
Shared Services 
Task force

Meeting notes 2.3.14



2/3/14 8pm meeting notes
● Attendees:  Ben Stanford, Paul Krasusky, Karen Moran, Sam Adlerstein
● Approved minutes of our 1/27 meeting - LINK
● We worked Ben’s DRAFT energy plan into our final document to bring to TC/BOE 

○ Meeting will be this Wed (Th. snow date), 7pm THS, beginning of BOE meeting
○ Will run status of BOE budget past TC, while all together
○ Ben .. would you mind presenting the conclusion / relevant details?

● We began a new document toward next steps recommendations, after addressing the energy priority.
● Sam to follow up with Bill validate data from download, advise that given what we know, didn’t see reason for 

Chris White position, and recognized the Technology need for Chris’ focus.
● Tom to answer, “what are potential custodian contractual limitations on using them differently, even potentially 

outsourcing?”  We are not deciding or recommending anything.  At this point trying to understand the very broad 
situation with respect to potential shared services.

● Adjourned 9:20PM

https://docs.google.com/presentation/d/15spr2WjGHfC3TtBpXroE_qVvUvof8S3trNezjsafq30/edit?usp=sharing


Recommendations



Initial Recommendations from the Ad Hoc Shared Services Committee
 
The Joint Town Council and Board of Education Ad Hoc Shared Services Committee make the following formal recommendations.

1. The Ad Hoc Committee recommends that the following areas of overlapping or redundant services be continued to be investigated.
            a. Maintenance
            b. Technology
            c. Safety/Resource Officer
            d. Voices Program
            e. Custodial
            f. Finance and Business Services
            g. Lines of Chain of Command

2. The Ad Hoc Committee recommends that areas of possible outsourcing be investigated for cost savings or service improvements.

These areas will need to be explored further. The Ad Hoc Committee would like to continue on this path of Shared Services. The Committee 
members are willing to continue to work on and explore avenues for shared or consolidation of services and with the potential for immediate 
and long term savings from said consolidations. 



Recommended Action Plan
for

Town Wide Facility Management in Tolland

Purpose: This document lays out the plan of action to address HVAC and the facilities infrastructure in Tolland to ensure the investments in 
buildings and energy conservation measures are properly managed and maintained. The end result of the action plan is to have one 
responsible entity in Tolland that oversees, manages and maintains the HVAC systems and physical buildings in town.

Background: In 2012 the Town Council and Board of Education in Tolland initiated a project to use energy savings to finance facility 
improvements thru what is known as an ESCO (Energy Savings Company). Honeywell was selected as the ESCO and improvements have 
begun. A joint Town and School utilities fund was recently established to ensure savings from the improvements can be tracked and the 
payments made to payoff the bonds.
This plan was crafted by the Ad Hoc Joint Town Council and Board of Education Committee on Shared Services. The plan is based on 
recommendations from Town Manager Steve Werbner. The recommendations are a result of discussions with CNC’s facility maintenance 
supervisor and mechanical engineers involved in prior commissioning of Tolland HVAC systems. The actions below were reviewed and 
approved unanimously by the Shared Services Ad Hoc Committee.

Action Plan: The Town Council and Board of Education shall review and vote to approve the following actions to be taken by the Town 
Manager and School Superintendent to establish a new Single Facilities and HVAC management unit. 
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1. The Town Manager with support and help from the School Superintendent shall establish a new Facilities and HVAC department prior to 
the completion and commissioning of the new HVAC systems installed by Honeywell. The department will be responsible for oversight of all 
building maintenance and improvements including but not limited to facility capital budget projects, routine facility maintenance such as 
electrical, plumbing, carpentry and painting, and HVAC system management.
 
The new department will have the following employee composition:
            a. Facilities Manager – will be trained in all HVAC and automation systems used in town. Will report to Town Manager and 
coordinate maintenance activities with the Superintendent and school principals or their designees.
            b. HVAC Supervisor – will be responsible for the day to day oversight of the HVAC systems in Tolland and the Trades 
employees. The current Acting Project Manager is being trained by CNC software’s facility manager and would be an ideal candidate for the 
position.
            c. Trades Employees – one plumber, one electrician and 2 general trades employees will perform maintenance on Tolland 
HVAC and facilities at the direction of the HVAC Supervisor. Staffing may come from existing personnel or new hires and the unit should be 
phased in taking advantage of any vacancies which may occur in the future in existing facility unit staff in the Board of Education.

2. The Town Manager and Superintendent will devise and establish a work order system to aid in the maintenance, management and 
tracking of reported problems in the buildings and with the HVAC systems.

3. As Soon As Possible, the HVAC Supervisor position should be created with job description and pay scale to begin training in automated 
HVAC system and oversight of existing trades employees. Until the Facilities Manager is found the HVAC Supervisor will report to the 
Director of Public Works. The Public Works Director will provide information to the Town Manager and Superintendent as needed on the 
progress and activities of the HVAC Supervisor and his staff. The HVAC Supervisor will coordinate and direct Parks Department and School 
District facilities trade’s staff to prioritize efforts to address work order jobs. 
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4. Upon establishment of the HVAC Supervisory position, NO employee will be able nor is allowed to make changes to the HVAC system 
settings except the HVAC Supervisor or his designee. The Town Manager and Superintendent shall inform their staffs of this change and 
educate them about the new system that was installed and to whom the new point of contact will be for reporting HVAC and facility 
maintenance items.

5. The Facilities Manager (Public Works Director until position filled) and HVAC Supervisor will prepare for each Town and Board of Ed facility 
a HVAC budget which will consist of appropriate outside contracts for service, preventative maintenance agreements, cost for parts 
replacement, cost of equipment or training for full time staff and a depreciation schedule for existing equipment which will ultimately need 
replacement in a 15-20 year time frame. The appropriate cost for these services will be charged to the Town and Board of Education. The 
personnel costs will be prorated on roughly a 1/3-2/3 share with the Town paying the lesser share based on facility square footage.

6. The Facilities Manager and HVAC Supervisor will work with and use the training resources provided by Honeywell on the HVAC systems 
installed. CNC Software has offered to provide training and HVAC management best practices for systems Honeywell is installing. This offer 
should be utilized as much and as long as reasonably possible.

7. Celtic, the Town’s ESCO supervising consultant, shall be retained for as long as deemed necessary and beneficial to the town for 
management and advice on Energy Usage and ESCO contract matters.

8. Upon approval of the above Joint Facilities Department a timeline and budget for the establishment of the Facilities Manager, HVAC 
Supervisor and consolidation of Plumbing, Electrical and General Trades will be developed by the Ad Hoc Shared Services Committee.  

Financial Impact and Summary: The above action plan will result in 2 new FTE positions, 1.0 Facilities Manager/Director and 1.0 HVAC 
Supervisor. The Financial impact may be reduced if the Supervisor employee is filled from within which will result in backfilling a lower salaried 
position. The action plan when fully implemented will result in a unified Facilities Group that will be responsible for oversight and management 
of HVAC systems, facilities and project management. The tracking and management of maintenance issues and items will be done via a work 
order system that will be established. This will require new policies, IT systems which will require some initial expense (TBD) to get started. 
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(Bills answer to questions last few pages of this pres)





*actual includes encumbrances 902 810
check

805
check

status:  asked Bill, generally  how “budget” is being reported 
(adjusted compared to adopted/original).

compared budget request report to expenditure report



What is the 147k credit in Dec 2014?
Account 01002620735606621MAIN OFF Equip - Non-Instr Replacement, December credit (171,027)
(status:  Asked Bill 2/4/14)





Where cust ser water go?





1. What is in these numbers?  | 2. What caused 90k overrun? 



Why is budget $427,362 on later page? Bill, 1/31/14:  + Program 662, location 60 - the $404 is the adjusted budget from the original 
budget of $427.  There have been transfers from the account.




