
Ad Hoc Consolidated Services 
Committee Meeting

January 27, 2014
Jan Rubino, Ben Stanford, Paul Krasusky, 

Karen Moran, Sam Adlerstein



Decisions and actions
● Approved prior minutes
● Request facility services salaries and 

expenses (Karen to Bill)
● Get clarifying questions answered (Sam to 

Bill)
● Summarize data collected and send to 

Committee by 1/31 (to meet the State 
requirement - Sam)

● DRAFT Steve’s proposal into an action plan 
by our next meeting (Ben)

● Finalize our recommendation for TC and 
BOE (All, 2/3/14 at 8pm)

● Begin longer term improvement plan (within 
these minutes)

● Send minutes to Lynn (Sam)
● Post meeting and reserve room (Karen)
● Arrange BOE budget presentation with Steve 

(Paul)

Meeting adjourned 9:17PM.



Potential Shared Services / related improvements
The list for now is to the right, no particular 
order.  

Some items like custodial was suggested as 
an opportunity for improvement even though 
it is likely outside the scope of shared 
services.



High level 
goal plan

After meeting the requirements for state 
services focused on facility management, 

We plan to become specific about working 
together on a quality and cost savings plan.  
In the process, we target also improve the 
culture where towns and schools operate in 
two different silos, often at odds.  We plan 
to improve the functionality of our 
resources.

We began brainstorming ...

● why doing this is important
● the obstacles we’ll likely face
● some potential solutions

We plan to pick this up again later in 
February by chunking out a plan and getting 
very specific with goals

Will quantify after becoming 
more specific with our goal.

Deteriorating 
condition of TMS



addendum

Steve’s proposal

Bill costs fye 2015

From: Steve Werbner <swerbner@tolland.org>

Date: Tue, Jan 21, 2014 at 3:54 PM

Subject: Facility Management

To: Town Council <TownCouncil@tolland.org>, 
wguzman@tolland.k12.ct.us, sadlerstein@tolland.k12.ct.us

Cc: clanglois@tolland.org, bbellody@tolland.org, Mark.
Summers@mastercam.com
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After a discussion with Mark Summers of CNC software, his facility Maintenance supervisor, and 
two mechanical engineers who were involved with commissioning at the high school and Birch 
Grove School, the following is my recommendation for consolidation of HVAC system maintenance 
of Town and BOE facilities:

1. The ultimate goal will be to establish a Town Wide facility unit that has responsibility 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 unit shall consist of a Facility Manager (who amongst other things 
shall be trained in all automated systems to provide oversight and support to the HVAC 
Supervisor), HVAC supervisor who shall be responsible for day to day oversight of HVAC systems, 
two trades people specializing in electrical and plumbing work and two general trades people. 
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. Appropriate job descriptions and pay ranges should be established for the positions in 
anticipation of future hire.

I think the HVAC Supervisor as described is a 
good idea. Someone specifically trained in the 
energy management systems being installed by 
Honeywell is extremely important going forward. 
Paragraph 5 states that the acting Project 
Manager will become that HVAC Supervisor after 
some training. Hopefully, he will have attained 
level of expertise necessary for this role.

2. Immediately HVAC system management should be centralized in one position, HVAC 
supervisor. For a period of time, still to be determined , this position can be funded from the ESCO 
project. Until such time that a Facility Manager is appointed this position would work under the 
Public Works Director. This person shall be trained in use of the automated energy management 
systems in place in the Town Hall as well as those being installed in Board of Education buildings. 
Training shall come from a variety of sources including the automated systems provider, outside 
courses or programs and the use of CNC software staff as volunteered by Mark Summers. This 
person shall monitor all systems, take appropriate action to address any alarms, establish with 
contractors preventative maintenance schedules, have on call maintenance contracts and have 
access on a scheduled basis to Park Dep. Personnel and the two BOE facility employees to 
perform routine maintenance functions in house.



Steve’s proposal page 2 of 3 Bill’s comments

3. Until such time that the facility unit is formerly established he Town Park Dept shall perform routine 
maintenance other than HVAC work pursuant to a work order system on all town buildings under the direction of 
the Public Works Director or his designee and the three facility unit employees shall do the same for BOE 
buildings under the direction of the Superintendent of Schools or his designee. ok

4. NO employees shall be authorized to make any changes to the HVAC system other than the HVAC Supervisor 
or his designee. ok

5. CNC software has agreed to work with the acting Project Manager of the ESCO project to provide training and 
oversight with the goal of this position transitioning into the HVAC supervisor. This oversight and training is taking 
place immediately and will be beneficial regardless of the direction taken on an overall plan. If this position is filled 
with the Acting Project Manager as planned his current position in the Parks Dept. will have to be backfilled with a 
permanent position.

Paragraph 5 states that the acting Project Manager will 
become that HVAC Supervisor after some training. 
Hopefully, he will have attained level of expertise 
necessary for this role.

6. The Public Works Director 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 BOE along with a prorated cost for personnel on what I estimate to be a 
1/3-2/3 split with the Town paying the lesser share. As soon as detailed cost information can be received by the 
Town from the BOE pertaining to current budgeted and actual expenses for HVAC related items a determination 
can be made as to whether additional money is needed to properly address this function.

In paragraph 6, I would prefer paying for the actual cost 
of contracts, agreements replacement parts, etc. on an 
actual cost basis as opposed to 1/2 - 2/3 split.
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7. A decision has to be made on energy conservation management , whether this position should remain, whether 
it should be under the facility unit, whether it should have town wide responsibility, whether it should be 
responsible for recommending utility budgets for the Town and BOE , whether it should be tasked with monitoring 
performance measures under the ESCO agreement. While important , the determination was that the central 
focus should be on the systems management followed by a decision on this function.

I believe the reference to "energy conservation 
management" in paragraph 7 refers to CELTIC. If so, I 
agree that this decision is important because some type 
of monitoring of the ESCO agreement is needed.

8. This unit when ultimately comprised is separate and distinct from work performed by custodians. However it 
was discussed that in the future the functions of the custodians should be expanded to include some routine 
maintenance items which now must be performed by the Facility Maintenance people such as changing light 
bulbs and other minor maintenance and grounds functions. In terms of oversight of this function it is 
recommended that there be a supervisor that is not part of the same union as the employees which oversees the 
day and night crews either on a rotating shift basis or split shift or two employees. This function should remain 
under the direction of the BOE since the work is in many cases directed by building principles pursuant to 
educational needs. ok

This proposed plan of action if approved would negate the need for an outside study and save the Town the 
$25,000 which can go for other purposes in ESCO project. I would be happy to discuss this plan in more detail 
with interested parties as needed.



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



Why is budget $427,362 on later page?





Why is budget $404, 862 on earlier page?Why grounds doubling and >6% increase overall?


