condition Assessment  

Jon Varnell 
Duane Siemen, Assistant Vice President for 
Facilities Operations 
 

DISC – 3  Comprehensive Report on Construction-Related 
Activity 
Jon Varnell 
Duane Siemen 
 

DISC – 4  CIO Update 
Matthew Hall, Vice President for Information 
Technology and Chief Information Officer 
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DISC – 5   Knight Vision ERP Status Update 
Gerald Hector, Senior Vice President for 
Administration and Finance 
Matthew Hall 
Michael Sink, Associate Vice President and 
Deputy CIO 
Cherie Herrin, Knight Vision Program Director 

 
6. New Business     Chair McAlpin 

 
7. Adjournment     Chair McAlpin 
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Board of Trustees 
Facilities and Infrastructure Committee Meeting 

September 22, 2021 
Live Oak Event Center | Virtual Option 

 
MINUTES 

 
CALL TO ORDER 
 
Trustee Caryl McAlpin, chair of the Facilities and Infrastructure Committee, called the meeting to 
order at 1:00 p.m. Committee member Joseph Harrington and Board Chair Alex Martins (ex-
officio) attended in person. Committee members Jeff Condello, Danny Gaekwad, and John Miklos 
attended virtually. 
 
Other Trustees attending the meeting in person were Tiffany Altizer, Harold Mills, and Beverly 
Seay. 
 
Chair McAlpin began the meeting by listing what the committee needs to give its best advice: 
 

• a comprehensive real estate asset list including, but not limited to, buildings, roads, 
lighting, parking, landscaping, hardscaping, utilities, and vacant land; 

• an accurate maintenance priority list for both deferred maintenance and routine and 
preventative maintenance; 

• a list of all real estate leases both public and private whereby UCF is the landlord or the 
tenant; 

• any pending sales contracts; 
• an updated space needs and utilization plan; 
• continuously updated lists from the Chief Information Officer regarding UCF’s technology 

infrastructure; 
• a strategy for hiring and retaining quality IT employees; 
• the required funding and creative and innovative ways to fund projects; and 
• filling head positions of real estate and strategic partnership and advancement with 

individuals who have the experience to lead UCF in this direction; she requested a timeline 
for new hires and that a member from this committee be placed on each of those respective 
search committees.  

 
REPORTS 
 
DISC-1  SVP Update 
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Gerald Hector, Senior Vice President for Administration and Finance, provided the committee 
with an update on the division’s accomplishments, ongoing projects, and staffing updates.  
 
Accomplishments: 
 

• Accelerated the review of the physical plant with Gordion to lay the groundwork for the 
building of a five-year strategic plan for the three phases of facilities maintenance 
(preventative, routine, and deferred). 

• Recategorized PECO funding submission; at the time of this writing, university projects 
are the closest they have been to possibly being funded in five years. 

• Conducted the first of its kind Facilities Council meeting such that all facility “owners” 
could hear about future plans for facilities management and the establishment of a Real 
Estate Office at the university. 

 
Ongoing Projects: 
 

• recategorization of costs for better funding discussions 
• community meetings about the campus master plan 
• rebuilding relationships in Tallahassee 

 
Staffing Updates: 
 

• Jonathan Varnell has been hired as UCF’s new Vice President for Facilities and Business 
Operations. 

• Misty Shepherd is UCF’s Senior Associate Vice President for Financial Affairs. 
• Duane Siemen will return to his role as Assistant Vice President for Facilities Operations. 
• Alberto Santoni will become the permanent Senior Director of Facilities Operations. 

 
Trustees had the following comments: 

 
• Chair McAlpin asked if the Facilities Council meeting schedule had been set, as she would 

like committee members to attend those meetings. Hector said he will provide the schedule 
once it is known.   

 
DISC-2  CIO Update 
 
Matthew Hall, Vice President for Information Technology and Chief Information Officer, 
provided the committee with an update in which he: 
 

• compared the IT division of the last five years to the IT division now from an internal 
context and industry context; 

• outlined the IT division’s Phase One transformation (March through June) from the 
previous CIO structures to the current federated structures;  

• discussed the number of applications, devices, telephony, and people; 
• provided a financial overview of the IT division; 
• provided an information assurance/RiskRecon overview; 
• highlighted the transformation framework for September to December 2021; 
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• provided a staff breakdown of the IT division and campus-wide IT staff headcounts; 
• discussed the IT division’s Human Capital Management and performance management 

actuals for 2020; and 
• shared the results of the People Element engagement survey from June 2021. 

 
Trustees had the following comments: 
 

• Trustee Mills asked what the barriers are for employee engagement and requested a 
summary document be sent to the trustees explaining why a great employee cannot be 
permitted to work remotely. He also said IT issues are easier solved if not in a federated 
model and implored Hall to push hard on consolidation with people resources and 
technology platforms.  

• Trustee Condello asked Hall what he thinks is the issue with the culture and what Hall 
would like to change.   

• Trustee Harrington recognized Hall for building a level of trust and moving IT back to a 
centralized model.  

 
Hector also provided the committee with an update on the Service Enhancement Transformation 
(SET) project. A major decision was made for the structure of the university’s new shared services 
model. It also is critical to keep the Workday ERP project on track with the configuration of the 
system to accommodate the business process changes envisioned by SET. Huron Consulting will 
assist with the SET implementation across the university. 
 
ACTION 
 
FACC-1  Razing of Building (Trailer) 541 
 
Hector, Varnell, and Siemen presented for approval a request to raze Building (Trailer) 541, which 
is a trailer complex that was installed in 2010. The complex has since deteriorated to the point 
where it requires significant maintenance costs. 
 
Trustee Harrington made a motion to approve the razing of Building (Trailer) 541. Trustee Miklos 
seconded the motion. The motion was approved unanimously. 
 
FACC-2  Army Sublease of OTC 700 
 
Varnell and Siemen presented for approval the Army’s sublease of Orlando Tech Center (OTC) 
700, which supports UCF’s strategic partnership with the Department of Defense. This building is 
currently occupied by the Army, which works closely with the Institute for Simulation and 
Training on modeling and simulation research projects. The term of the lease, which is required 
by the Army, is one year, with 10 one-year options. 
 
Trustee Harrington made a motion to approve the Army’s sublease of OTC 700. Trustee Miklos 
seconded the motion. The motion was approved unanimously. 
 
DISCUSSION 
 
DISC-3  2021-22 Fixed Capital Outlay Budget 
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Hector and Varnell presented for discussion the 2021-22 Fixed Capital Outlay Budget. In 
accordance with Florida Statute, each university’s Board must adopt an annual capital outlay 
budget that designates proposed expenditures by project. The ratified FCO Budget must be 
submitted to the Board of Governors by October 1, 2021. This item was presented for discussion 
because it is critical to the discussion and strategy of the Facilities and Infrastructure Committee. 
However, approval for this item lies within the purview of the Budget and Finance Committee. 
 
DISC-4  Deferred Maintenance 
 
Varnell and Siemen updated the committee on the progress of the university’s deferred 
maintenance and capital reserves program. They provided details on the approach and methods to 
this request and the timeline for completion. 
 
Trustees had the following comments: 
 

• Trustee Condello asked Varnell to summarize his first three weeks at UCF.  
• Chair Martins asked what the highlighting signifies on the attached list of university assets. 

Siemen said highlighting indicates those buildings that are being considered as separate 
units for the purpose of the draft report for replacement value and deferred maintenance.  

• Trustee Harrington expressed his appreciation for the list and said having a chart or 
dashboard such as this could help bring awareness to deferred maintenance funding needs 
in Tallahassee.   

• Chair Martins added that significant conversations about deferred maintenance are 
occurring at the Board of Governors’ level. 

 
INFORMATION 

 
INFO-1  FY22 Work Plan and Charter Review 
 
Chair McAlpin presented the Facilities and Infrastructure Committee’s Fiscal Year 22 work plan. 
This plan provides an outline of the anticipated schedule of meetings and the items the 
committee can expect to address during the fiscal year. Additional meetings may be added to 
address items that need the committee’s attention. 
 
INFO-2  Campus Master Plan Neighborhood Meeting Public Comments  
 
Bill Martin, Senior Director for Facilities Planning and Construction, presented as an information 
item the minutes from the July 28, 2021, Campus Master Plan Neighborhood Meeting.  
 
INFO-3   Knight Vision ERP Status Update 
 
Hall, Michael Sink, Associate Vice President and Chief Operating Officer for UCFIT, and Cherie 
Herrin, Knight Vision Program Director, provided the committee with Knight Vision ERP status 
updates on the recent accomplishments, immediate next steps, overall status and trends, top risks, 
and progress of the Knight Vision project. Sink alerted the committee that the planned costs for 
two of the items (HR and Finance Service Enhancement Transformation Implementation 
(Consulting and Backfill) and Enterprise Reporting & Analytics (Data Lake/Warehouse, Data 
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Governance Tools, Enterprise Analytics, and Backfill)) are at risk of going over budget, but overall 
the project is tracking as planned.  
 
Trustees had the following comments: 
 

• Trustee Mills asked Sink to clarify the number of integrations and conversions and why so 
many payment systems exist on campus.  

• Trustee Harrington asked if the timelines for when the project will make money and reduce 
spending overall have changed. Sink confirmed they have not.  

 
INFO-4  2020-21 Fixed Capital Outlay Budget Update 
 
Hector and Varnell provided as an information item the 2020-21 Fixed Capital Outlay Budget 
Update, which shows 2020-21 estimated expenditures as reported in the 2020-21 Fixed Capital 
Outlay Budget (FCO Budget) compared to actual 2020-21 expenditures. The 2020-21 FCO Budget 
was approved by the Board of Trustees on September 10, 2020. Total project cost of $332 million 
represents life-to-date totals with project plans spanning multiple fiscal years. The 2020-21 FCO 
Budget projected $61 million would be expended in the 2020-21; actual expenditures were $36 
million, resulting in a variance of $25 million. 
 
NEW BUSINESS 
 
The committee had no other business to discuss. 
 
ADJOURNMENT 
 
Chair McAlpin adjourned the Facilities and Infrastructure Committee meeting at 2:08 p.m. 
 
 
Reviewed by:      __________________________________________________________ 
         Caryl McAlpin      Date 
        Chair, Facilities and Infrastructure Committee 
 
 
Respectfully submitted: __________________________________________________________ 
        Mike Kilbride                 Date 
        Associate Corporate Secretary 
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Board of Trustees 
Facilities and Infrastructure Committee | November 16, 2021 

    

DISC-1: VP Update 

  Information   Discussion    Action 

  Meeting Date for Upcoming Action:   

 
Purpose and Issues to be Considered: 
The purpose of this update is to ensure that the Board of Trustees remains engaged with and apprised 
of the work that is being performed in UCF’s Facilities and Information Technology operations.   
 
A key priority for fiscal year 2022 continues to be the development of a formal maintenance plan. The 
foundation of this work relies on a comprehensive understanding of both operating and capital 
investments needed to reliably support academic excellence and the entire campus community. 
 
In our upcoming meeting, we are planning to review data from the recently completed facilities condition 
assessment (FCA). This work was supported by an experienced third-party consultant 
(Gordian/Sightlines) and includes all state-funded facilities (Education and General / E&G) while work 
continues to complete the remaining non-E&G buildings.  This information will be used in the coming 
months as a planning tool and as part of implementation of a new rubric-based model for strategic 
capital project prioritization.  Additionally, updated building condition data is critical for strategic space 
planning and utilization efforts. 
 
In alignment with our committee charter, we have been working to address the need to have a single 
point of university oversight and strategic direction for our real estate program along with the associated 
space management activities.  Discussions with campus stakeholders are planned for the coming weeks 
and we are prepared to briefly update the committee on our current progress.  The key action item is 
the hiring of the key real estate leader to move this work forward and will include a trustee when we 
assemble a hiring committee. 
 
Background Information: 
The physical plant and information technology units of the university have not kept pace with the growth 
of the university over the years. There are gaps in capabilities, skill sets, and funding. Both units have 
been given the responsibility without the authority to drive change in their respective areas.  
 
Both units are being brought to the forefront of budgeting, process improvements, and campus wide 
impact levels so they are seen as partners for the continued growth and success of a major R1 institution 
rather than as back office units. The economics of an R1 research institution are changing, and modern 
buildings and information technology superiority are key strategic investments going forward to ensure 
that research, education, and public service are achieved. 
 
Recommended Action: 
For discussion only. 
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Alternatives to Decision:  
N/A 
 
Fiscal Impact and Source of Funding: 
N/A 
 
Authority for Board of Trustees Action: 
Specific trustee request. 
 
 
Contract Reviewed/Approved by General Counsel      N/A   
 
Committee Chair or Chair of the Board has approved adding this item to the agenda   
 
Submitted by:  
Jon Varnell, Vice President for Facilities and Business Operations 
 
Supporting Documentation:  
Attachment A: VP Update – Real Estate  
 
Facilitators/Presenters: 
Jon Varnell, Vice President for Facilities and Business Operations 

 
 

 



Real Estate

Attachment A



Allocate, hire, and 
retain an adequate 

number of personnel 
with defined duties Develop strategic plan 

and mission statement

Convey what the office 
is intended to 

accomplish and 
establish program 

goals

Determine owner for developing and 
implementing real estate strategy 
and management responsibilities

UCF Internal Audit February 2018 Report 

Real Estate Management 
Organizational Design



Current Structure of Real Estate
Vice President for 

Facilities and Business 
Operations

Office of Contracts and Real 
Estate Management
• Assisting with obtaining 

leased space when university-
owned space is not available 

• Providing lease review from a 
facilities perspective

• Managing leases and facilities 
management for properties 
located in the Research Park

Facilities Planning and 
Construction
• Planning, acquiring, 

constructing, and renovating 
university space

Assistant Vice Provost, 
Academic Affairs

Space Administration
• University-wide tracking and 

allocation of university and 
leased space for faculty, staff 
and student use, including 
classrooms, offices, and 
laboratories

• Not involved with real estate 
or properties not occupied by 
UCF employees or students

Vice President for 
Advancement

UCF Foundation
• Purchasing and managing 

property owned in the name of 
the Foundation for UCF’s 
benefit



Space Data Flow Diagram
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Align management of real estate activity
under one centralized office under the Vice 

President for Facilities and Business Operations

• Enables effective and efficient management of the university’s real estate strategy 
• Communicate issues, recommendations, and challenges to the Board of Trustees 

Facilities and Infrastructure Committee 
• President and Provost make decisions on the prioritization and assignment of space 
• Office will coordinate with these offices to implement any real estate-related directives

Recommendation



1

BOT Facilities & Infrastructure Committee is staffed by the VP for Facilities and Business Operations.

2 Provide for a more effective, efficient and comprehensive communication channel with the President and 
the BOT.

3

Enable alignment of responsibilities to achieve the goals set forth in the university’s strategic plan.

4

Many of UCF’s peers within the state and throughout the country have centralized real estate, campus 
facility management, and space planning, and have organizational structures that align these critical areas.

5

Produce cost savings, improve financial strength, manage risk, and improve the overall student 
experience and economic impact of the university.

6 Efficiently manage the existing and emerging systems and smart campus technologies. 

Tackle challenges of campus infrastructure including physical infrastructure, digital infrastructure, and 
learning infrastructure.7

Rationale



Charter: Facilities & Infrastructure Committee
• Provide review, policy guidance and strategic 

oversight of campus master planning activities and 
other real estate type activities

• Coordinate the campus master planning process and 
provide recommendations to the Board for action

• Annually review the capital improvement plan 
submissions to the Board of Governors and State 
legislature

• Periodically review programs that ensure the 
maintenance and safety of University facilities

• Review any real estate related projects or facilities 
• Participate in, review, and approve the planning 

process for any DSO-initiated program that will involve 
any real estate related matters on or off campus



Effective
Campus +

Space
Planning

Safety + security 
management

Compliance with lease 
accounting standards

Reconcile data and identify 
platform for capturing data

Report location-based data 
to external agencies

Effective maintenance 
strategy

Environmental impact and 
well-being

Campus property 
management

Student and staff 
engagement

Address Challenges through Centralization



Policies + Procedures
UCF 4.029 Use of University Facilities; Definitions; Priority of Use; Restrictions on Use
UCF 4.0293 Use of University Grounds by the Campus Community: Campus Demonstrations 

and Outdoor Events
UCF 4.0294 Use of University Facilities; General Requirements
UCF 7.203 Real Property Leasing
UCF 7.208 Leases of 5,000 Square Feet or More
UCF 7.209 Solicitation for Lease Space
UCF 7.302 Surplus Property
Policy 3-125 Real Estate Transactions
Policy 3-126 Space Allocation and Use
Policy 4-215 Use of Research Space by Third-Parties and UCF Employees for non-UCF 

Purposes



Proposed Real Estate Org Chart
Vice President 

Facilities & 
Business 

Operations

Assistant Vice 
President for  
Real Estate

Director for 
Property 

Management
Director for  

Space Planning

Director of 
Contracts and 

Lease 
Management

Administrative 
Assistant



Real Estate Office Functions

1 Overall university real estate strategy, in 
coordination with the Provost’s Office, 
Registrar’s Office, Facilities, UCF 
Foundation, & General Counsel’s Office 5 Management of university owned and 

leased space

2 Acquisitions/dispositions of all property 
owned by or affiliated with the university 6 Legal and tax issues pertaining to owned 

or leased property, including easements 
and licenses

3 Appraisals of gifted property 7 Development and cultivation of private / 
public partnerships and other community 
relationships beneficial to property and 
space needs of the university

4 Leasing arrangements both as lessee 
and lessor 8 Management of space management 

database for space allocation
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Board of Trustees 
Facilities and Infrastructure Committee | November 16, 2021  

    

DISC-2: Facilities Condition Assessment 

  Information   Discussion    Action 

  

 

Meeting Date for Upcoming Action:   

 
Purpose and Issues to be Considered: 
This item updates the Board on the progress associated with the university’s deferred 
maintenance / capital reserves program. As previously discussed at the September Facilities and 
Infrastructure Committee meeting, the deferred maintenance program seeks to have a 
comprehensive view of all the physical plant assets of the university placed in a single document 
that captures the following, (i) building, (ii) building location, (iii) source of funds to maintain the 
building, and (iv) the severity of needed repairs and upgrade. This information will form the base 
for a multi-year maintenance program that will capture all the elements of a high performing 
Facilities unit capturing routine, preventative and the deferred maintenance.  
 

The university is seeking to build a strategic plan for its physical plant inside the parameters set 
by the state of Florida by the restrictions on the “colors of money” towards maintenance of the 
physical plant. Presentation details on the approach and methods to this request and associated 
timeline for completion are included.  
 

This discussion item is part of an ongoing conversation around the need to enhance the physical 
plant to carry out the mission of the university in teaching and research. This program directly 
supports the 2020-21 Presidential goal for the research excellence by providing a systemic and 
holistic plan for facilities investment. 
  
Background Information: 
At the March 13, 2019, Board of Trustees meeting, the use of $20M in Education and General 
(E&G) Carryforward Funds for deferred maintenance projects was approved.  At the June 30, 
2021 Board of Trustees meeting, the Trustees approved an amended 5-Year Capital 
Improvement Plan which prioritizes renovation and remodeling projects.  At the June 30, 
2021 meeting, it was also confirmed that a comprehensive list of the university’s existing 
assets, including capital renewal and deferred maintenance needs, would be completed in the 
Fall. At the September 22, 2021 Facilities and Infrastructure meeting, the deferred maintenance 
strategic plan was discussed. 
 

Primary to the update to the Board of Trustees is the desire to move to a more comprehensive 
plan on how we will fund deferred maintenance projects considering that the university has not 
received new funding from the state for the maintenance of its buildings. The state rules 
surrounding the “colors of money” have bifurcated any funding sources to specific buildings, and 
carving out other funds from operations has resulted in the maintenance of projects to be 
episodic in nature, and has not adequately addressed the needs of an aging campus in a 
holistic way. The creation of a full deferred maintenance plan provides the university leadership 
with a window through which strategic conversations can commence on finding alternative 
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funding sources that include philanthropy, partnerships of purpose with industry, and the 
prioritizing of funding opportunities using Carryforward dollars, and when provided, state PECO 
(Public Outlay Capital Outlay) funds. 
 

The comprehensive and holistic list of university facilities and their capital renewal / deferred 
maintenance needs is attached for E&G facilities.  Attachment A, the “Facilities Condition Data 
Review & Initial Funding/Portfolio Discussion”, is a facilities report that outlines the needs of the 
university’s Facilities Condition Assessment portfolio. Attachment B, the “Comprehensive List of 
University Assets”, is the facilities data that includes the building number, building name, 
building gross square feet (GSF), construction year, facilities condition index (FCI), annual 
operating expense, current replacement value (CRV), 10-year funding needs, responsible 
division, and funding source for each UCF owned facility.  This data will continue to be updated 
using third party (RS Means, Gordian/Sightlines) and internal resources, and is presented for 
discussion. Attachment C, is the “List of University Assets Excluded from Scope”. 
 
Recommended Action: 
For discussion only. 
 
Alternatives to Decision:  
N/A 
 
Fiscal Impact and Source of Funding: 
N/A 
 
Authority for Board of Trustees Action: 
N/A 
 
 
Contract Reviewed/Approved by General Counsel      N/A   
 
Committee Chair or Chair of the Board has approved adding this item to the agenda   
 
Submitted by:  
Jon Varnell, Vice President for Facilities and Business Operations 
Duane Siemen, Assistant Vice President for Facilities Operations 
 
Supporting Documentation:  
Attachment A: Facilities Condition Data Review & Initial Funding/Portfolio Discussion  
Attachment B: Comprehensive List of University Assets 
Attachment C: List of University Assets Excluded from Scope 
 
Facilitators/Presenters: 
Jon Varnell, Vice President for Facilities and Business Operations 
Duane Siemen, Assistant Vice President for Facilities Operations 
 



University of South Florida
University of Southern

University of Southern Maine
University of St. Thomas

University of Tennessee, Knoxville
University of Texas - Austin

University of Texas at Dallas
University of Texas Health

University of Texas Rio Grande Valley
University of the Sciences in Philadelphia

University of Toledo
University of Vermont

University of Washington
University of West Florida

University of Wisconsin - Madison
Vanderbilt University

Virginia Commonwealth University
Wake Forest University

Washburn University
Washington State University

Washington State University - Tri-Cities Campus
Washington State University - Vancouver

Washington University in St. Louis
Wayne State University

Wellesley College
Wesleyan University

West Chester University
West Virginia Health Science Center

West Virginia University
Western Oregon University

Westfield State University
Widener University

Williams College
Worcester Polytechnic Institute

Worcester State University
Xavier University

University of Central Florida

Facilities Condition Data Review & 
Initial Funding/Portfolio Discussion

October 2021

Attachment A



Gordian by the Numbers

43
States+DC

90%
Member
retention

rate

360+
Benchmarking 

Members

450
Colleges &

Universities

170
New members

since 2013

5
Canadian
provinces

Gordian has advised state systems in:
• Alaska
• California
• Florida
• Hawaii
• Maine

• Massachusetts
• Minnesota
• Mississippi
• Missouri
• Nebraska
• Ohio

• New Hampshire
• New Jersey
• Pennsylvania
• Texas
• Vermont
• Washington

Robust membership includes colleges, universities, consortiums, and state systems


