WINTERTIME IN WINTERVILLE

GENERAL INSTRUCTIONS

I.
OVERVIEW
It is Wintertime in Winterville.  

The Stonybrook Employment Center is just finishing the first year of a new contract to provide janitorial services at the Truman Federal Building in Courthouse Square, located in the historic downtown area.  Unfortunately, in this initial year the contract has gone from a smooth start to a rocky finish.  

Recent events have led to a number of disagreements about whether Stonybrook is meeting its obligations under the contract.  When the General Services Administration (GSA) threatened to withhold a portion of Stonybrook's monthly payment last month as a direct result of one of these disagreements, the conflict reached a boiling point.  Representatives of NISH (a nonprofit agency that assists Community Rehabilitation Programs like Stonybrook in setting up contracts with GSA and other government agencies), Stonybrook, Building Management and the GSA have agreed to meet today to resolve the numerous issues that have come up, and to negotiate the renewal of the annual contract between GSA and Stonybrook, which is due to occur just one month from now.

II.
BACKGROUND
The Truman Federal Building is owned by the General Services Administration (GSA).  GSA leases the space to Winterville's federal district court, as well as to the regional offices of the Social Security Administration.  

The building is five floors, and occupies a total of 100,000 square feet.  On the first and second floors are the federal court rooms and jury rooms, chambers for the judges which preside over the courts, clerk's offices, and filing windows.  On the third, fourth and fifth floors are offices for the Social Security Administration, as well as public reception areas where the general public comes to pick up checks and file paperwork.  

The building is large, and requires a comprehensive janitorial service.  Up until recently, this service was provided by a commercial contractor called Epstein's Executive Cleaning Service.  One year ago the GSA, with encouragement from NISH, decided to try contracting with a Community Rehabilitation Program under the federal Javit-Wagner-O'Day (JWOD) program.

Working with the Regional Office of NISH, the GSA selected the Stonybrook Employment Center, a Community Rehabilitation Program (CRP) which had a good track record in manufacturing products including internment flags and government uniforms, and which was interested in getting into the janitorial business.  Stonybrook had several ongoing contracts with federal agencies, but had never before signed a contract to provide janitorial services in a government office building. 

Stonybrook offers employment opportunities to people with mental illness, mental retardation, and physical disabilities, as well as a few people who are overcoming substance abuse problems.  

Contract Negotiations
Eleven months ago, the Regional Office of GSA negotiated the initial contract with Stonybrook for comprehensive janitorial services in the Truman Federal Building (see Appendix I.)  The contract amount totaled $216,000 per year, or $18,000 per month.  

The initial agreement was negotiated as a "performance-based" contract.  This kind of contracting was relatively new to both organizations.  Previously, the regional GSA office had always used contracts based on detailed specifications about the work to be performed.  In fact, their contract with Epstein's Executive Cleaning Service had been extremely detailed: it laid out exactly how each surface would be dusted, and how each floor would be swept.  

The switch to a less detailed, performance-based contract was prompted by a directive from the national headquarters of GSA to simplify contracting for janitorial services across the country.  GSA and Stonybrook agreed that rather than spelling out every detail of how specific spaces would be cleaned, they would simply list all the spaces to be cleaned, and note that Stonybrook is under an obligation to maintain a general appearance of cleanliness in all of them.  

Selected provisions from this initial contract document are attached in Appendix I.  The contract has been effective for a period of almost eleven months, and is due for renewal in one month’s time.  

Also attached in Appendix II is a chart entitled "Numbers Supplied by Stonybrook at Time of Initial Contract Negotiation."  At the time of the initial contract negotiation, Stonybrook estimated that the cost of providing janitorial services in the Truman Building would be $18,000 per month.  The attached chart shows the estimates of labor time that they used to arrive at this figure.  To determine the dollar cost of cleaning each type of space per month, they multiplied the total number of hours by $10.00, which was their fully loaded wage rate (including wages, benefits, overhead, the cost of supplies, and a 4 percent fee for NISH) at the time of the initial contract negotiation.

Recent Events
To clean the Truman Building, the Stonybrook Center typically sends in a crew of approximately fifteen people plus one supervisor.  The cleaning crew is comprised of people with mental illness or mental retardation.  As specified in the contract, the crew cleans from 12:00 PM to 6:00 PM in the afternoon.  Supervision is provided by the crew's supervisor, an experienced, non-disabled manager of janitorial services.  The Building Manager is typically in the building when the cleaning crew makes the rounds.  

The crew supervisor reports to the Project Manager at Stonybrook, who is responsible for administering the contract with GSA.  The Project Manager in turn reports to Stonybrook’s Executive Director.

For the first month or two, everything seemed to be going smoothly.  Stonybrook Employment Center was pleased with the contract, and convinced they were doing a good job keeping the Truman Federal Building clean.  But before long, the Building Manager began raising concerns about the crew's performance both with the crew supervisor and with the Project Manager at Stonybrook.  Initial complaints were addressed quickly through adjustments in the cleaning regimen, but as winter approached the complaints intensified, and the Project Manager began objecting to what the crew was being asked to do.  Following is a chronological account of the complaints that have emerged, and a description of how each was handled.

Daytime cleaning
At the beginning of the contract period, the Building Manager received complaints from a number of managers at the Social Security Administration about the disruptions caused by daytime cleaning.  Employees could not concentrate, they said, when janitors were vacuuming in the halls and removing trash at their desks in the middle of the work day.  The Building Manager brought these complaints to the supervisor of the Stonybrook crew, insisting that the crew hold off on vacuuming until 4:30 PM, when most staff have finished their 8:00 AM to 4:30 PM shift and left the building.  

The crew complied with the Building Manager's request.  However, the Project Manager at Stonybrook has mentioned in several conversations with the Building Manager that the current cleaning routine creates extra work for the crew, including the necessity to pass through the main office spaces twice during the day - once for trash removal and dusting, and once for vacuuming and floor cleaning.

New Computer Center
The Social Security Administration recently renovated a 10,000 square foot area of unoccupied work space on the third floor that was filled with boxes of low-security archives.  The renovated space became a large Computer Center where the Social Security staff prepare and print documents and print checks.  

Stonybrook's cleaning crew had been cleaning this area since the initiation of their contract, but when it was "unoccupied work space," their activities were limited to a light dusting and sweep of the floor space not blocked by storage boxes.  When the Computer Center became operational four months ago, the Building Manager instructed the Stonybrook cleaning crew that they had to devote more time to cleaning the space, including wiping down surfaces, removing all the paper trash, and cleaning up coffee spills.  The Building Manager told them they should be spending as much time on the Computer Center as they spend on any other area of occupied workspace in the building.

The crew complied.  However, the Project Manager alerted the Executive Director at Stonybrook about the new requirements, and the Executive Director has since exchanged several angry phone calls with the Building Manager about the CRP's contractual cleaning responsibilities in this area.  Stonybrook maintains that the contract does not cover the costs of cleaning this space beyond what was required when it was unoccupied work space filled with boxes.  In other words, the contract only covers low level cleaning in the area - sweeping and dusting, primarily.  The Building Manager continues to insist that the cleaning crew must meet a uniform standard of cleaning  in all occupied workspaces used by the building's tenants.

Bathroom Cleanliness

Over the last several months, the Building Manager has suggested that the tenants are not pleased with the standard of cleanliness in the bathrooms.  The Manager has told the Stonybrook crew that they must clean the bathrooms to a higher standard.  "When I go into any bathroom in this building, I should never see paper towels on the floor, soap smeared on the sinks, dirty mirrors or poorly maintained toilets," the Building Manager said in one recent conversation with the crew supervisor.  "The bathrooms really need to be cleaned more often."

Recycling
Two months ago, the City of Winterville announced a new ordinance mandating curb-side recycling at all commercial and office buildings beginning six months from now.  The Judges in the Truman Federal Building are very eager to get a building-wide collection and recycling program started as soon as possible, so that the federal government will be in the vanguard of efforts to comply with the municipal initiative.  

Administrators at the courts and Social Security Administration have had several conversations with GSA about how the recycling program will work.  Both the courts and the Social Security Administration have agreed to purchase a paper recycling bin for each employee.  In addition, GSA has agreed to purchase several large containers for each floor of the building, where employees can deposit their glass and cans.  GSA has suggested that the janitorial service will be given responsibility for collecting the recyclable paper at each employee's desk, storing it in a special area for recyclables, and then hauling it to the curb for curbside pick-up on the appropriate day.  They will also be given the responsibility for collecting glass and cans on each floor, and bringing them to the curb along with the paper.

The Building Manager recently sent a memo to Stonybrook's Executive Director explaining that the cleaning crew should be prepared to begin collecting paper, glass and cans from the recycling bins in as little as two months.  Shortly after sending off the memo, the Building Manager received a telephone call from the Executive Director, who insisted that the time required to collect and haul recyclables is not covered in the current contract.

Stonybrook's Complaints
As specified in the existing contract, the Building Manager has taken responsibility for "day to day inspection and monitoring" of Stonybrook's work.  Typically, the Building Manager walks through the building several times during the crew's shift to observe the members of the crew at work.

The supervisor of the cleaning crew has reported to the Project Manager that the workers are uncomfortable with the Building Manager's level and style of scrutiny.  The Project Manager briefed Stonybrook’s Executive Director about these problems, and the Director in turn contacted the Contracting Officer at GSA to register a complaint about the way the Building Manager watches over the cleaning crew.  The Director's loudest complaint was about the Building Manager's tendency to direct the cleaning staff to change the manner in which they are cleaning -- by using a different floor cleaning liquid, or a different technique for wiping down surfaces, for example.  This ignores the fact, the Director suggested, that a skilled supervisor is on hand to direct the workers and ensure that they are meeting the highest cleaning standards. 

Winter Storms  -- "The Last Straw"
This Winter has been one of the worst ones that Winterville has seen in more than a decade.  More than 35 inches of snow fell in Winterville between the end of December and the end of February.  There were three back-to-back snow storms in the month of January alone.  With streets all over the downtown area blanketed in white, business came to a near standstill, schools shut down, and transportation was delayed all over the City while snow plows tried to clear the streets. 

During all three storms, none of the courthouse staff went to work, but the Social Service agency did maintain a skeletal staff, so that Winterville residents could pick up their social security benefits during abbreviated business hours.

During the first storm, the Executive Director of the Stonybrook Employment Center sent a full crew to provide the usual janitorial services.  The crew experienced substantial difficulties getting to work.  The crew members that did make it to work also found that few people were in the building, making a complete cleaning unnecessary.  During the second and third storms, the Director did not send staff to clean the Truman Building, on the assumption that the suspension of work clause in the contract would excuse the firm from responsibility for cleaning.  After all, the courts were shut down, and within the offices of the Social Security Administration, only the clerks at the check pick-up windows were working.  

This skeletal staff from the Social Security Administration quickly complained to the Building Manager that no cleaning services were available: garbage bins had not been emptied, and bathrooms were not being maintained.  They also complained that the snow, mud and salt from outside had been tracked through the lobby and corridors, creating an unsightly presentation in a public building.

Angry at the lack of janitorial services, the Building Manager called the Contracting Officer at GSA responsible for the contract with Stonybrook.  The Building Manager noted that the complete absence of service was "the last straw."  After months of substandard cleaning, Stonybrook's failure to show up to work at all called for real penalties.  In response, the Contracting Officer called the Executive Director at Stonybrook, and threatened to withhold a large portion of Stonybrook's January payment.  

Stonybrook's Director immediately called the Regional Director of Services for NISH to ask for advice, explaining that their small operating margin made the withholding of a large portion of January's payment a risk to their viability.  

NISH's Regional Director of Services then contacted the Contracting Officer at the GSA.  After several conversations, the Contracting Officer agreed to pay Stonybrook for cleaning services in the month of January, but insisted that the negotiations about the renewal of the Stonybrook's contract be conducted as soon as possible.  The contract is officially scheduled to be renewed in one month from now.  The Executive Director of Stonybrook, the Contracting Officer at GSA, the Regional Director of NISH, and the Building Manager have all agreed to meet today to resolve recent disagreements, and to negotiate the terms of the contract renewal. 

Other Issues

There are two other issues which will affect the negotiations between Stonybrook and GSA on their contract renewal:
1)
The Winterville Office of GSA is expecting a 5% across-the-board budget cut in its next fiscal year, starting July 1st.  GSA Contracting Officers have been instructed to make the appropriate adjustments in new and existing contracts where possible.

2)
This Spring, Stonybrook is expecting an increase in their fully loaded wage rate from $10.00 per hour to $10.50 per hour.  The rate is going up for several reasons.  First, in December, the Department of Labor raised the wage determination for janitorial services under the Service Contract Act.  Second, the cost of some supplies has risen over the last year.  Taken together, these two factors will produce a .50 cent, or 5% increase in the wage rate.  In the upcoming contract renewal negotiation, Stonybrook needs GSA to raise the contract amount in order to cover this rise in costs.  

III.
THE NEGOTIATION

Today the four parties will meet to conduct negotiations on contract renewal.  The attendees at this meeting will be:

Lee Wiley, GSA's Contracting Officer for the Northeast Region, General Services Administration

Lee has been a contracting officer with the Northeast region for more than ten years, and has negotiated several contracts between the General Services Administration and Community Rehabilitation Programs.  Lee was not GSA's representative during the initial contract negotiation with Stonybrook, but inherited the contract from a colleague who left shortly after concluding the deal with Stonybrook.

Pat Bonifante, Executive Director of the Stonybrook Employment Center

Pat has been Executive Director of Stonybrook for seven years.  Pat has successfully negotiated and administered several contracts to manufacture goods for federal agencies, including internment flags for veterans, and uniforms for staff in veterans hospitals.  This is Pat's first contract to provide janitorial services.

Jean Stokes, The Regional Director of Services for NISH

Jean is the lead person at NISH responsible for providing assistance to CRPs with service contracts in the Winterville region.  Jean has been in this position for a number of years.  Prior to the negotiation of this contract, Jean had not worked with the Stonybrook Employment Center (because their main business was in products.)

Fran Foster, Building Manager at the Truman Federal Building

Fran has been Building Manager at Truman for fifteen years, but never worked with a Community Rehabilitation Program before Stonybrook became the janitorial service provider at the Truman Building.  

At the meeting today, the Contracting Officer and the Executive Director of Stonybrook will negotiate the terms of their renewed contract.  This is the first time that all four parties are meeting to discuss contract renewal issues (up until this point, there have only been one-on-one conversations and correspondence among Stonybrook’s Executive Director, GSA’s Contracting Officer and the Building Manager to discuss their various complaints).  GSA has insisted that they reach agreement today; no additional negotiating sessions have been scheduled.  

While only the Contracting Officer and the Executive Director will actually sign the renewed contract, both the Building Manager and the Regional Director of services for NISH have been invited to participate in the negotiations.  The Building Manager was invited to the negotiation by the Contracting Officer, in part to provide input on the needs of the two tenants in the building: the courts and the Social Security Administration.  NISH's Regional Director of Services is also coming, at the invitation of both GSA and Stonybrook.  NISH participated in the initial contract negotiations, and has been invited to today's meeting to offer advice and assistance to both parties in reaching agreement on the renewed contract's provisions.

The Issues
The issues to be negotiated are:

1)
PRICE

The current contract says Stonybrook will receive $216,000 per year, or $18,000 per month.  At the meeting today, parties will discuss whether that amount should remain the same, increase, or decease.  

2)
TIME OF SERVICE


Parties will need to decide whether to keep the current 12 pm - 6 pm shift, or move to an evening shift as Stonybrook recently proposed.

3)
FREQUENCY OF SERVICE

Parties need to decide whether Stonybrook should continue to clean all areas once every day.  

4)
RECYCLING

The parties will need to work out whether Stonybrook will be responsible for assisting with the recycling program, and if so what their responsibilities will be.

5)
MONITORING


Parties will need to discuss whether the current provisions on monitoring are adequate, or need to be changed.

6)
SUSPENSION OF WORK


Parties will need to clarify when the Truman building will be considered closed.  They will also need to agree on what, if any, responsibilities the Stonybrook cleaning crew will have when there is inclement weather, but some employees of the tenant agencies are still working.

IV.
GAME LOGISTICS AND SCHEDULE

Preparation
Along with these "General Instructions" you will receive a copy of "Confidential Instructions" for your role.  These confidential instructions give you more detailed information about your own character's goals, underlying interests, and values.  They may also give you some additional information about the goals and interests of other parties to the negotiation.  You will also receive a preparation worksheet which may be helpful as you prepare to negotiate.

After you read your confidential instructions, you will meet with others who will be playing the same role.  Together you will review your goals and interests, and talk about strategies you might use to achieve your goals.  You will have approximately thirty minutes for this same role meeting.  

The Negotiation
When the same role meeting is over, you should find your group and begin the negotiation.

You will have ninety minutes to come to an agreement that addresses all six issues described above.  Your charge will be to negotiate the content of the provisions in the renewed contract, and not necessarily the exact contract legaleese.  Close to the end of the ninety minute period, you will be notified by a trainer that your time is almost up.  At that point, you should work with the other three parties in your group to write down the agreements you reached for use during the debriefing. 

Final Notes
During the negotiations, you may explain your goals and your underlying interests to other players, in as much or as little detail, and with as much or as little accuracy as you think is appropriate.  PLEASE DO NOT SHOW YOUR CONFIDENTIAL INSTRUCTIONS TO ANY OTHER PLAYER.

At any time during the negotiation, you may caucus with other parties.  

This simulation is designed to be challenging, but also educational and entertaining.  Participants who "get inside" their characters, by learning and embracing their goals, interests and underlying values for the duration of the simulation, and who "act out" their characters with energy, conviction and a sense of humor, will learn the most--and have the most fun!  

APPENDIX I

 SELECTED CONTRACT PROVISIONS FROM THE 

 STONYBROOK AND GSA CONTRACT

(Please note: In the provisions below, "Contractor" refers to the Stonybrook Employment Center)

I.
PRICE

The Contractor shall provide all management, supervision, labor, materials, supplies and equipment necessary to provide custodial and related services at 

Building name:             Harry B. Truman Federal Building

Address:                        1550 Courthouse Square

                                       Winterville USA

For these services, the contractor will receive $18,000 per month, or $216,000 per year.
II.
SCOPE OF WORK

A:  Coverage

The Contractor agrees to clean all indoor spaces at 1550 Main Street, or a total area of 100,000 square feet.  Spaces to be cleaned include:

Occupied Work Spaces

Including
•
Court rooms and jury rooms

•
Judges' chambers

•
Clerks' offices and filing windows

•
Social Security offices

•
Clerk windows

Bathrooms

Unoccupied Work Spaces 
Corridors and Stairwells

B:  Standards of Cleanliness:

The Contractor is responsible for ensuring that all spaces at 1550 Main Street maintain an overall appearance of cleanliness.

C:  Time of Service

The Contractor will clean daily on a six hour shift, from 12:00 pm to 6:00 pm, Monday through Friday, except national holidays.

III.
QUALITY CONTROL AND MONITORING

A:  Quality control program
The Contractor shall establish a complete quality control program to ensure that the requirements of the contract are provided as specified.

B:  Monitoring performance
The Building Manager is responsible for the day-to-day inspection and monitoring of the Contractor’s work.  The Building Manager's responsibilities include, but are not limited to:

(a)
Inspecting the work to ensure compliance with the contract requirements.

(b)
Documenting deficiencies through written inspection reports.

(c)
Conferring with representatives of the Contractor regarding any problems encountered in the performance of the work.

In the event work is performed unsatisfactorily, the Contractor will be requested to correct deficiencies.  If the work remains deficient, the Contracting Officer may have the work accomplished by other means and deduct the cost thereof from the monthly payment.

IV.
SUSPENSION OF WORK

Deductions will not be taken for services not performed due to unanticipated closing of the building by the Government due to inclement weather.

APPENDIX II

NUMBERS SUPPLIED BY STONYBROOK

 AT TIME OF THE INITIAL CONTRACT NEGOTIATION

	
	A
	B
	C
	D
	
	E

	
	Area in 1,000 

Square Feet


	Hours per 1000 Square Feet Per Month
	Total Hours per Month
	Total Dollars 

per Month
	
	Total Dollars

 per Month (with 5% Increase)

	Bathrooms


	10
	30
	300
	$3,000
	
	$3,150

	Occupied Workspaces


	65
	20
	1,300
	$13,000
	
	$13,650

	Unoccupied Workspaces


	10
	5
	50
	$500
	
	$525

	Corridors and 

Stairwells


	15
	10
	150
	$1,500
	
	$1,575

	TOTAL
	100


	
	1,800


	$18,000
	
	$18,900


COLUMNS:
A and B:
Stonybrook estimates

C:

A multiplied by B

D:

C multiplied by $10 (loaded wage rate) x 1,000 square feet

E:

D plus 5%D increase in the loaded wage rate (for your information)



Note:  These numbers were not supplied at the time of the initial contract negotiation, 



but Stonybrook added them FYI.

Wintertime in Winterville
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