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The New York Quarterly Meeting of the Religious Society of Friends engaged in a process during 2016 to 
develop a draft set of documents to consider how their facilities can serve their future and mission as 
Friends. The documents include:

•	 Document I: Overall Vision Plan – 10/5/16 Draft (Appendix C)
•	 Document II: Strategic Master Plan – 12/2/16 Draft (Appendix B)
•	 Document III: Implementation Plan – 1/15/17 Draft (This Document)

The Overall Vision Plan describes the process in which Friends considered the place of Quakers in 
contemporary New York and how their leadings could best be served by their “places”, the buildings 
and properties.  The properties of the New York Quarterly Meeting offer many opportunities to support 
Friends’ mission and also carry many needs and demands for care and stewardship.

The Strategic Master Plan offers some specific recommendations about how Quarterly Meeting 
properties might best be supported by, and support the mission of Friends.  

The Implementation Plan, the most recent phase of the process, offers some suggestions about how 
Friends might take next steps to move forward with the care of their properties and make decisions 
about them in a deliberate and coherent way.  The Implementation Plan has five sections: 

•	 Section I: Call to Action 
•	 Section II: Challenges
•	 Section III: Opportunities 
•	 Section IV: Actions
•	 Section V: Implementation Chart

The Plan incorporates key elements from the previous documents and includes new recommendations 
from the consultant team. The team recommends that the Quarter move decisively to adopt a facilities 
planning process that will support both of these two significant priorities:

•	 ample opportunity for corporate discernment about the future of Friends worship and witness 
in a changing world and how best to support it;

•	 a process for facilities decision making that will streamline the labor and attention Friends 
devote to their properties and free them to pursue spiritual and social justice concerns.

OVERALL VISION PLAN

DOCUMENT I DOCUMENT II DOCUMENT III

STRATEGIC MASTER PLAN IMPLEMENTATION PLAN

PURPOSE
PRINCIPLES
GOALS
BUILDING ASSESSMENTS
FINANCIAL MODELING
GOVERNANACE

PROGRAM ANALYSIS
BUILDING ANALYSIS
ILLUSTRATIVE OPTIONS 
LANDSCAPE CONCEPTS
PREFERRED ALTERNATIVES
SEQUENCING OPPORTUNITIES

CALL TO ACTION
CHALLENGES
OPPORTUNITIES
GOVERNANCE ACTIONS
FACILITIES ACTIONS
OPERATIONS ACTIONS

Introduction
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The Overall Vision and Strategic Master Plan process arose from a “call to action” that was heard among 
Friends to identify their mission or “place” now and in the future, and to decide how this will guide the 
care of their buildings and lands, or “places”.  

It was determined during the vision process that Friends must:
•	 Consider how to survive and thrive, as they think, plan, and act for the next 150 years;
•	 Better align facilities investments with their commitments to worship, service, and witness. 

Consider how, today, Quakers are represented and served by their facilities in the larger world;
•	 Reflect on their governance practices for facilities and how these are structured to best serve 

responsible stewardship.

In the course of the Overall Vision and Strategic Master Plan process, five principles became visible that 
Friends generally seemed to agree respond to this call.  On the next page the principles are listed along 
with a description of how they might be utilized to guide the goals and actions for each property.

15th Street Meeting Room

Brooklyn Meeting Room

Section I
Call to Action
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PRINCIPLES

1.  Design and maintain all places and spaces to nurture the Inner Light.

This principle is considered “overarching” and applicable to all aspects of NYQM decisions 
regarding faclities.

This principle had several practical branches. Friends want their facilities to nurture:

2.  Spirituality and connection with the divine;

•	  Design throughout all properties that results in considerate spaces consistent with ideals of 
simplicity and nurturance of worship;

•	 Meeting rooms restored to the original level of quality, simplifying wherever possible any 
necessary modernizations, while making them universally accessible and improving the 
quality of worship through: acoustic, environmental (hot/cold), and lighting improvements;

•	 Renovate all spaces where Friends meet for purposes of worship (including Committee 
Meeting rooms) to have qualities, accessibility and improvements similar to the meeting 
rooms;

3.  Community services that meet the needs of Quakers and welcome others;*

•	 Design throughout all properties that promotes a sense of welcome and openness; 
•	 Provide full accessibility to all spaces with acoustic, lighting and other improvements as 

appropriate to improve the experience of collective gathering;
•	 Make adjustments to facilities to provide flexible spaces of varied sizes and types to 

accommodate the varied needs of Friends, tenants and community members;

4.  Social justice and practicing the testimonies of peace and equality;

•	 Design throughout all properties that allows for gathering and organization supporting Quaker 
testimonies of action and community engagement;

•	 Incorporate in the design of facilities, wherever possible, systems (e.g. showers) and spaces 
that provide shelter and respite for Friends and the larger community;

5.  Stewardship in keeping with Friends’ values and appropriate use of resources;

•	 Design, operate and educate in a manner that reduces environmental footprints (energy 
consumption, water usage, waste) and promotes health and well-being for occupants;

•	 Design and maintenance of properties that addresses resiliency, efficient and effective 
building management, and appropriate material sourcing and selection;

•	 Identify annual and capital commitment to facilities that supports purpose by bringing all 
properties to a state of good repair.

* Based on comment(s) made during the document review process, particular discernment is recommended around 
the	“Community”	Principle	to	further	consider	and	confirm	the	language	included	in	the	draft	documents.	
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FACILITIES ASSESSMENTS 

Facilities assessments and observations were prepared by the consultant team for six properties.
•	 15th Street – Meeting House 
•	 15th Street – Central Building
•	 Brooklyn Meeting House
•	 Flushing Meeting House (and Cemetery)
•	 Quaker Cemetery (in Prospect Park)
•	 112 Schermerhorn (currently leased to the NYC DOE)

Two other properties in New York City were not reviewed but are mentioned in various documents: 
Quaker property within Flushing Cemetery and the Morningside Meeting leased space.

All properties that the consultant team analyzed and assessed were found to require additional 
investment in order to meet a basic standard of a “state of good repair.”  In addition, the team identified 
opportunities for applying sustainable practices and resiliency to contend with the impacts of global 
warming on the facilities now and in the future.  

The facilities section of document I: Overall vision Plan includes a list of current plans and projects 
underway or under consideration.  These were considered in preparing the Strategic Master Plan and 
Implementation Plan.  Also in the facilities section of Document I it was noted that current operations 
structures and practices are not in full alignment with facility and community needs at all the 
properties.  Recommendations regarding operations are in the last section of this document.

Based on the call to action, principles, and facilities assessments, the team generated order of 
magnitude estimates for facilities in a three part format: 

•	 Maintenance – repair to existing components or systems (e.g. fixing a broken door handle)      
– Increase current annual budget by $200K.

•	 Upkeep – replacing an existing component or system (e.g. installing a universal access 
handle) – New annual budget line item of $800K.

•	 Renewal – capital expenditures to change components (e.g. making spaces ADA accessible)    
– Minimum of $175K (to match FS $175K restricted contribution); recommend additional 
$650K annually to meet a moderate level of NYQM needs and aspirations; Total $1M annually.

FACILITIES CHALLENGES

The NYQM governance structure is the biggest challenge Friends face in providing appropriate 
stewardship and efficiently and effectively managing their facilities.  There are strong indications 
based on observations, discussions, and expressions of frustration that Friends are spending a 
disproportionate amount of time managing their property.  Addressing the challenges associated with 
governance is at the top of the list in Section IV: Actions.

Section II
Challenges
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The second biggest challenge in addressing the baseline needs of NYQM facilities is identifying 
sufficient funding.  The “future year” revenue and expenditure models below are included to illustrate 
the challenge of funding the recommended baseline amounts described on the previous page.

Projected “Future Year” Revenues 

2015 Actual rounded up to account for DOE rental increase          $ 2,025,000
Reduced Endowment Draw and Explorer’s Lease (anticipated termination)      $   (250,000)
FS – Lease base (standard year w/o escalation)    $    775,000
FS – Capital reserve contribution    $    175,000
Total Future Year Revenues based on 2015 + FS Lease and Reserves                  $ 2,725,000       $ 2,725,000
 

Projected “Future Year” Expenses                Model “A”     Model “B”
1. Projected future year based on an average of past several years              $ 1,375,000       $ 1,375,000
2. Recommended Maintenance (increase to current)            $    200,000       $    200,000
3. Recommended Upkeep (includes set aside for 112 Schermerhorn) $    800,000       $    800,000
 Sub-total:    $ 2,375,000       $2,375,000

4. Transfer to Reserve (NYQM + FS) for Restricted Renewal   $   350,000 $   350,000
5. Moderate Renewal    $  $   650,000
 Sub-total Renewal (items 4 & 5)    $   350,000 $1,000,000

Total Future Year based on 2015 + Maintenance & Upkeep                     $2,725,000 $3,375,000

Surplus/(Deficit) for Model Year    $     -0-  ($ 650,000)

The projected future model year “A” illustrates how new lease income from the 15th Street properties, 
revenue, and expenses in future years can be balanced.  The level of facilities investment in this model 
will improve the status quo but will not fully achieve and maintain a “state of good repair”.  A second 
future year expense model year “B” includes the moderate level of investment in Renewal elements 
that would fund projects like improving acoustics in meeting rooms; universal access (ADA) to all major 
spaces; and addressing system issues so spaces are comfortable and resilient.  More details on these 
models is included in the Overall Vision Plan.

On first review, it does not appear that there is enough revenue to cover expenses if some of the more 
important Friends facility needs and goals are to be met. In addition, beyond funding facilities, there 
was a desire, expressed by Quakers in almost every work session, to provide additional financial support 
to programs and witness activities.  Finally, there is discussion about NYQM taking on care for the 
Flushing Meeting which due to the state of the building and grounds is estimated to required $300K - 
$600K in annual expenditures.

There are several options for Friends to consider in addressing the revenue vs. expense challenges.  
These are described in Section IV: Actions. 

* Note that the initial estimates were developed prior to the Strategic Master Plan process. In section III of this 
document updated costs based on the recommended schemes indicate that the moderate level of renewal generally 
aligns with Phase I implementation. 
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The team used the principles from Section I of this document as a basis to describe initial goals for 
the 15th Street and Brooklyn Meeting Houses. These goals were then further developed into a series 
of specific improvements that could be executed at each property. The following page lists the overall 
goals, while also mapping which principles will be strengthened by carrying out each improvement. 
In addition, the challenge of addressing the existing facilities conditions and available funding, as 
described in Section II, was also considered. By making the suggested improvements, the Quarter will 
reinforce their principles of Spirituality, Community, Social Justice, and Stewardship. 

PLAN SCHEME DEVELOPMENT

To increase their knowledge of the needs of Quaker organizations and the larger community that uses 
the facilities, the consultant team spoke with a number of groups associated with both the 15th Street 
and Brooklyn facilities.  Discussions with the following groups helped in developing the schemes: NYQM 
Organizing Committee, 15th Street and Brooklyn Property Committees, First Day Schools, Brooklyn M&C, 
Manhattan Monthly Meeting, NYYM, AFSC, YSOP, AVP, Friends Seminary, and the Shelter Committee.

The team presented three options for each property at workshops during the Strategic Master Plan 
phase. Taking the community’s feedback into account, a “recommended” scheme for each property was 
developed and is included in this Implementation Plan.  The team considers the recommended schemes 
to best meet the needs of the Quaker community (as described during the workshop sessions), and they 
are designed to provide a basis for overall discernment of a master plan direction for each property. 

In the appendix to this document, the three schemes from the Strategic Master Plan workshops, as well 
as the new recommended schemes, are shown in more detail. It is important to note that the schemes 
are primarily used to test relationships of programs, approximate sizes, and proportions; they are not 
intended to be viewed as final design solutions. The team advises that Friends apply the governance 
process described in Section IV to the discernment of the schemes and implementation of the master 
plans. This process includes methods for action while maintaining community engagement throughout.

PROJECT PHASING

When examining how best to divide these many improvements into achievable phases, the team 
considered the goals and challenges. The result was to recommend a Phase I, which focuses on the two 
Meeting Houses and making minor adjustments to the Central Building to accommodate the 2019 space 
swap with Friends Seminary. Then, addressing the many needs of the Central Building and exterior 
spaces at both properties would be undertaken in future phases. 

In the Central Building at 15th Street, which is vital to meet the future programmatic needs of the 
Quarter, the team found that the most efficient way to maximize the use of the space was to create an 
additional elevator. The complexity of installing an elevator was taken into account with project phasing, 
as it triggers many changes to the Link and Central Buildings. Planning for this work will need to occur 
in advance of the Phase I work, in order to maintain the viability of an elevator option. The adjacent 
chart illustrates how the recommended plan meets the needs of the Quarter as identified during the 
Overall Vision Plan. Changes to the proposed plan could be considered using the same methodology.

Section III
Opportunities
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GOAL:  IMPROVE QUALITY & COMFORT OF SPACES  

1. Install correct balance of absorptive and	reflective	
 materials in Meeting Rooms

2. Replace heating distribution systems

3. Provide supplemental cooling to all spaces

4. Undertake restoration of Meeting Rooms

5. Relocate kitchen to east side of ground level to allow
 more daylight into the Multi-Purpose Room

6. Renovate	finishes	in	Common	Room	to	provide	a space 
 that meets the needs of a gym as well as the aesthetic
 desires for social hour or other uses of the space.

7.	 Install	suspended	acoustic	amplification system in
 Meeting Rooms

8. Expand light wells at perimeter windows to provide more
 daylight into basement spaces

GOAL:  MAKE ALL SPACES FULLY ACCESSIBLE & WELCOMING

9. Entries, restrooms, corridors, and doorways should be
 renovated to allow for accessible use

10. Provide a ramp at the main entry to the Meeting House

11. Provide accessible access from the courtyard to the 
 Multi-Purpose Room

12. Install an elevator to connect all levels

13. Eliminate the mezzanine of the Central Building;
	 relocating	all	programs	to	the	second	floor	or	basement

GOAL:  IMPROVE WAYFINDING: CLARIFY CIRCULATION AT  
     15TH STREET; MAINTAIN CIRCULATION AT BROOKLYN

14. Provide stair to basement level from the lobby to allow
 access while bypassing the Multi-Purpose Room

15.	 Add	a	new	elevator	and	reconfigured	stair	to	the Link 
	 Building	to	improve	wayfinding	

16. Create a circulation path from the Central Building to the
 Meeting House that bypasses the Common Room

GOAL:  IMPROVE FUNCTIONALITY & FLEXIBILITY

17. Provide adequate gender-neutral restrooms on all levels

18. Renovate second level of Meeting House to provide
 social space at Lounge and Library

19. Provide movable dividers in the Multi-Purpose Room to
 allow for simultaneous meetings.

20. Renovate second level of the Central Building to provide
	 a	flexible	office	configuration	with	a	combination	of
	 offices,	open	workspaces,	and	shared	conference	rooms

21. Relocate shelter to basement of Central Building to allow
 space separate from primary circulation paths

22.	 Improve	landscaping	to	be	more	functional	and	flexible

GOAL:  STATE OF GOOD REPAIR

23. Schedule repairs to windows, masonry, roofs, and as
	 appropriate	to	interior	finishes

24. Schedule repair/replacement of existing heating,
 mechanical, and electrical systems

15th/BK

15th/BK

15th/BK

15th/BK

BK

15th

15th/BK

15th/BK

15th/BK

15th

BK

15th/BK

15th

15th

15th

BK

15th/BK

15th

15th

15th

BK

15th/BK

15th/BK

15th/BK

Signifies	facility	improvements	in	which	phasing	is	dependent	on	elevator	installation.
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BROOKLYN PROPERTY
Recommended Scheme

Meeting Room
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•	 Meeting Room accoustic and other upgrades
•	 New elevator and accessibility improvements
•	 Heating and cooling system upgrades
•	 Multi-Purpose Room upgrades/Kitchen relocation
•	 Basement upgrades
•	 Restroom relocation

•	 Meeting Room acoustic and other upgrades
•	 Entry and accessibility improvements
•	 Heating and cooling system upgrades
•	 Lounge and stairwell upgrades
•	 Restroom relocation and upgrades
•	 Lobby improvements

•	 Elevator installation
•	 Stair	reconfiguration
•	 Accessibility improvements
•	 Exterior facade changes/upgrades

•	 Mezzanine removal
•	 Common Room relocation and upgrade
•	 Office	renovation
•	 Restroom relocation and renovations
•	 Accessibility improvements

•	 Courtyard improvements
•	 Accessibility improvements

•	 Beta Projects are small “test” projects that could be 
executed quickly to improve the quality of spaces

•	 They could occur before larger planned projects

BROOKLYN 
MEETING HOUSE

15th STREET 
MEETING HOUSE

15th STREET 
LINK BUILDING

15th STREET 
CENTRAL BUILDING

PLANNING AND 
BETA PROJECTS

ALL OUTDOOR 
SPACES

FLUSHING 
MEETING HOUSE

Phase 1

Phase 1

Future 
Phases

Future 
Phases

Future 
Phases

$9,000,000 -
$11,000,000

$6,000,000 -
$8,000,000

$15,000,000 -
$19,000,000

$11,000,000 - 
$14,000,000

$29,000,000 -
$36,000,000

$26,000,000 -
$33,000,000

PHASE 1

FUTURE PHASES

ALL BUILDINGS AND 
OUTDOOR SPACES

ALL BUILDINGS

$2,000,000 -
$3,000,000

$9,000,000 -
$11,000,000

$3,000,000

$2,000,000

$2,500,000

* Approximate Cost Range – this is a composite of construction costs (including contingency) + soft costs (design 
and other owner expenses) as described on page 21. Note that these are 2017 costs; there is no escalation included.  
As bidding of the projects is expected to occur in 3-4 years, the escalation impact can be calculated based on 3-5% 
annually, but it may be offset to a degree by the increase in lease payments from NYQM tenants.

* Model B Funding – the recommended schemes for the NYQM properties are more robust than the moderate renewal 
funding “Model B” in the Overall Vision Plan, mainly because there is no appropriate way to address vertical access 
(elevators)	in	the	buildings	without	major	investment.	However,	the	financing	model	that	was	described	as	a	way	to	
provide	a	Model	B	level	of	renewal,	$15M	may	provide	sufficient	funding	for	the	recommended	Phase	I:	all	Upkeep	and	
Renewal work for the two Meeting Houses.
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* The project schedule above is intended to illustrate generally the anticipated sequence of next steps and overall 
timing.  Immediate actions related to planning, design and beta projects, are described in more detail in Section IV: 
Actions.  Target dates for achieving each action are listed in Section V: Implementation Chart.
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The	process	of	drafting	the	Overall	Vision	and	Strategic	Master	Plan	was	the	first	step	towards	advancing	
the call to action.  This Implementation Plan is designed to assist Friends with taking the next steps in a 
way that honors Quaker decision making, is responsible with regard to resources of time and money, and 
advances appropriate stewardship of facilities. 

Success in managing property requires clarity in the purpose of the facilities, which Friends now have 
in a form that is ready for discernment. The outcome of this process is a facilities master plan built on 
in-depth	investigation	and	further	discernment	that	reaffirms	the	vision,	purpose,	and	principles.	It	is	
through appropriate governance that alignment of physical assets with mission can be achieved. The 
speed at which the essential elements of the plan are adopted will be a function of sound governance and 
availability of resources. 

In this section, the consultant team provides recommendations for arriving at a facilities master plan.  
With	the	thought	that	it	will	lead	to	the	design,	construction,	and	enjoyment	of	the	first	phase	of	projects.		
Each recommendation has an “ACTION #” that ties it to a listing in the Implementation Chart in Section V 
of this document, in which additional details, timing, and responsibility are also considered.

GOVERNANCE

New York City is one of the most complicated places on earth to operate, maintain, perform upkeep, and 
renew facilities. Successfully managing facilities, particularly landmarked properties like the 15th Street 
and the Brooklyn Meeting Houses, is challenging for all property owners, but in particular for not-for-
profit	or	volunteer	organizations.		

The work done by the consultant team and by Friends in the workshops and gatherings revealed 
significant	gaps	in	maintenance,	basic	upkeep,	and	a	lack	of	investment	in	renewal.		The	observation	of	
the team is that this stems, over the years, in part from a lack of resources, but also in part from a system 
of	facilities	decision-making	that	appears	piecemeal,	reactive,	and	focused	on	short-term	benefit	at	
the expense of longer-term returns. The Quarter does not currently have a process for collecting and 
examining the needs of Friends as a group and assimilating these into coherent long-term planning 
around	facilities.		It	also	does	not	have	a	process	for	synchronizing	facilities	planning	with	financial	
planning.  A more appropriate governance structure coupled with a robust process would prioritize the 
community’s	most	urgent	and	widely	shared	needs,	consider	how	these	could	be	met	most	efficiently	over	
time	with	the	available	resources,	predict	how	potential	additional	funding	sources	(financing,	rental)	
might support future facility needs, and prompt facilities development.

In our experience, decision-making in the implementation of a facilities master plan is most effectively 
carried out by small groups. The current governance structure of the Quarterly Meeting not only mitigates 
against coherent long-term planning, but it also depletes enormous energies that a community with a 
short supply of active volunteers cannot afford to exhaust. We noted a yearning among Friends to spend 
less time on the management of properties and more on worship and witness.  Such a shift in energies 
would also serve the care of the buildings.  The recommended actions below are designed to address this 
and are based on best practices of other organizations with similar challenges.

Section IV
Actions
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ACTION 1	 Interim	Facilities	Planning	Committee:	it	is	understood	that	finding	the	right	governance
   structure(s) may take several months.  Rather than lose precious time and the momentum
   gained during the 2016 strategic planning process, it is recommended that the Quarter
   immediately select an Interim Facilities Planning Committee that might shepherd a
   process of coming to unity on a broad strategic framework for future facilities
   development. And begin planning and implementation of selected “beta projects” (see
   description below).

The broad strategic framework would establish whether the Quarter will pursue an upkeep, limited 
renewal, or full-scale master-plan, over what time period and with what available resources. Then the 
individual Property Committees (and the Cemetery Committee) would be involved in identifying the needs 
and	priorities	of	their	constituencies	and	developing	the	fine	grain	of	a	recommended	plan,	to	be	referred	
to the Facilities Committee and integrated into a Facilities Master Plan.

ACTION 2 NYQM Facilities Committee: we strongly recommend that the Interim Facilities Planning 
   Committee evolve into a permanent centralized body “NYQM Facilities Committee” that 
   is responsible for:

•	 developing a facilities maintenance strategy
•	 developing an upkeep and renewal strategy
•	 planning, design, and construction
•	 recommending annual budgets, capital budgets, and major decisions for all properties 

to Trustees
•	 overseeing implementation performed by the Project Team(s) and General Manager
•	 coordinating with/overseeing communication back to Property Committees on 

projects.

Property Committees would be charged with seasoning individual needs of spaces used by their Meetings 
within the broad strategic framework.  Additionally, any major development or shift in the broad strategic 
framework would be returned to the Property Committees for seasoning and approved by the Quarter with 
their recommendation. We recommend that the NYQM Facilities Committee have direct responsibility for 
the properties net-leased to Friends Seminary and the Department of Education.  We understand that 
there is currently some tension regarding responsibility for the Central Building. 15th Street historically 
has a claim for management of all the 15th Street Properties, and yet the Central Building is a resource for 
all of the Quarter and many of its activities are under the management of the Quarter. We recommend that 
after a plan for renewal has been adopted, the NYQM Facilities Committee be responsible for those spaces 
that	house	QM	offices	or	programs	or	tenants	of	the	QM.		This	will	free	15th	Street	Friends	from	the	burden	
of caring for these spaces and support coherent management of staff and program.

It is important to note that the job of the NYQM Facilities Committee would be to implement a plan that 
had been adopted by the community and its seasoning bodies, the property committees.  

ACTION 3 Once a project is agreed upon, we recommend that the design and construction is 
   overseen by an Ad Hoc Project Team.  It should include a member of the local property
   committee, the NYQM Facilities Committee, and the General Manager.
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We feel that it is essential moving forward — and we heard this from many community members — that 
the QM learn to trust in the work of its committees to execute its goals.  

In	the	overall	vision	plan	the	team	identified	six	fundamental	characteristics	of	good	governance.		These	
are listed below with descriptions of how they can support recommended actions.

Trust/Engagement/Communication/Discipline 

•	 Trust can be developed by ensuring that the NYQM Facilities Committee reports back frequently 
to the Property Committees and the general body, and returns to the body any decisions that 
impact the essential mission of the properties.

•	 The	community	should	find	unity	around	and	adopt	a	process	whereby	it	is	understood	
over what decisions the Facilities Committee has discretion, and what gets returned to the 
community for discernment.

•	 The	community	should	find	unity	around	and	adopt	a	process	where	the	trusted	planners	
engage other Friends and users in appropriate implementation of goals around which the 
community has come to unity.

•	 The community should agree on a communication protocol that gives the Quaker community 
appropriate information around facilities decisions and implementation. 

•	 Members and committees that are not part of the planning group work within an agreed-upon 
process for identifying, prioritizing, and communicating their views on facilities issues.

Related Actions:

ACTION 4A NYQM Facilities Committee to identify and publish a plan for engagement and 
   communication with Brooklyn and 15th Street Property Committees and Cemetery 
   Committee.
ACTION 4B Brooklyn and 15th Street Property Committees to identify and publish a plan for
   engagement with other Brooklyn and 15th Street committees and the Meeting as a whole. 
ACTION 4C NYQM, Brooklyn, and 15th Street Meetings for Business to identify and publish a plan 
   for Quarterly or Annual audit of Communication Plans (Actions 4A & 4B). This is to review 
   successes and issues with trust, engagement, communication, and discipline in Meetings 
   for Business.

Management/Best Practices 

•	 Come to agreement on a functional management system that includes appropriate governance 
between committees, staff, consultants and contractors

•	 Come to unity around empowering strong governance and guidelines that are based on Quaker 
business practice and balances inclusion with effectiveness.  

Related Actions:

ACTION 5 NYQM Facilities Committee to determine and publish a Facilities Oversight Protocol 
   describing the role and responsibilities related to oversight of the General Manager who is 
   responsible for day-to-day management of maintenance, upkeep, and renewal projects.
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2016 PROCESS

OVERALL VISION 
PLAN

STRATEGIC MASTER 
PLAN

OVERALL PROJECT 
STRATEGY

FACILITIES MASTER 
PLAN

PROJECT 
IMPLEMENTATION

PROJECT
MANAGEMENT

IMPLEMENTATION 
PLAN

NYQM GOVERNANCE - FACILITIES DECISION MAKING

DISCERNMENT
•	 CONFIRM	CALL	TO	
ACTION

•	 CONFIRM	PRINCIPLES
•	 CHOOSE	MASTERPLAN	
OVERALL	DIRECTION

MASTER PLAN DEFINED
•	 PHASE	1	VS.	LONG	
TERM	PROJECTS	
DEFINED	PER	
PROPERTY

•	 OVERALL	SCOPE,	
BUDGET,	AND	
SCHEDULE	DECIDED

PROJECT DEFINITION
•	 SCOPE	SUMMARY	
WRITTEN	PER	
PROJECT

•	 MAXIMUM	BUDGET	
DECIDED	PER	
PROJECT

•	 START	AND	
COMPLETION	DATES	
DECIDED	PER	
PROJECT

PROJECT OVERSIGHT
•	 PROGRAM	AND	
DESIGN	DECISIONS	
MADE

•	 SOFT	VS.	HARD	COSTS	
AND	CONSTRUCTION	
CONTINGENCY	
DEFINED

•	 SCHEDULE	
MILESTONES	
DETERMINED

NYQM COMMUNITY FACILITIES COMMITTEE AD-HOC PROJECT TEAMS GENERAL MANAGER

COMMUNICATION 
& REPORTING

COMMUNICATION 
& REPORTING

COMMUNICATION 
& REPORTING

COMMUNICATION 
& REPORTING

COMMUNICATION 
& REPORTING

COMMUNICATION 
& REPORTING

It is recommended that in addition to establishing the Interim Facilities Planning Committee (Action 1), 
Friends consider the permanent governance recommendations (Actions 2-5) and adapt them to Quaker 
process.  Ideally the permanent governance and all related actions would occur within 6-9 months and at 
the end of this period adopt a structure that can be implemented and also adjusted as needed through a 
set system and timing for evaluation.  

The governance structures and actions above are based on the consulting team’s experience working 
with other organizations.  The chart below illustrates how the recommended governance actions relate 
facilities discernment, planning, and implementation decisions.
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In addition, one of the observations the team made was the enormous amount of Friends time and 
resources that are spent on facilities with very little return.  So while the moment of taking action is 
a choice, it would appear that delaying action has a cost as well that Friends should consider when 
determining next steps.

The team recommends that Friends consider facilities actions in two groups:
•	 Immediate (2017 & 2018) Beta Actions
•	 Longer Term (2018 and beyond) Actions

Based on a combination of the information gathered during the visioning and planning process, the 
team	has	identified	and	recommends	several	specific	immediate	beta	actions.		These	are	designed	to	be	
started by the Interim Facilities Planning Committee until the permanent NYQM Facilities Committee is 
established.  Longer Term Actions will need to be developed by the NYQM Facilities Committee based on 
the master plans and phasing for each property.

Immediate (Beta) Actions

Immediate actions are those items that the consultant team recommends are addressed to improve 
the quality of Friends experience of the spaces and reduce risks to occupants and deterioration of the 
facilities during the several years (estimated at 5 years) that it takes to properly plan and execute major 
Upkeep or Renewal projects.  

Immediate Maintenance Actions:

ACTION 6A 	 Develop	Beta	(2017	&	2018)	protocols	and	specifications	for	maintaining	all	facilities
ACTION 6B  Meeting rooms

•	 Remove items that are “obsolete” (hardware, electrical wiring, etc.)
•	 Repair all broken elements (lights, outlets, locks, etc.) at a standard equal to original 

construction

FACILITIES

The determination to take a new direction based on the principles and goals and by implementing the 
recommended actions can happen at any time.  However, in the facilities reports that are attachments 
to the Overall Vision Plan, the point was made that 15th Street Meeting House, Central Building and 
the	Brooklyn	Meeting	House	are	far	from	a	state	of	good	repair	and	require	significant	work	to	meet	the	
current needs and goals of NYC Quakers.  The longer action is delayed, the more deferred maintenance 
accrues, the more upkeep investment will be required and the more escalation will need to be applied to 
project costs.  

Current Cost of 
Upkeep

Deferred Maintenance Increases Over Time Future Cost of 
Upkeep
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ACTION 6C  Brooklyn Common Room; 15th Street Common Room, Room 1; all restrooms
•	 Remove items that are “obsolete” (soap dispensers, shelving, hardware, electrical 

wiring, etc.)
•	 Repair all broken elements (lights, outlets, locks, etc.)

ACTION 6D All other spaces and systems including Brooklyn and 15th Street Common Room kitchen
•	 Ongoing repairs with a quality target of functioning adequately for a minimum of 5 

years

Immediate Upkeep and Renewal Actions:

The	items	below	were	identified	by	the	team	because,	based	on	what	has	emerged	to	date	in	terms	
of likely major future projects, these are items that will not have to be “re-done” later when the major 
projects are implemented.

ACTION 7A	 Wifi:	engage	an	IT	consultant	to	install	wifi	systems	throughout	all	buildings
ACTION 7B	 Brooklyn	Meeting	Common	Room:	replace	floor	with	a	high	quality	durable	surface	
ACTION 7C 15th Street “NYQM/FS Space Swap”: develop and implement an interim plan for First Day 
   and other spaces that will be moving out of current locations
ACTION 7D ADA: as appropriate improve surfaces, hardware, conveying systems and make changes 
ACTION 7E	 Signage:	develop	a	“Quaker	wayfinding”	system	for	the	exterior	of	all	NYQM	properties
ACTION 7F Acoustics: select a Meeting Room, determine and implement appropriate improvements 
ACTION 7G Heating systems: add new controls to existing systems for interim improvement and as
   necessary plan for replacement of systems that can be compatible with long term plans
ACTION 7H Landscape: identify “beta” project(s) to improve the experience of Friends and neighbors

In taking the recommended actions described above, it is recommended that each action has a project 
scope, budget and schedule.  Below are diagrams providing guidance in preparing these as part of the 
implementation process.

SCHEDULE

BUDGETSC
OP

E

HARD COSTS
60-80%

SOFT COSTS
20-40%

CONTINGENCIES

PROJECT STEWARDSHIP BUDGET PROJECT COSTS

SCOPE, BUDGET, and SCHEDULE are all 
connected and equally important. If one 
changes, the others will change as well.

SOFT COSTS include design, project 
management, and permitting.

HARD COSTS include construction costs, some 
furniture, and equipment.
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OPERATIONS

It was noted in the Overall Vision Plan that current operations structures and practices are not in full 
alignment with facility and community needs at all the properties.  Fundamental issues are listed below:

•	 Facilities	(and	Friends)	would	benefit	from	more	strategic	governance	and	management;
•	 Centralized	structure	and	decentralized	operations	requires	careful	balance	to	achieve	efficient	

stewardship;
•	 Lease arrangement with Friends Seminary brings new organizational and operational 

requirements;
•	 Friends want operations to bring more support to address the widely perceived need for 

additional programming and the work of committees;
•	 Compliance with local, state, and federal facilities-related laws is not always addressed;
•	 The	Standard	of	Care	is	not	fully	defined.	A	long	history	of	austerity	in	facilities	management	

has	led	to	deferred	maintenance	of	the	properties.	Deferred	maintenance	amplifies	future	
costs, degrades physical structures, and impacts programs. A commitment to simplicity can 
embrace good repair, quality construction, durable materials, and proactive planning for the 
long term: including clear guidance on a Standard of Care that stabilizes management of 
facilities.   

Whatever direction and level of investment Friends determine to make in their facilities, operations need 
to be aligned with NYQM principles, needs, and goals. Facilities investments have best results when they 
are	planned	and	managed	around	specific	standards	and	with	protocols	and	specifications	that	support	
the staff making the repairs.  It is the recommendation of the consultant team that the General Manager 
submit an annual “Operations Plan” to the Trustees for review and approval.  There has also been some 
discussion around the notion of a “Quaker in residence” that could provide improved operational and 
program coordination to ensure that the General Manager has the focus to adequately support the more 
streamlined governance requirements. This idea is also consistent with the notion that the facilities are 
“housing” program support 24/7. 

ACTION 8A General Manager to develop a “beta” 2017 & 18 “operations plan” to include:
•	 Current operations responsibilities; 
•	 Supporting Immediate Actions noted above (6A-D and 7A-H); 
•	 Other Operations Actions listed below (9A-H)  

ACTION 8B General Manager to develop annual “operations plans” and reporting to include
   development and maintenance of a “Dashboard” summarizing progress on all actions.

In addition to annual operations plans, and with information to be included in the plans, the following 
actions are recommended to be the responsibility of the General Manager working with an ad-hoc 
operations group, with representation as described in the implementation chart.

ACTION 9A Operations structure and functions: description, practices, and reporting plan
ACTION 9B Work space: implement investment in appropriate and adequate operations spaces
ACTION 9C NYQM tenant responsibilities: description of actions and reporting 
ACTION 9D NYQM/Meeting/Cemetery programming support: description of actions and reporting
ACTION 9E Compliance: list applicable laws and identify a plan for addressing
ACTION 9F Sustainability plan: for facilities investments and operations practices
ACTION 9G General Manager’s operations role: responsibilities, measurable goals and review plan
ACTION 9H General Manager’s project implementation role: responsibilities and authority

It should be noted that the General Manager will require resources to develop and implement operations 
plans.	Funding	needed	for	this	should	be	identified	in	the	beta	plan	(Action	8A)	and	in	subsequent	plans.
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FUNDING

It is anticipated that the long term Facilities Master Plan that NYQM adopts requires a phased approach 
and that the amount of available funding will be a primary determinant in the scope and timing of each 
phase.

It	is	recommended	that	the	NYQM	Facilities	Committee	is	responsible	for	investigating	financing	and	
additional funding options and that this is done in parallel with developing the Facilities Master Plan.  
Further, because pursuit of funding requires focused effort and will best be implemented by smaller 
groups, it is recommended that each action item is treated like a “project” and has an assigned ad-hoc 
Project Team. 

The list of possible funding approaches and sources below were described in the Overall Vision Plan, or 
are added at Friend’s suggestion and for the most part seemed to resonate with Friends as possibilities 
to be explored.  These are described here as action items and it is the consultant team’s experience that 
there	is	benefit	from	looking	at	multiple	sources	simultaneously	and	then	identifying	which	are	most	
appropriate individually or together.

ACTION 10A Funding Project Team(s): establish ad-hoc Project Teams of 3-4 persons to pursue one or 
	 	 	 more	of	the	options	listed	below,	or	other	options	identified	by	Friends;
ACTION 10B Financing: the 10/5/16 draft Overall Vison Plan Attachments includes a preliminary 
	 	 	 financing	model	illustrating	how	Upkeep	and	Renewal	investments	can	be	combined	into
   a capital improvement “project”.  This could reduce funds required to bring facilities to
	 	 	 a	state	of	good	repair	through	managing	and	constructing	efficiencies,	and	reduce	annual
   Maintenance costs sooner;  
ACTION 10C Rental: increase income through improvements that make facilities more attractive 
   and layout and/or operations changes to make rentals compatible with Friends’ use of 
   spaces; consider enhancing logistical support and layout for short-term rental (weddings, 
	 	 	 events);	design	office	spaces	to	maximize	potential	for	medium-	or	long-term	rental	
	 	 	 (interim	office	space	for	like-minded	charities	or	at	market	rate);
ACTION 10D Fundraising: pursue grants, donations and other funding in keeping with Friends values 
ACTION 10E Audacious Big Ideas: long term lease or sale of some assets (112 Schermerhorn, air 
   rights); new income-generating use of properties, including Quaker cemetery and spaces 
   outside Meeting Houses, in a way that is compatible with Friends values (such as pop-up 
   outdoor cafes, soup kitchens, retreat and senior/community centers).

The consultant team believes that Friends have made great progress in 2016 in sorting purpose, goals and 
becoming aware of challenges and opportunities for their properties.  If similar energy, collaboration and 
will to move forward is brought to launching implementation during 2017 we believe NYQM will see some 
very positive results in their experience of managing and occupying their facilities.
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Interim Facilities Planning Committee: it is 
understood	that	finding	the	right	governance	
structure(s) may take several months.  Rather 
than lose precious time and the momentum 
gained during the 2016 strategic planning process, 
it is recommended that the Quarter immediately 
select an Interim Facilities Planning Committee 
that might shepherd a process of coming to unity 
on a broad strategic framework for future facilities 
development.

Committee of no more than 4-5 to 
include:
1 - Trustee Coordinating Committee  
      Member
1 - Trustee on Audit & Budget
1 - Member of Brooklyn Meeting       
      Property Committee
1 - Member of 15th Street Meeting   
      Property Committee
1 - General Manager
Ideally 1 member will have 
real estate, design, planning or 
construction experience

Committee of no more than 4-5 
with same or similar representation 
as the “interim Facilities Planning 
Committee”.  It is critical that 
individuals	identified	can	remain	on	
the Committee for at least 2 years 
and that at least 1 member has 
real estate, facilities management, 
design or construction experience.

Project Team of no more than 2-3 to 
include:
1 - Member of NYQM Facilities 
      Committee
1 - Member of Property Committee 
      from project location
1 - General Manager
Ideally 1 member will have design or 
construction experience

Communication Plan (2-3 pages) 
to include: process for NYQM 
Facilities Committee and Ad Hoc 
Project Teams to communicate and 
received feedback from Meetings 
and affected users on project 
planning, design and construction 
stragegies, scope, budgets and 
schedules

Engagement Plan (2-3 pages) to 
include: process for communication 
and feedback on project planning, 
design and construction stragegies, 
scope, budgets and schedules

NYQM 
Trustees

NYQM 
Trustees

NYQM 
Facilities 
Committee

NYQM 
Facilities 
Committee

Property 
Committees

April
2017 

October
2017 

April
2018 

April
2018 

April
2018 

NYQM Facilities Committee: we strongly 
recommend that the Interim Facilities Planning 
Committee evolve into a permanent centralized 
body “NYQM Facilities Committee” that is 
responsible for:
•	 developing a facilities maintenance strategy
•	 developing an upkeep and renewal strategy
•	 planning, design, and construction
•	 recommending annual budgets, capital 

budgets, and major decisions for all properties 
to Trustees

•	 overseeing implementation performed by the 
Project Team(s) and General Manager

•	 coordinating with/overseeing communication 
back to Property Committees on projects.

Once a project is agreed upon, we recommend that 
the design and construction is overseen by an Ad 
Hoc Project Team.  It should include a member of 
the local property committee, the NYQM Facilities 
Committee, and the General Manager.

NYQM Facilities Committee to identify and publish 
a plan for engagement and communication with 
Brooklyn and 15th Street Property Committees 
and Cemetery Committee.

Brooklyn and 15th Street Property Committees to 
identify and publish a plan for engagement with 
other Brooklyn and 15th Street committees and 
the Meeting as a whole.

ACTION 1

ACTION 2

ACTION 3

ACTION 4A

ACTION 4B

Section V
Implementation Chart
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Meeting Rooms
•	 Remove items that are “obsolete” (hardware, 

electrical wiring, etc.)
•	 Repair all broken elements (lights, outlets, 

locks, etc.) at a standard equal to original 
construction.

Brooklyn Common Room; 15th Street Common 
Room; Room 1; All Restrooms
•	 Remove items that are “obsolete” (soap 

dispensers, shelving, hardware, electrical 
wiring, etc.)

•	 Repair all broken elements (lights, outlets, 
locks, etc.) 

All other spaces and systems including Brooklyn 
and 15th Street Common Room kitchen
•	 Ongoing repairs with a quality target of 

functioning adequately for a minimum of 5 
years.

Audit Plan (1-2 pages) referencing 
how audits of Actions 4A and 4B 
will occur and how feedback will be 
implemented.

Clerks of 
Business 
Meetings

NYQM 
Facilities 
Committee

Interim 
Facilities 
Planning 
Committee

Interim 
Facilities 
Planning 
Committee

NYQM 
Facilities 
Committee

April
2018 

April
2018 

June
2017 

June
2017 -
October
2017

Nov 2017 
- Completion

NYQM, Brooklyn, and 15th Street Meetings 
for Business to identify and publish a plan for 
Quarterly or Annual audit of Communication Plans 
(Actions 4A & 4B). This is to review successes and 
issues with trust, engagement, communication, 
and discipline in Meetings for Business.

NYQM Facilities Committee to determine and 
publish a Facilities Oversight Protocol describing 
the role and responsibilities related to oversight of 
the General Manager who is responsible for day-
to-day management of maintenance, upkeep and 
renewal projects.

Protocol (2-5 pages) to describe 
details of oversight related to 
facilities including (but not limited 
to):
•	 direction, reporting, and 

coordination with other NYQM 
Committees

•	 oversight of General Manager 
from Audit & Budget and 
Personnel. 

Coordinate with GM Business Plan 
as described in Actions 9A-9H.

Protocols	and	Specifications	to	
build from preliminary protocols 
(developed for 15th Street in 2017) 
and to include:
•	 All NYQM properties
•	 Engage professionals to advise 

on protocols and prepare 
specifications	for	specific	
elements such as green 
cleaning and sustainable 
landscape

Identify how beta protocols will tie 
into GM Business Plan as described 
in Actions 9A-9H

Maintenance Implementation Plan 
(see attachments) prepared, issued 
and work started.
General Manager to be responsible 
for implementation.

Develop Beta (2017 & 2018) protocols and 
specifications	for	maintaining	all	facilities.

ACTION 6A

ACTION 6C

ACTION 6D

ACTION 4C

ACTION 5

ACTION 6B
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Work space: implement investment in appropriate 
and adequate operations spaces.

NYQM tenant responsibilities: description of 
actions and reporting.

NYQM/Meeting/Cemetery programming support: 
description of actions and reporting.

Compliance: list applicable laws and identify a 
plan for addressing.

Sustainability plan: for facilities investments and 
operations practices.

General Manager’s operations role: 
responsibilities, measurable goals and review plan.

General Manager’s project implementation role: 
responsibilities and authority.

ACTION 9B

ACTION 9C

ACTION 9D

ACTION 9E

ACTION 9F

ACTION 9G

ACTION 9H

Operations structure and functions: description, 
practices, and reporting plan.

ACTION 9A

Wifi:	engage	an	IT	consultant	to	install	wifi	
systems throughout all buildings.

Brooklyn	Meeting	Common	Room:	replace	floor	
with a high quality durable surface.

15th Street “NYQM/FS Space Swap”: develop and 
implement an interim plan for First Day and other 
spaces that will be moving out of current location.

ADA: as appropriate improve surfaces, hardware, 
conveying systems and make changes.

Signage:	develop	a	“Quaker	wayfinding”	system	
for the exterior of all NYQM properties.

Acoustics: select a Meeting Room, determine and 
implement appropriate improvements.

Heating systems: add new controls to existing 
systems for interim improvement and as 
necessary plan for replacement of systems that 
can be compatible with long term plans.

Landscape: identify “beta” project(s) to improve 
the experience of Friends and neighbors.

General Manager to develop a “beta” 2017 & 18 
“operations plan” to include:
•	 current operations responsibilities; 
•	 supporting Immediate Actions (6A-D and 7A-H); 
•	 other Operations Actions listed below (9A-H) 

General Manager to develop annual “operations 
plans” and reporting to include development 
and maintenance of a “Dashboard” summarizing 
progress on all actions.

ACTION 7A

ACTION 7B

ACTION 7C

ACTION 7D

ACTION 7E

ACTION 7F

ACTION 7G

ACTION 7H

ACTION 8A

ACTION 8B
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General 
Manager to 
prepare; 

Interim 
Facilities 
Committee 
to approve 
any action 
items slated 
for 2017 or 
sooner;

NYQM 
Facilities 
Committee 
to 
collaborate 
and approve 
any action 
items for 
2018 and 
subsequent 
years.

Operations 
Plans to be 
prepared in 
December 
for the 
following 
year.

Project Implementation Plan (see 
attachments) prepared and issued, 
with work started where noted.
Project	Team(s)	to	be	identified	and	
responsible for implementation.

Operations Plan (10 - 20 pages) 
to include General Manager’s role 
in relation to all Action Items and 
address	specific	responsibilities	as	
noted in Implementation Plan

Interim 
Facilities 
Planning 
Committee

NYQM 
Facilities 
Committee

June
2017 -
October
2017

Nov 2017 
- Completion
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Funding Project Team(s): establish ad-hoc Project 
Teams of 3-4 persons to pursue one or more of the 
options	listed	below,	or	other	options	identified	by	
Friends.

Financing: the 10/5/16 draft Overall Vison Plan 
Attachments	includes	a	preliminary	financing	
model illustrating how Upkeep and Renewal 
investments can be combined into a capital 
improvement “project”.  This could reduce funds 
required to bring facilities to a state of good repair 
through	managing	and	constructing	efficiencies,	
and reduce annual Maintenance costs sooner.

Rental: increase income through improvements 
that make facilities more attractive and layout 
and/or operations changes to make rentals 
compatible with Friends’ use of spaces; consider 
enhancing logistical support and layout for short-
term	rental	(weddings,	events);	design	office	
spaces to maximize potential for medium- or long-
term	rental	(interim	office	space	for	like-minded	
charities or at market rate);

Fundraising: pursue grants, donations and other 
funding in keeping with Friends values 

Audacious Big Ideas: long term lease or sale of 
some assets (112 Schermerhorn, air rights); new 
income-generating use of properties, including 
Quaker cemetery and spaces outside Meeting 
Houses, in a way that is compatible with Friends 
values (such as pop-up outdoor cafes, soup 
kitchens, retreat and senior/community centers).

ACTION 10A

ACTION 10B

ACTION 10C

ACTION 10D

ACTION 10E
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Project Team(s) of no more than 3-4 
to include:
1 - Member of NYQM Facilities 
      Committee
1 - Member of NYQM Audit & 
      Budget 
1-	Member	of	specific	property	(if	
      appropriate)
1 - General Manager
Ideally	1	member	will	have	finance	
or funding experience

NYQM 
Facilities 
Committee

April
2017 for 2017 
Calendar 
Year.

Beginning in 
December 
2017, 
Operations 
Plans to be 
prepared in 
December for 
the following 
year.




