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Intsiake nd superviss all Properties repair and remscdeling.

Assist spese plamning growp in ssleotion and purebnsing of
furniture, drapes, carpsts and fintures,
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Acguire and heoume familiar with losal ares date regardiag
soning, Wilding ecdes, casments, tIuffis pebberas,
Aiosuses, yermits, sethack reguistions, eurd eut requive~
ments and all oAlwr present sad potential influences on
building and land develayment.

Assist t0 write projeet jwogreas.
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8) Be responsidle for imitisting and supervising evestive
maintenance actions perfoswed ky & mobils grouy or outside

9) Do responsidle for day-to-day mmmeging of all bemk
roperties in ares,

10) Be responsibls for sll custedial eperetions nevessery to
maintain clasnliness and opsr cperetion and function
of Wnk properties.

11) e respemaibls for iwesanting benk's commnity eredeniials
in cases whare bemk property is inwelved in & commmity
sossphancs situstion,

12) Inspest baak properties om & studied, strwotured dasis
0 pernit preper eustodisl servics, eventive maintensace
oyeretions and repnir,

13) Ast as poject masager on All new work or yemedsling.
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) Mw M landecaping
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poper funstioning of the Propertiss Department, Ron Bainsen sheuld
theroughly acguaint hinself with the Opereticns Ceuter. This means to
beotme famtliay with the new Wuillding se as warTemy yericds
apive, e o squipped to aks Over full divestion and sentigiment
of She Camtey. Along with Shis, he should extend his operetiosnl
sospeasibilitins ¢ She Sbhey four dowrtown yreparties. Neaxy Smith
should fuifill sadetantially the seme functions a8 be doss mow in
selation $0 those four othar huildings.
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discipline, Nutics the yressat geoprephic delimeation of respomsi-
b1lity shifts to the building menagement and opsretions departmsat
as & functional group., This futwre proposed organisatiom thms gives
epportunity for grovih aad develorment ¢f individuals withia She de~

s SiROS cus move sot of positiocmal opportunisies will epsa
as v aove inte the witimste funsticoal organisstion.

i1k

[ ]

40 2ot belisve at present it is essential to desaride the ultimate
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Manufacturers Bank Management III . 1973

Project: 73:56

Actions taken:

- Reviewed Properties Department operations

- Evaluated relation between present personnel and required
functions

- Reviewed functional activities appropriate for Properties
Department

The early part of our conference was devoted to a review of the Phase I
report dated October 8, 1971, Mr. Hitch asked for clarification of
certain points in the report. These were discussed as outlined below.

Page one, point 4

Comment: It is important to give the people involved in any professional
activity a feeling that what they are doing is worthwhile, will
actually accomplish something constructive to society and to
the firm for whom they work, and is effectively furthering
what they believe is a proper way of life. Maintenance of
worthwhile, effective actions on the part of employees is
largely the responsibility of their management and most
particularly, their immediate superior.

Page two, point §

Comment: The Properties Department should prepare a brief, clear-
cut, specific outline of the services they provide to the
entire bank operation. This should not be a promotional
piece but should be explicit and objective - (it should explain
how you can be helped by us.) Those departments which
use Properties Department services should be able from
this description to understand the interrelationship of their
function with Properties.
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Page two, point 8

Comment: The development of skill, knowledge and managerial
ability in Properties personnel requires a well planned
program of training and education. It is the obligation
and responsibility of department management to plan
such a program,

Page two, sixth paragraph

Comment: The value systems referred to in this paragraph must
be nourished as the department manager builds his
staff around the functions which are expected of Properties
by the bank. If the personnel retained are allowed to work
within their skills and knowledge and are reasonably
sincere, honest people with medium to high competency,
the value system needed will develop almost automatically.
However, constant attention must be paid by managers in
the Properties Department to see that achievement of
values is recognized and that the exercise of the value
system by any staff member is rewarded by corresponding
increases in responsibility, commendation and position,
and regularly by raises in salary,

Page three, last sentence

Comment: Under.utilization of abilities is a common problem in
today's work world. It is particularly so where the
manager is unable to effectively assign work duties to
his subordinates through lack of knowledge, inadequate
time or incompetent staff. It is better to tend toward
a higher level of activity on a broad range of responsi-
bilities than to under-use competent people, who tend
then to under-achieve even in areas in which they are
knowledgeable.

Keep the staff busy on things that they are competent

to do, on things that they are willing to learn, on things
about which they are concerned, and on activities they
know will contribute to what they understand their job
to be.
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Page four, first paragraph

Comment: This is a restatement that the manager is fundamentally
responsible for development of abilities in each individual.
The sentence goes on to urge that a system of evaluation
be prepared that recognizes achievement of specific goals
within stated time periods.

Page four - next to last paragraph, third word first sentence

Comment: Research is a critical part of any business operation.
Hopefully re-organization by function will provide
adequate stimulus to research and development activity.

Page five - next to last paragraph, second word, first line

Comment: Guidelines for selection of outside services and materials
should be carefully prepared, even perhaps in conjunction
with the better suppliers of these sexrvices. A series of
short briefing conferences at which professional consultants,
such as your architects and engineers, are encouraged to
have dialogue with the department might be invaluable in
providing better yardsticks than now exist to determine
which firm should be selected and how it should be chosen.

Page six, paragraph 4

Comment: Standard construction procedures in the way of network
diagrams, schedules, details and other such elements
should be prepared as a function of the Properties
Department, These can be done in conjunction with
professional advisers, architects and engineers, along
with contractors who are now performing successfully
for the bank.
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Page six, paragraph 8

Comment: This comment dealt with the interim arrangement defined
on sheet five. 1 urge that the Properties staff continue
developing friendly, informal relations with all bank
departments whom they serve.

Page twelve, paragraph 2

Comment: This is another comment regarding how achievement can
be measured among staff people. The critical thing is
that the staff of the Properties Department must be
evaluated person by person on how well he has achieved
specific results that he has had an individusl hand in
establishing. Basically, I am saying establish objectives
for each person in conjunction with him and then review
his achievement of these on a regular basis.

We next re-analyzed the main banking functions and the support function
relative to how the Properties Department is operating presently and how
it might be able to operate in the future. The decision was to approach

the problem conceptually, assuming that the Properties Department

would ultimately be responsible for static and active utilization of all
spaces within the purvey of Manufacturers Bank and ite related organiza-
tions, This extended our horizon for establishing major functions of

the Properties Department and if it can be accomplished, will do several
healthy things for the bank and the Properties staff. Some of these include:

- Provide extended services for all bank departments which
may now or in the future utilize Properties Department
skills,

- Encourage a high degree of technical and professional
aptitude to be developed among staff members. This
ultimately will make the Properties Department more
effective and useful as a support arm for the banking

function.
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- Provide a vehicle by which competency and improvement
can be rewarded by increases in salary and responsibility,
as well as promotion to higher titles.

- Will provide effective and easily and rapidly furnished
services to such critical time scale operations as market-
ing, branch banking, corporate planning, the cashier's
department and purchasing, to name only a few,

If we assume that an expanded concept of the support function of space use
is the role of the Properties Department in the future, we agreed, after
an extensive analysis, that the initial organization pattern should move
from a geographically organized department to a functionally organized
operation that takes into account the major activities required to
effectively use space subject to dynamic and static utilization.

The analysis indicated we are dealing with five major functions in
Properties. These are:

- New and remodeled facilities design and constructien
- Interior space planning
- Properties management and operation

- Facilities costing, budgeting and records

- Site selection, land use and planning

A preliminary listing of the functions each of the major groups within
the Properties (space use) Department would accomplish was recorded
on flip chart 8 dated August 22, 1973, There may be some local
reshuffling needed due to personnel availability, desires, talents and
future growth potential,

The functions of the new construction, interior space planning, facilities
costing, budgeting and records and site selection, land use and planning
groups were reasonably easy to assign. However, Properties management
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and operations required a detailed evaluation since the talents available
to staff this department are considerable among present personnel in
the Properties Department. Generally it was decided that Properties
management and operation should be divided into three major functional
groups, Group one includes preventive maintenance, custodial work,
landscaping and mobile dispatch. Group two includes minor and average
rernodeling, properties inspection, fixed property security and property
repairs., Group three includes research on equipment, materials and
assemblies, building management and administration of the Properties
management and operation group. It should be pointed out that the
function of preventive maintenance may shift from group one to group
two; the function of property repairs could move from group two to
group one; and the function of fixed property security could move from
group two to group three. Research functions may be shared with

group two by group three., A high degree of interchangeability of
personnel actions should be encouraged within the Properties management
and operations group.

Of critical importance to the success of this organizational program is

a training and education effort to be put into work prior to full implementa-
tion of the organizational structuring. Taking each of the main departments
within the Properties Department, I suggest the following:

1 - New Construction

The major educational thrust should be toward encouraging
and teaching project programming skills and development
of standard operational procedures within the department.
Also, it is important for this group to assist in developing
procedures by which professional services are retained.
To do this will require study and effort that transcends
mere supervision of new construction.

2 - Interior Space Planning

This work is presently proceeding reasonably well under
the direction of the two gentlemen involved. However, the
activity in itself is not necessarily a goal for these people,
and so encouragement should be given to use the interior
space planning activity as a possible springboard to other
more rewarding areas of work, To do this, it is important
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2 - Interior Space Planning (continued)

that a constant supply of people talented in this area be

made available. Thus, as people are promoted or moved

out of interior design, they should have made certain that
they have trained other persons to take their places.

These could be young trainees, newly graduated architectural
students or other such technical persons. I recommend

that the interior space planning group generally be staffed

as time goes on with architecturally or design trained
personnel,

3 - Properties Management and Operation

The functions of this group ars so critical to proper operation
that they should be encouraged to develop and ghould become
educated in preventive maintenance, custodial work, properties
inspection and the conduct of research on all kinds of bank
equipment, materials and assemblies. This research operation
is one that closely relates to the work of all other departments
in the spaces use group. It is essential to continued vitality

of the department and should be carried out as a function

that becomes a resource for all other bank departments.
Properties management and operation is particularly important
to the branch banking group which oftentimes is forced to

make decisions regarding the operation of branch banks

based upon information that must be provided by the Properties
Department.

4 - Facilities Costing, Budgeting, and Records

This is a new function and essentially introduces operations
research techniques and systems into the Properties group.
Here we must have personnel who are either trained or willing
to be trained in cost estimating, life cycle costing, value
engineering, cost tradeoff evaluation and budgeting procedures.
Also, the group should have real estate capabilities of a
limited nature so that proper tax records, appraisal records
and other property information can be properly recorded

and retrieved.
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5 - Site Selection, Land Use and Planning

Present personnel may have to double as staff for this
function, It is the intent that the group will become
proficient in locational analysis so as to materially
assist the marketing department in establishing the
use feasibility of any given site. Also, the group will
be active in the selection of sites, acquisition of the
real estate, planning the site and establishment of the
facility on the site (building location, parking lots,
curb cuts, entrance ways, driveways, landscaping,
screening, use of the topography and enhancement of
major natural features).

In addition, this group should have the capabilities, in
conjunction with facilities costing, budgeting and records,
to prepare property and real estate appraisals, If
in-department talents are not available, it may be
desirable to obtain appraisal assistance from other

staff groups in the bank,

The transition to the functional form of management outlined above is

one that should be studied carefully before commitments are made to

top management and personnel within the department, At this time it
appears to be a valid move, one that will strengthen the department

and allow it to perform better for those who use its services. Also,

it should improve utilization of present personnel and make their jobes
more meaningful, The shift generally ties into our earlier recormnmenda-
tions and so far as I can see presently is consistent with the overall
goals established in our previous studies.

I suggest the following actions be taken over the next three month
period:

1 « A top mesnagement (preferably individual) presentation
should be made of the flip charts, notes, reports, find-
ings and observations resulting from the meeting between
Mr. Hitch and myself,
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2 - The ultimate organizational structure to be adopted
should be discussed and reviewed with the next
higher level of management,

3 . Another review should be made after steps one and
two with me regarding the detailed structuring of
this organizational zhift and setting of department
objectives.

4 - Subsequent to developing a program of detailed
objectives for each group, the methodology of
implementation should be reviewed with the
personnel affected. It appears presently that a
wise plan would be to talk separately to all people
in the department (9 or 10) individually, It may
be that later we would prefer to re-evaluate this
procedure and only talk to the lead people,

5 - The program should be outlined in chart form so
each person is completely aware of the interrelation.
ship and responsibility patterns.

It should be cautioned that any management system, as we have seen in

the period between July 1971 and now, is 2 dynamic operation, I strongly
suggest periodic reviews of the new management system, if it is accepted,
be made at 3 to 6 month intervals over the next two years. This review
and evaluation are essential, since we are moving to a more permanent
form of organizational structure that could have long term impacts upon
both the bank operations and the careers of each of the people now in the
department. It should be recalled that the two earlier studies were
transitional studies and that we are now moving into a relatively permanent
organizational pattern that should remain valid for sometime to come.
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