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used in missions based in such areas 
as England, Africa, Canada, Italy, Israel, 
South America, and many other places 
where the church supports assets, infra-
structure, buildings, and facilities. The 
kind of assets managed can range from 
property to temples, from mission homes 
to farms.

CNA’s popularity led to the creation of a 
company called AxisFM (www.axispointe 
.com) that helps organizations understand 
and implement the system. In addition, 
the company partners with BYU in offer-
ing an undergraduate degree program that 

trains future facility leaders in CNA’s prin-
ciples and application. 

This ability to apply CNA beyond our 
university walls led to BYU’s selection by 
the National Consortium for Continuous 
Improvement in Higher Education for 
NCCI’s 2008 Leveraging Excellence Award 
(see sidebar, “Innovation With a Long 
Reach”). “While many award programs 
recognize innovation and improvement,” 
says NCCI President Roderick Wallick, vice 
president for finance and operations at 
Wheaton College, Norton, Massachusetts, 
“this award recognizes cases when those 

improvements have been actively lever-
aged for greater impact.” 

The challenge to the CNA’s application 
to higher education is that, with competi-
tion for scarce funds, institutions may 
not want to—or cannot—do the work 
of the required inspection and database 
maintenance without greater certainty of 
obtaining the related funding. However, at 
a time when colleges and universities are 
facing huge financial challenges, compet-
ing for demanding students, and com-
mitting to green building requirements, 
the BYU model offers ways to fund, build, 
and maintain quality campus facilities on 
a prescribed timetable while maximizing 
limited funding resources. Also, the system 
clearly quantifies budget needs across dis-
tinct periods of time.

Developing an Overarching 
Process
The initial work was a study, requested 
by the Commissioner’s Office of the LDS 
Church Educational System, to define the 
scope of capital needs, analyze the results, 
and calculate long-term resource require-
ments for BYU–Provo, Utah; BYU–Hawaii, 
Laie; BYU–Idaho, Rexburg; and LDS Busi-
ness College, Salt Lake City. The scope 
of capital needs within each institution 
would include capital replacements, retro-
fits, improvements to existing assets, and 
any additional or expanded assets. In other 
words, the requirements would include all 
capital funding needs. 

The CNA model centered around three 
major concepts:

Management of all existing assets and oo

assessment of the impact their life-cycle 
needs would have on capital funding.

Use of one-time-only projects to extend oo

economically the useful life of existing 
assets.

Based on current use of existing assets, oo

the planning and justification of one-
time projects for adding more assets 
and buildings to the institution—and 
determining the long-term impact that 
those additions would have on the total 
resource funding model. 

These three issues became the founda-
tion and scope of the original study and 

were added to subsequent studies, as a 
more comprehensive capital management 
program began to take shape. This capital 
needs solution has become a proven way 
to keep assets aligned with resources and 
with the future mission of the institutions 
and of the church. It has become such an 
integral part of operations that we created 
the Capital Needs Analysis Center in 1986 
to coordinate for the board of trustees 
and the Commissioner’s Office the higher 
education needs of the system. The center 
provides the policies, documentation, and 
schedule by which the church education 
system completes all CNA processes.

Our initial study produced a detailed 
look at the needs of each of the four insti-
tutions. A methodical process resulted in 
(1) capturing a database of capital assets; 
(2) designing a plan by which to establish 
annual funding priorities for capital 
purchases, facilities construction, and 
maintenance of existing assets; and  
(3) conducting an annual inspection, along 
with completing an updated study every 

five years, to determine capital needs for 
the next time period. The study became 
the basis of our strategic operational 
model, which included our key priorities 
and principles (see sidebar, “Principles 
That Define Capital Needs Management”).

Identifying capital assets. Creation of a 
sophisticated and detailed database, with 
the assistance of BYU’s computer services 
division, has been a cornerstone of the 
needs analysis model. In a series of meet-
ings, our various shop and division lead-
ers determined which assets ought to be 
collected.

To collect the list of assets and their 
locations, we scheduled physical inven-
tories to be taken on all four campuses. 
Inventory forms were distributed to the 
appropriate staff—custodial crew for the 
count of interior items located in rooms, 
hallways, and so on; shop personnel for 
items at the building level, such as utili-
ties, roofing, exteriors, and the like; and 
grounds and utility shop personnel and 

planners for general site and utility distri-
bution systems on campus. Remarkably, 
staff completed the inventory forms within 
the requested period of 120 days. Asset 
information included summary codes, 
quantities, replacement cost, remaining 
life, and so forth (see figure). 

Analyzing funding needs. The first ques-
tion we wanted to answer was: What are 
the long-term funding needs of the four 
campuses? So, we worked on determining 
the remaining life of existing assets. Since 
a 40-year cash flow projection would cover 
the life cycle of most assets, we used that 
40-year timeline and plotted the cash flow 
projections on a graph.

The thinking behind using 40 years 
was that there are very few systems that 
will last more than 40 years. We look at 
carpet, for example, as a system that has 
a 10-year life; so we know that if we start 
with new carpet, we’ll need to replace it 
four times during the 40-year cycle. Other 
systems (draperies, equipment, lighting, 

Principles That Define Capital Needs 
Management

The capital assets study requested in 1981 of the Brigham Young University 

(BYU) Provo’s facilities division by the Commissioner’s Office of the Church of 

Jesus Christ of Latter-Day Saints Church Educational System produced a detailed 

look at the needs of four institutions in the system. A database of capital assets was 

created and used to determine annual budget needs for building, retrofits, replace-

ments, and one-time projects. A process was also put in place that called for updat-

ing the database every five years, giving additional insight into changes and trends 

affecting each institution. At the beginning of each five-year period, a study of the 

current asset conditions would be frozen and the annual process of determining 

capital needs for that period of time would be followed. This capital needs analysis 

(CNA) has since been applied to the entire Church Educational System worldwide.

Within this framework, we set forth key principles that would guide the 

CNA process: 

o Establish a combined funding source for the four institutions: BYU–Provo, 

BYU–Idaho, BYU–Hawaii, and LDS Business College. 

o Ensure that the annual needs that are requested represent the highest priority 

at each institution.

o Direct each institution to determine its “required” needs versus lower-priority 

needs.

o Define a funding limit for each year. If needs fall below that limit, the difference 

can be saved for future needs or additional assets (buildings, facility expansions, 

and so forth). 

o Require each institution to determine its annual needs.

o Work with presidents to justify any major improvements (of more than 

$250,000) and any additions to any of the four campuses. These projects would 

be included in the priorities for the funding year.

o Assign priority funding to maintain current assets before adding assets.

o Assign replacement funding to the items rather than to the budget year. This 

allows for maximum useful life of an asset and “moves” the funding with the 

asset so that funds are available when needed and are not a one-time fund 

attached to a particular annual budget.

o Adopt an inflation factor (in BYU’s case, it was based on the Engineering News 

Record Index). 

Sample of Asset Inventory

SOURCE: AxisFM




