
	
		
	




The Cost of the Kingdom

A Memoir by the Chief Estimator (Show and Ride) for EPCOT and Disneyland Paris

Carl Jablonski


	THEME PARK PRESS

	www.ThemeParkPress.com







 2021 Carl Jablonski

All rights reserved. Except as permitted under the United States Copyright Act of 1976, no part of this publication may be reproduced or distributed in any form or by any means, or stored in a database or retrieval system, without prior written permission of the publisher.

Although every precaution has been taken to verify the accuracy of the information contained herein, no responsibility is assumed for any errors or omissions, and no liability is assumed for damages that may result from the use of this information.

Theme Park Press is not associated with the Walt Disney Company.

The views expressed in this book are those of the author alone, and do not necessarily reflect those of Theme Park Press.

Theme Park Press publishes its books in a variety of print and electronic formats. Some content that appears in one format may not appear in another.

Editor: Bob McLain
Layout: Artisanal Text

Theme Park Press | www.ThemeParkPress.com

Address queries to bob@themeparkpress.com





For Alison My Rock!





Contents

Cover

Front Matter

Introduction

Part One: Epcot

Chapter 1 Zero to Sixty

Chapter 2 Data

Chapter 3 Implementation

Chapter 4 Semantics

Chapter 5 Mouse Perks

Chapter 6 Pixie Dust; Fade to Black

Part Two: Euro Disneyland

Chapter 7 Back to the Mouse

Chapter 8 Chastain

Chapter 9 Ex-Pat; The Experience

Chapter 10 Le Pascal

Chapter 11 The Lights Go on in Glendale

Chapter 12 Dues Paid (Plus Biz History)

Chapter 13 Rear View, at What Cost?

Acknowledgments

About the Author

More Books from Theme Park Press




Introduction

This story is my personal memoir, of my education in show and ride estimating, and subsequently, the contributions made in that effort at Walt Disney Imagineering. In this story, I share my personal experiences about the many talented people I worked with over two of Disney’s biggest theme park projects – EPCOT and Eurodisneyland (EDL or as known now as Disneyland, Paris).

I’ll do my best to describe the incredibly creative environment I worked in on both projects. I’ll share the trials and tribulations of my learning curve on developing cost estimates for shows, rides and attractions. A totally new profession that was my transition from the shop to an office environment. In both EPCOT and EDL there were similar learning curves. The first as a “rookie” and the other as “a seasoned” professional.

During my tenure at Imagineering with the EPCOT project, my new position became my vocation. Let me be clear; I would not have been offered the job as a show estimator without my education and experience in scenic design and technical theatre. I’ve placed these experiences in Chapter 12, called “Dues Paid.” In the back of this book as more of a history of film and television. Dues Paid, speaks to my first several years of live road show experience, model making and a variety of hands-on experiences in theatre, film and television. Call it “my pre-show.” It was the beginning of a lifetime of on-the-job theatrical experience and show biz industry friendships. Without these, my Imagineering career would not have happened. Lucky for me, my timing was perfect!


Part ONE
EPCOT

Chapter One
Zero to Sixty

When I have presented in the classroom or in a public setting, I like to start out with, “Hello! My name is Carl, and yes, I am a show cost estimator!” My introduction to Imagineering, known as WED (Walter Elias Disney) came about through a close friend of a colleague in 1979 where I was production manager in the Theatre Arts Department at California State University, Los Angeles. I was living my theatrical dream career, building three to four major shows a year and passing on my stagecraft skills to young theatre students! This possible new work schedule was a welcome change, when compared to my first few years out of Cal State Fullerton’s master’s program. No more last minute national and international gigs for Mark Wilson Productions. No more six-day weeks/14-hour days, and no more setting up six entirely new Operas for the City of Angels Opera Company. For theatre, this would be a 9 to 5 job with quarterly interruptions! That happenstance meeting with a friend in the theatre department at Cal State opened the door for me quite unexpectedly!

I was in the theatre shop working on some scenery construction for a new show, when I overheard a conversation between Byron Bauer and his friend Larry Weiss. Byron was our Technical Director (TD) and also operated a special effects company on the side called Cinesphere. This company contracted special effects services to a William Cruze for the Sean Connery version of the movie “Meteor.” This movie became a second job to my regular full time Cal State duties. More about this in Chapter 12, Dues Paid! What was an easy schedule at Cal State, turned into two full-time gigs for about a year and a half! This schedule was further complicated when the theatre departments light opera, Candide, won the Kennedy Center American College Theatre Festival region VIII competition. Candide, not set up as a road show, now had to be trucked and set up in Albuquerque, New Mexico. But I digress. Larry had dropped in to tell Byron about his new job for Walt Disney Imagineering. Larry was recently hired at Imagineering as a show set production designer. A job of transferring the EPCOT show model design into blue line construction drawings. (Blue line documents were created by using an ammonia fume bath. The sheets were fed into a roller tank with an ammonia tray. The fumes from the ammonia reacted to the ink creating a blue line drawing.) Of course, digital reproduction is used today, or simply read off the computer screen on AutoCAD or similar software. When I overheard “Disney’s looking for model makers” this became my “career changing” moment! Very much like that first experience at Clokey, these five words set my career into an entirely new direction! I moved closer to the conversation, no longer eves dropping, but now a willing participant. Larry, what do you mean they’re looking for “model makers?” Larry explained the new project called EPCOT, (Experimental Prototype Community of Tomorrow) would be a new theme park. EPCOT is fast becoming a massive model! Enough said! He had me at “model maker” which was a ready-made position based on my past television and film experiences. I thought, maybe I should just find out what this is all about?

Wasting no time, I did, and was called in for an interview with Maggie Elliott, then head of the model department at WED Imagineering. At that interview, I showed some photos of my past work wherein Maggie gave me a tour of the large EPCOT table model. If you didn’t know, Disney Imagineering creates scale models of everything before designs are approved and sent to production. This is a costly effort, but its use succeeds in solving many design issues such as scale and sightlines, among other critical design problems. They literally use a kind of tabletop “reverse” periscope to see the scaled models from the perspective of the guest. The model is also used to blend the color palette from one area to another. Sightlines if you didn’t know, are what you “don’t see” behind the scenes in Imagineering terminology! Next time you are at a Disney park, check out what you don’t see! Things like the steel structure that holds up the rockwork or the building itself, beyond the façade! That is, “on stage!”

Maggie also explained that WED (originally called Walter Elias Disney) began in 1953 as a new company and was set up as a design group for “new” entertainment projects. That is, anything not related to film or animation. Imagineering, came later as a registered trademark in 1967, claiming its first use in 1962. You may not know that Alcoa actually “invented “the term in 1940! It appeared widely in numerous publications in several disciplines such as urban design, geography and politics, evolutionary economics, corporate culture and futures studies. Alcoa had, for a long time, sought a word to describe “what we all work hard for here at Alcoa... Imagineering is the word... Imagineering is letting your imagination soar, and then engineering it down to earth.” Make Sense? Goes to show you (pun intended) that history does repeat itself!

WED, as the design group for Disney theme parks, had been approved for this new project (loosely) based on an original idea for EPCOT by Walt Disney himself. His idea included an urban city center, residential areas, and a series of mass transportation systems that would connect the community. However, after his passing, the company abandoned the concept, unsure about “operating a city”. Much has been written on this subject so you might want to check it out.

Enough history, let’s get back to my story. After my tour of the model with Maggie and a few other formalities, I was offered the position of model maker at Imagineering. I was very flattered (although this would have been the pinnacle of my experience in such work), and after much consideration, I turned down the position. Two reasons; 1) because of the salary and 2) the extra distance I would have to travel every day. The salary as offered, would have resulted in a lateral move financially compared to where I was at Cal State. While the salary was similar, human resources (HR) held the company line telling me that this is made up by the Mickey Mouse discount card and other perks such as the “silver pass.” After all, who could pass up the same money and a 35% discount on purchasing Disney merchandise, with the privilege of working for the mouse? Well, I did! The Mickey credit card, which they promoted quite heavily, wasn’t quite the “carrot” I was looking for. For Imagineering though, these perks confirmed you’re one of the chosen few and had made it to the top tier of your craft. True enough, however it reminded me of that tune sixteen tons? Another day older and deeper in debt! It was a tough decision. The main reason being, Alison and I were starting to think about having a family and the potential for career growth was a strong consideration.

I remained at Cal State, continued on with my work, when another career changing telephone call came out of the blue just two weeks later. It was Disney Imagineering, a Joel Trinast from HR, and he asked me to come back and interview for a different position, this time in their estimating department. Estimating? I had no clue what he was talking about. Joel told me that a Dave Holtz, the Chief Estimator wanted an interview. To be honest, I was more curious than anything and scheduled an interview with Dave. At the interview, Dave told me that they were interested in hiring me for the position of Show and Ride Estimator. I said to Dave, I don’t know what you are talking about and have never heard of a show estimator. As a production manager for the University theatre department, even for the various theatrical positions I had in my “Dues Paid” chapter, there was little, if any budgets for anything. Simply, there was nothing to estimate! I did not have to create budgets for MWP, Cinesphere or City of the Angels Opera Company! So why was Dave interested in me? What was his angle? Dave went on to tell me that this was a new position he created specifically to address cost concerns for the shows and the rides. Essentially “everything the guest sees” in Disney language. When you visit a Disney theme park you are considered a “guest.” As a guest, everything you see in the parks is either “front of house or back of house!” This is also referred to as being “on-stage.” The reverse of this is off-stage, and that separation from reality starts as you pass through the doors and gates into the operational areas. Or simply, “back of house.” Dave explained that EPCOT was fully budgeted (at least as much as a self-funded, conceptual prototype community mega project can be funded) and in design. The facility structures were at the design development (DD) level and (maybe) the shows at the schematic (SD) level from what I had seen.

Just a note, there are specific design levels for projects and Imagineering’s version has become the standard. If memory serves, I believe the total project cost was budgeted somewhere around $1.4B. That budget was far beyond my comprehension and honestly overwhelming! Dave wanted someone with a theatrical/design/technical background to provide estimated cost information, based on the models and designs for the EPCOT shows, rides and attractions. He wanted to bolster his current professional team of construction estimators, with specialists, using entertainment cost professionals. Seemed like a good idea to me. Dave’s vision was clear, he wanted my theatrical background. I would learn “on the job” under his mentoring. I knew design and production and had started with a “tool belt on” and knew the entertainment/production business. What Dave was offering, was an opportunity to learn something new! An office position that would take me out of the production shop and put me on a management track. Exactly what I needed; I wasn’t getting any younger. I really didn’t want to be hefting scenery in my 40s and 50s. At 32, my body was already breaking down from the 24/7 schedule and endless hours of bending, lifting, no sleep and working through the theatrical production lifestyle. All for the business of show, of course! It just seemed like it would be the right move and the right time, so I accepted. What did I have to lose? I was pretty excited! I recall going home and telling Alison, “They want me to sit at a desk, estimate scenery costs from drawings and models and pay me a lot more money!” By the way, I’d still get that card and the silver pass! Not too long after I received my letter of offer, I found out that Dave Holtz was “transitioning” out of Imagineering. He had decided to go out on his own as an Independent entertainment estimating consultant. Something he couldn’t tell me at our interview. I didn’t know at the time how much influence Dave would have on my career. Or that we would become friends and work on projects later. The business of show is really a small world! My offer to become a show estimator still stood. However, my new Chief Estimator’s name was Craig Heller. Someone I had not met yet. Craig would be an outstanding Chief Estimator and I would learn much under his tenure. In fact, my favorite line comes from Craig. It is “Buyer Beware!” This was a challenge that Craig repeated throughout our estimating review meetings. A phrase I use to this day!

Officially, I started at Imagineering in the early summer of 1980. When I first joined the estimating team, there was: Loretta Hoffman, Carl Simmons, Mike White, Molly Rose and Emil Kurylyand , the core team of facility estimators. Later, two others joined, a fresh University graduate named Jeff Webb, and a bit after that, a fellow named Gary Zinn. Gary became the second show and ride estimator. His background came from the Playboy Organization. I understood he was responsible for “scenery” for the photo shoots. There was also one other show estimator who had worked at the “fur and feather” shop (the artists that applied the fur, feathers and costumes to audio-animatronic figures) at the Tujunga show production facility. His name was Cort Goudy, and his shop experience was very valuable to a special cost-study analysis Lorretta began on AA figures. Cort’s mentoring also helped me in understanding the different areas of work performed at the Tujunga shop.

These were the estimating professionals dedicated to the EPCOT project (that I remember). This team was also responsible for the first overseas theme park called Tokyo Disneyland (TDL). TDL was funded through an agreement with OLC (Oriental Land Company). I only worked on a few attractions towards the end for TDL, mostly to help out Peter Alexander, who at the time was down the hall from estimating. He had a management role in that project.

My first couple of weeks at Imagineering involved the typical office orientation and “the getting to know you” period that everyone experiences with a new job. However, Disney Imagineering takes this a step beyond. We soon received our official “Pixie Dust” tour. This orientation consisted of three full days of “experiencing” each of the main Disney operating groups in southern California. The Walt Disney Studios, Disneyland and Imagineering. These were well-organized introduction sessions designed to orientate and immerse us newbies into the Disney spirit. The indoctrination was intense, and the “cast” did their best to make you feel “special and privileged” to work for the mouse! Thus, the term “Pixie Dust.” I’ll give you an example of what we experienced.

At Disneyland, our day began as one of the ‘walk- around’ park characters. To experience what it felt like “from the other side” of the (mask) costume. Because of my height I was picked to play “Goofy.” Some would say not too far out of character. Participating in the “character walk” was mandatory for all Imagineering employees and that included (I was told) Michael Eisner and Frank Wells. I always wondered what costumes they were put in. It is a very useful experience. Seeing the expressions on the children’s faces from “inside the costume.” I have to admit, was fun! I loved it and got into character (a character “pro” from the costume shop, provided us character tips and insights) for the brief 20 minutes we were allowed to be “onstage” in the park. Being in the park, in costume with kids all around you is something you can never forget. The look in their eyes, their smiles and exuberance really does change your perspective. The downside though, is it is very hot inside those costumes, even on a cool day. Also, kids will be kids, which is why they provide a “handler” to go out with you. You know, to help prevent you “stepping” on any kids (the sight-lines are limited from inside the mask) and to keep the kids from kicking, gouging and doing whatever they think they can get away with behind your back! And they do! The full day tour also included many behind-the-scenes walk thru’s of some of the attractions. Seeing the Haunted Mansion, or Pirates backstage was quite interesting, even though I had constructed a lot of different theatrical scenery. We were treated to lunch, met a few other management types and all in all, the day was quite fun!

On the next day, we met at the studio for our tour behind the scenes. Just being passed through the studio gate was a huge thrill! Our tour included lunch at the commissary, the sound stages, the back lot, the animation buildings and a very small one room “museum” which collected and archived everything Disney. Dave Smith was the curator of this museum and it was his mission over the years to chronicle and archive all Disney merchandise and other memorabilia. I remember Dave. He had a twinkle in his eye, and you could tell he was smitten with the dust! RIP Dave! One of the most memorable parts of our studio tour was seeing (and touching) the “original multi-plane camera.” The same camera that you see in the various archive photos with Walt and his animators crowded around! It is a very large machine in a very small space! It must have been very hot in that room when the animation cells were being photographed! Years later I saw the very same camera at the Walt Disney Family Museum in San Francisco where it had been moved. How many can say they had that experience? The studio tour finished with a visit to the employee gift store where we were “allowed” to buy studio logo merchandise. I purchased a “studio logo” 8 ½ X 11 tablet cover. Still have it! Here again, I am reminded of that old tune “Sixteen Tons?” The line “I owe my sole to the company store” seems relevant here?” The studio tour was the highlight of my orientation. It was very easy to get caught up in the privilege of it all. How many people get to tour the studio in depth? Not many people get past the security gates! Admittedly, I felt kind of special!

Our three-day orientation tour was completed at WED where we went through the MAPO shops, (Named after Mary Poppins) the special effects area, model shops, sculpting studio and other administration offices. All of these areas fully functioning in the production of various elements for EPCOT. The orientation highlight was touring the MAPO facility.

MAPO is where the animatronic figures, show action equipment and mechanical props are manufactured. I’d compare it to the special effects shop I managed at NBC Studios, Burbank later on, except MAPO technicians had full engineered drawings to work from. The NBC shop techs only had one concept drawing. Either way, each in their own right, excellent craftsmen! The tour also reminded me of the first time I had been in John Gaughn’s illusion shop when I was with Mark Wilson Productions. John’s shop was filled with master craftsman constructing the physical “illusions” you see on stage with master magicians such as the famous David Copperfield or Lance Burton. John’s shop was truly “magical” and seeing MAPO for the first time reminded me of that experience.

With our tours completed and fully dusted with Pixie, I began to figure out what the heck I was going to do in the way of my new job as a show and ride estimator. But, before we get into that detail, I’d like to take a moment and review the EPCOT projects scope of work. Remember, this was the largest theme park ever built in the United States next to the Magic Kingdom at that time! Understanding the scale of the project, may give you some insight on why I was feeling totally overwhelmed from the get-go! As I say, it was “Zero to Sixty!”

You may not know that the EPCOT construction project was unparalleled in scale between 1980 and 1983. The U.S. economy experienced a deep recession, the primary cause of which was the disinflationary monetary policy adopted by the Federal Reserve. Think about it. Disney was pouring over $1B-plus in construction spending into the economy. Industries throughout the United States supplied materials, manufacturing, retail products, food and beverage supplies. I’d venture to guess it was the largest employer of construction staff in the United States at the time. The project was large; but there were many challenges. Many unanticipated due to its scale. At the peak of construction, there were thousands of construction laborers, contractors and subcontractors swarming like ants around this huge 600-acre site. The general contractor (under the management of Project Director Jim Nagy) selected for the project was Tishman Construction. Tishman, was a well-known general contractor and construction management firm and had been responsible for high-profile projects including the Twin Towers in New York City. (911! Never Forget!) Although Tishman had experience with big dollar projects, no firm on earth hired for this type of construction would have really known what they were getting into! Tishman managed hundreds of contractors and subcontractors on the EPCOT project site. And they did a fine job of bringing in the project on time. Whether it was “on budget,” that’s above my pay grade!

The local economy around the Disney World property flourished! I remember one place in particular that could not keep up with the demand of the construction crews coming in and out of the EPCOT site. It began as a small 7/11 type of store off of highway 4. As EPCOT’s construction expanded, that little store became the place for “morning coffee” and a “days end” six-pack! It seemed like it happened all of a sudden. Suddenly, a massive exterior cold storage unit appeared adjacent to the main store in what seemed a matter of weeks! This is typical of what happens to the surrounding community wherever a Disney project appears. It’s also why the potential Disney sites are selected “quietly.”

There were also downsides to the EPCOT project. And that was related to the very scale of such an enormous endeavor! EPCOT became a target for some very clever fraud schemes. I’ll tell you about one area taken advantage of by the site trades, as it was related to me. Apparently, there were trades people “clocking in” on different building projects within the overall job site. For example, a tradesperson might clock in at the Land pavilion for one contractor, leave that site and clock in at Spaceship Earth for another contractor. Same project, different job, two paychecks! I learned of this situation while I was on site later. To this day, I don’t have a clue as to the extent of the problem. I do know that the on-site management team were doing everything possible to stop this practice. I heard that they did, eventually, but I can imagine it was an auditing nightmare. Integrated software reporting systems were not in common practice at the time. The technology was by “hand punching” timecards. Accurate tracking of day-to-day costs of a multi-billion-dollar project is difficult in any circumstance. I’m sure that there were many issues like this during the construction of EPCOT and I have a personal opinion about this. Disney was committed to the opening of EPCOT in October of 1982. It had the financial strength to fix problems as they happened. Not many companies can or will do this to see a project completed on time. Especially one of this scale! Any other project might be sold off in some manner, stopped and/or abandoned leaving investors in the lurch. I’ve seen it happen since. Not so for Disney! There was simply too much at stake! Disney was “all in.”

The masterplan of EPCOT is divided into two themed areas: Future World and World Showcase. Future World is the main entrance with a monorail drop off, from service areas within Walt Disney World. You can ride the monorail from any other venue in Disney World to EPCOT. After you enter, Spaceship Earth is seen from the monorail station. There is a massive water feature separating the two. To reach World Showcase, you pass directly under the 18-story Spaceship Earth geodesic structure! Coming out of that passage, is Communicore with Future World pavilions surrounding both Spaceship Earth and Communicore.

Future World is a showcase of technology. The names chosen for the pavilions in this area are Energy, Horizons, Spaceship Earth, the Land, the Sea, Journey into Imagination and Communicore. Each pavilion explores technology and its contributions to the history of humanity. Where Future World is the entrance to EPCOT, Spaceship Earth is the guest’s first impression! As guests arrive on the monorail, Spaceship Earth appears in the distance like a “golf ball” ready for its tee shot! It is a beautiful structure and catches the light of day from dawn to dusk on its Alcoa structural panel system. I first saw Spaceship Earth as a model in 1980 on my interview tour. At 18 stories tall, it is the largest geodesic sphere constructed at that time. Held up by massive footings, that cradle it like a loving mother, it has no windows and is “skinned” with an Alcoa aluminum product made especially for the building. The outer skin acts as a massive rain gutter, something you really need in Florida! Spaceship Earth reminds me that as I worked through the early design progress of Spaceship Earth, my daughter would refer to it as “Daddy’s Golf Ball!” Doug Stapp, the project manager for the project, in fact had a golf ball on three golf tees in his office! Moving under and thru a tunnel, Future World is revealed, with Communicore the main attraction or core, and the various technological pavilions revealed on either side to form the Future World area. Each pavilion is “themed” to convey its intent and purpose. EPCOT would be Disney’s largest park to date at 305 acres! Bring your walking shoes! As you exit Spaceship Earth, you see Communicore. This pavilion showcases the latest in personal technology. Initially, it was designed as a “super arcade” and was filled with all types of games and hands-on science exhibits. Directly around this “core” were pavilions that were very specific to the sciences. The Universe of Energy, for example, offered a one-of-a-kind ride vehicle that was “wire controlled.” The vehicles hold over 97 guests on a journey through the formation of oil and natural gas. A massive recreation of the progression from dinosaur to oil is a journey that ended in a massive film experience! Then there is the Horizons pavilion, using an “over hanging rail vehicle” through the elements of transportation, energy, food and communications. Horizon’s held a massive Omnimax film screen where the vehicle transports the guest into a full immersive film on the largest film screen to date produced for this format! Journey into Imaginations is described as “a symphony of volumes, forms, and tonal nuances.” Its ride vehicle follows Figment and Dreamfinder (the main characters) as tour guides, “it takes the guest on a trip that mirrors the process of imagination,” as noted in the book, past wonders like “Dreamfinder’s Machine” and many exciting sequences brought to life by, of course, your Imagination! The Land pavilion is a vast complex, six acres in size, that includes a water ride called Symphony of the Seed! This is a passive journey through the process of agriculture-past and future! It a story “you can see, touch, and feel, and even eat at its revolving restaurant!” With food science on full display and used on the menu! The Living Seas pavilion is one of EPCOT’s most ambitious projects. Built as an enormous seawater tank it immerses the guest into the watery deep! Feeding demonstrations, educational exhibits abound in a modern, stainless steel “under the sea” environment! Last but not least, the World of Motion, brings the story of transportation to life in animatronic realism! The ride vehicle tour starts with early man, with scenes filled with animatronics, exciting films and themed sets! Truly the first “wheel” and where we are today! At the ride’s exit, GM, it’s sponsor, presents the latest in automotive technology and the future of transportation!

The second and largest area of EPCOT is called World Showcase. This area is entered either by a central bridge from Future World, or from either side of the main Lagoon via the various pavilions surrounding it. The American Adventure is located just across the World Showcase Lagoon at the end of this bridge. It is the first major structure visible across the lagoon as you exit Future World. A unique bit of information concerning this “bridge” if I may. Between Future World and World Showcase, just under one part of the bridge, are “rising bubbles.” I’m not sure if “the bubbles” have been resolved as of this writing, but you can see bubbles (if you know where to look) emitting from the water on the left side of the bridge. It has something to do with natural gas rising from below the lagoon. Check it out! World Showcase is an International showcase promoting the countries of, Mexico, China, Japan, Italy, Morocco, Norway, France, Germany, the United Kingdom, Canada and of course the United States. Each country pavilion is under contract by sponsorship of the host country to present the guest with a unique travel experience without having to leave the USA. World Showcase has become an opportunity to “brand” the tourism industry of each country. It has also come to be an opportunity for families to experience a piece of Europe without the expense and the passports! There are some that say that World Showcase was added and became necessary for EPCOT, because of the “sponsorship” funds derived from the various countries. Who knows and does it really matter at this point in time? No!

EPCOT’s master plan, includes “Area Development” and is unique with the main manmade lagoon, water features, architectural icons and historically correct representations of each countries landscaping. EPCOT uses the same formula to “draw the guest to the back of the property.” While Spaceship Earth is the focal point for the main entrance, the American Adventure anchors the back of the park much like Cinderella’s castle. Both structures creating “a visual carrot” luring visitors deep into the property. Much like the reason “milk” is placed at the rear of the grocery store. Yes? There were seven Future World structures, and eleven World Showcase pavilions on opening day in 1982, although Horizons opened one-year later. That is a whole lot of estimating!

Over my tenure at WED, I provided estimates for every one of these pavilions, plus a few potential new “sponsorship” opportunities which never made it to funding. Each pavilion had a unique attraction, highly themed retail and of course five-star restaurants! Depending on the pavilion, there were shows and rides unique to each, all requiring an estimate. While I provided estimates for all, including sections of area development, my primary responsibilities were the Spaceship Earth and Horizons projects. Both, as I recall, exceeded estimated budgets of over $100 million each. I knew them intimately from their first footing, up to their last topping off flag!

Imagineering captured the look, feel and flavor of each country represented without question! However, back at Sonora, in early 1980 when everything was pretty much on paper, there were a few of us who had a bit more skeptical opinion of the potential success of World Showcase! Our feeling was that the general public would not spend “big bucks” to enter EPCOT, spend more “big bucks” to eat at four-star European restaurants and shops! I’m glad to say we were dead wrong! Even today, EPCOT restaurants are reservation only. Be sure to do this ahead of time, because it has been “reservations only” since 1982!

A little mentioned key to EPCOT’s success, is the result of the original expat/educational programs for operating initiated by WED for each World Showcase venue. Each countries pavilion is staffed by world famous chefs, unique to each country. If you eat at the France pavilion, it’s just like the cuisine you find in Paris! This is true throughout World Showcase. Also, each countries staff are “cast members” relocated from each country, adding to the authenticity. With all of World Showcase before you in exacting detail, each pavilion represented with its own unique iconic architecture, you are in Paris, or the United Kingdom, or one of the nine other pavilions experiencing the culture and ambiance of Europe!

I’ll close this section and share a thought that many of my colleagues had during the EPCOT design phase. It is said, World Showcase is the alternative to visiting Europe. I’ve heard that from many people. Why go to Europe or Asia if you can do it at Disneyworld? No passport required!

Chapter two
Data

With the Pixie Dust quickly fading away, it was time to learn my new trade! Remember, I had no formal training, or for that matter had never estimated anything to do with shows and rides. I sat at my drafting table pondering the “learning” part, which was left to my own Imagination. (this turned out to be the real meaning of the word Imagineering) I had no knowledge or experience in this new specialty area. I was like a sponge that needed a very quick squeeze, ready to absorb all of the knowledge I could get! I was nervous, a bit frustrated but decided to follow that rule “if you don’t know anything, start asking a lot of questions!” It was no time for pride. It was time to be humble and needy!

My first question was how do you do this? I was very much a rookie! I began by asking where I might find samples of the work product. Forthwith, (I just like that word!) I was directed to stacks of file drawers filled with old estimates. (Yes-This is 1980 and everything was in a file drawer!) This was a big challenge. However, in my master’s program, I took a “research” class that established a methodology for discovering information. My theatrical education had taught me, how to research, organize and develop a plan of action! As I dug into the various project files and reviewed as many estimates as time allowed, I began to understand there were no detailed costs for shows and rides. And what nuggets of information did I find? In the nicely tabbed, legal sized file folders, the estimates for the show and ride systems were referenced in one words; “allowance.” This was it? An attraction with twenty-six scenes had an “allowance” for the entire show? No detail? Not even a description of the definition of “allowance or what it was based on?” In contrast, the facility or construction estimates had line-item detail according to the standard CSI (Construction Science Institute, a national association of more than 8,000 construction industry professionals who are experts in building construction and the materials used therein) format. I would soon learn more about that! I also learned from my review process, that while the facility estimates were taken from structures well past the schematic design phase, it made sense that they were as detailed as they were. However, the show and ride estimates were often “conceptual” and depending on the attraction, had very little information available. Which is why there were allowances! I learned later that an “allowance” is really code for a WAG, a “Wild Ass Guess!” Could it really be that show estimating was this simple? Could I really follow the examples: Show, $100,000,000 - Allowance! Ride system $1,000,000, 000 - Allowance! The answer was no. There had to be a better way. This is where my right brain/left brain began to argue. What the heck does allowance mean? Is everything included? How would you know? Did anyone actually see a drawing? Was it based on a model? Did the estimator have a dialogue with the show designer? I needed answers! The answers to these questions became what is called the “Basis of Estimate.”

As this was my first exposure to the profession of show and ride estimating, I began to quickly realize why Dave Holtz had brought me into the business of estimating. The experience of the staff simply wasn’t there to take the show estimate ball and run with it! As alarm bells went off in my head, an action plan for figuring this all out began to develop! I didn’t know anything about show and ride estimating, but I could certainly learn how to do it and devise a strategy to make it better. I decided that for my first step, I would “bug the hell” out of the pros in the estimating department. (Hint-this is a tip for you just starting out!) The two senior estimators I credit for getting me up to speed at Imagineering were Loretta Hoffman and Carl Simmons. They taught me the basics of construction estimating. How to approach the work. How to organize the work. How to get answers about the work! These two welcomed me looking over their shoulders, while I asked too many questions and generally disturbed their work! For their generous time to mentor me, I am forever grateful to them both!

Carl was an experienced “core and shell” estimator (again, that’s the main building structural components) and Loretta, who originally started in the WED finance group, was doing a terrific job of detailing out the production/manufacturing process of the “animatronic” figures. We referred to these as “AA” figures for simplification. Lorretta had detailed the components of the AA figures, the first such attempt at detailing show estimates. Loretta was building the first “database” to understand how the pieces were put together and how the parts functioned. All on a “13 column ledger!” She led the way, as far as I am concerned in establishing show estimating! It was through Loretta’s and Carl’s examples, I learned how to detail out show and ride estimates! My faith was being restored on how and what I could achieve in my new profession!

Following Loretta’s example, I set out to create the same level of detail, as much as possible anyway, for the entire show and ride systems. I would limit my use of the word “allowance.” Allowance would become an excuse in my mind and not an acceptable show estimating term. I would create the details of a scene, sometimes designing far ahead of the show producers, using my abilities as a scenic designer and translate “that blank piece of paper” into a living document of show detail! To be clear, I was not designing the show or interfering with the design intent of the show. I was “filling in” the blanks in a generic form. This methodology was what I would later learn was referred to as “estimator’s judgement.” Sort of a license to fill in the blanks! All based on the estimator’s experience.

My estimating process started with design packages. These were rolls of “blue-line” drawings. Once I reviewed the drawings, I could analyze the, model or a rendering that depicted the design intent. Often a fully developed design concept. Sometimes there was enough information, making it fairly simple to detail the show elements within. Sometimes, the design was a concept with lots of intent, but little factual information on the physical design. This is why I was called a “conceptual show estimator.” That means “related to or based on mental concepts.” Exactly what I was hired to do. My theatrical education and practical experience as a scenic designer and production manager, allowed me to understand the story or the script, and translate that into an interpretation of the intended visual form! In other words, in my head, I was creating the physical elements of the design intent! Essentially, estimating the “known and the unknown” materials in the designated physical space! I was creating the “basis” of the entire physical space to establish detail for my estimate! It was my experience from my live theatrical training, with over thirty-five productions designed and the same number actually constructed! I could estimate all costs associated with any concept provided, even though there might not be a set of construction drawing to base my conclusions. If you understand the story, it is not difficult to imagine the scenery required, or likely required, to bring the story to life. It all starts with a platform, exterior or interior walls, architectural detail, props and dressings or perhaps some artificial “greens” as they are called in the industry. Each of these elements confined to a space, alongside a ride track of some kind and as deep from the ride vehicle as the physical space allows. If you know the story that is being told, adding in the physical elements that tells the story was easy!

Creating a conceptual physical space is fairly straightforward. Estimators judgement is not! Let
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