
 

1 
NBPS Facilities Upgrades and Maintenance Plan 2021 

 
New Bedford Public Schools  

Facilities Upgrades and Maintenance Plan 
August 2021 

 
 

 
 
 
 



 

2 
NBPS Facilities Upgrades and Maintenance Plan 2021 

 
 

TABLE OF CONTENTS 
 

Executive Summary         2 
 
K-12 Facilities Management        3 

 
NBPS Strategic Goals         4 

 
Vision for Facilities          5 
 
Program: Departmental Management      6 
 
Program:  Custodial Operations       7 
 
Program:  Project Management       8 
 
Facilities & Maintenance Budgeting       12  
 
School Condition Survey        15 
 
Our Schools          17 

 
Prioritization, Workflow, and Monitoring      19 

 
Departmental Review        22 

 
  



 

3 
NBPS Facilities Upgrades and Maintenance Plan 2021 

 
INTEGRATED FACILITIES 

IMPROVEMENT & 
MAINTENANCE PLAN 

 

 

 

 
K-12 SCHOOL BUILDING 

CONSTRUCTION AND 
RENOVATION PLAN 

 
New Bedford Public Schools (NBPS) is charged with maintaining, improving, and replacing one of 
the oldest stock of buildings in the Commonwealth. These buildings serve as the educational and 
occupational environment for almost 14,000 students and 2,000 staff: 28 facilities, including 20 
elementary school buildings, 3 middle schools, a high school, an alternative education space, an 
administration building, a field house, and a maintenance shop.  
 
In its 2020 nation-wide report on schools, the Government Accountability Office (GAO) noted 
that America’s school districts see multiple building systems needing updates or replacement. 
Such findings mean varied progress since the same GAO report in 1999 found far too many school 
buildings were in less than adequate condition. A similar pattern of mixed progress is borne out 
in New Bedford over the same period.  
 
From 2001 to 2021, NBPS’s mix of deferred maintenance, repair and renovation needs, and new 
building projects have been met from either the operating budget, special project funds, 
including school building authority grants, or via the city’s capital plan. 2001 to 2008 saw an 
ambitious attempt to focus state investment toward a zonal rebuilding of most student facilities 
with projects in the north, south, and west end of the city. However, over time unanticipated 
construction obstacles, coupled with senior management turnover, funding cuts and district 
turnaround, saw a lack of progress in all aspects of facilities and maintenance.  
 
Since 2013, the city and NBPS have significantly increased levels of capital investment and 
embarked on the most active period of new construction and school renovation in years. From 
2018, despite known funding disparities, each successive School Committee budget represented 
the largest year-on-year maintenance investment by a city or town and district leadership has 
held that high expectations for facility management must be maintained. 
 
With substantial state and federal funding forecasted in the medium term, an integrated facilities 
plan and vision positions the district to address all facilities and maintenance needs and sets an 
achievable, sustainable guarantee that: All students and staff will learn and work in safe, 
healthy, attractive, and well maintained environments.  
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 “All work in New Bedford Public Schools is interconnected and impacts the teaching and 
 learning process " - Superintendent Thomas Anderson  
 

Departmental Role Highlights 
 

 Oversight of all plant & property used 
by the school district 

 
 Routine maintenance of buildings and 

grounds 
 

 Preventive maintenance of building 
systems 

 
 Cleanliness and daily care of buildings 

and grounds 
 

 Effective budgeting and procurement 
to fulfill appropriated department 
spending plan 

 
 Long range planning for school facility 

needs 
 

 Oversight of construction 
 

 

 Successive years with largest year on 
year facilities investment by a city or 
town 

 
 Addressed longstanding HVAC, 

lighting and electrical issues 
 

 Largest school district in 
Massachusetts to retain in-person 
instruction in a hybrid model 

 
 Approx. $80M of capital funds 

managed for repair & replacement of 
building facilities 

 
 Compliance and safety training for all 

staffing roles 
 

 Zero to minimal major system 
downtime for successive school years 

 
 
Focused on student academic outcomes, districts may often see little proactive facilities planning 
and merely reactive building management. Recently, in the Boston Globe’s Great Divide series, 
education reporters focused on the "age of Boston’s school buildings and the lack of investment 
in updating them” and noted that poorly maintained schools and classrooms are “an enduring 
inequity in plain sight,” as seen even in “subpar bathroom conditions.” The authors see standards 
of care “as an indicator of something larger about a school: a window into how well it’s run — 
and how much officials believe that the students there matter.”  
 
Integrating the management of facilities work is vital. Underfunding of facilities budgets leads to 
deterioration of assets and neglect of basic infrastructure needs. Where funding increases occur, 
the inconsistent application of funds can also miss economies of scale, and raise equity, 
transparency and sustainability concerns. Urban districts often have a wide mix of school 
buildings: from a new 21st century learning space to early 20th century construction, they all 
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bring challenges and unique needs. Each category of work presents different pitfalls, timelines, 
and lines of authority, levels of funding, regulations and more. Disrepair has a compounding 
effect which when added to misaligned budgets, all but guarantees subpar learning 
environments.1 
 
In January 2020, Superintendent Thomas Anderson unveiled NBPS District Strategic Plan, which 
set a vision and tangible goals for the district. For the first time, the district plan set a standard 
of care for school buildings, looking to embed a clear facilities management model, a goal absent 
from past-accelerated improvement and turnaround plans.  
 

 

 
A standard of care for facilities can directly affect 
NBPS goals 1 through 5:  

 providing high quality environments for 
instruction and student support 

 activating community support for facility 
investments, all while fostering excellence 
in maintenance departments and 

 sustaining significant public pride in the 
district. 

  
 

 

 
Recognizing that each aspect of 
facility management contributes to 
the other, New Bedford sets a tiered 
planning scheme to break out the 
types of tasks, projects, and day-to-
day work assigned to a catch all 
"Facilities Department."  
 
The starting point, all such work 
should be planned within a hierarchy 
of maintenance: from custodial care, 
management of vital functions to 
rehab and renovation, to new 
construction. 

                                                
1 https://chicago.suntimes.com/2018/3/28/18452253/cps-inspections-blitz-finds-rat-droppings-bugs-filth-in-
schools 
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Personnel, practices, projects, and programs all require clear means of oversight and assessment, 
beginning with a work plan and budget, and including milestones and deliverables to monitor 
progress. As shown in Appendix 1 (attached), monitoring tools in place along the continuum of 
facilities work include the daily Custodial Duty Sheet, monthly staff Health & Safety and Building 
Condition Surveys, the Annual Work Plan of projects, the monthly Facilities Sub-Committee 
meetings, live SchoolDude reports, all produced to meet a set Calendar of dates and deadlines.   
 

 

Vital Systems: Building 
management challenges are 
interconnected. An industry 
standard goal of preventative 
maintenance seeks to avoid 
premature failure and maximize 
the useful life of a building. 

However, a K-12 system may 
more likely see needs 
unaddressed over time, with 
sporadic, reactive maintenance 
that struggles to resolve or 
mitigate failure – in turn 
demanding renovation that is 
more expensive or unfeasible 
capital funded replacement.  
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Setting a vision: It is critical to understand where the district’s maintenance needs, and 
operating reality is to ensure effective goal setting for all aspects of facilities work. The matrix 
above shows a clear relationship between funding and the ability to attain and maintain a high 
“comprehensive” or “showpiece” standard of care. 

NBPS adopted the Association of Physical Plant Administrators (APPA) maintenance service levels 
which is helping to have an effective self-assessment:  

 

Level 1: Showpiece Facility - Maintenance activities appear highly focused. Typically, 
equipment and building components are fully functional and in excellent operating condition. 
Service and maintenance calls are responded to immediately. Buildings and equipment are 
regularly upgraded, keeping them current with modern standards and usage. 

 

Level 2: Comprehensive Stewardship - Maintenance activities appear organized with 
direction. Equipment and building components are usually functional and in operating 
condition. Service and maintenance calls are responded to in a timely manner. Buildings and 
equipment are regularly upgraded, keeping them current with modern standards and usage. 

 

Level 3: Managed Care - Maintenance activities appear to be somewhat organized, but 
they remain people-dependent. Equipment and building components are mostly functional, 
but they suffer occasional breakdowns. Service and maintenance call response times are 
variable and sporadic without apparent cause. Buildings and equipment are periodically 
upgraded to current standards and usage, but not enough to control the effects of normal 
usage and deterioration. 

 

Level 4: Reactive Management: -Maintenance activities appear to be somewhat chaotic and 
are people-dependent. Equipment and building components are frequently broken and 
inoperative. Service and maintenance calls are typically not responded to in a timely manner. 
Normal usage and deterioration continue to be unabated, making buildings and equipment 
inadequate to meet present usage needs.   

 

Level 5: Crisis Response - Maintenance activities appear chaotic and without direction. 
Equipment and building components are routinely broken and inoperative. Service and 
maintenance calls are never responded to in a timely manner. Normal usage and 
deterioration continue to be unabated, making buildings and equipment inadequate to meet 
present usage needs.  

 

NBPS Facilities and Operations Department responsibilities encompass 2.4 million square feet of 
building space associated with 27 buildings with an estimated 300 acres of land; the 
infrastructure of all school properties, underground utilities and related systems, and the upkeep 
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of grounds. Internal review and data analysis indicates our current management level to be 
between a Level 3 and 2. By FY23, our goal is to sustain a Level 2 district-wide, with models of 
Level 1 showpiece facilities in place and a roadmap to see all facilities operating at this highest 
level in the medium term.  

"Efforts to appropriate funds for building maintenance face significant hurdles. Municipalities and 
school districts should have the flexibility to spend funds on repairs as they deem necessary.” 

 
Program:  Departmental Management 

 

The Superintendent and Assistant Superintendent have general oversight of the Facilities 
Maintenance Department, with full operational oversight managed under the Director of 
Facilities and Operations with an Assistant Facilities Coordinator and Managers of Custodial 
Services and Maintenance Services.  Custodians and Plant Engineers are directly supervised by 
each individual school Principal. The Central Office Facilities Department is managed by the 
Administrative Assistant and a Confidential Secretary.  
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Program:  Custodial Operations  
 
The Maintenance and Operations Department supports all routine, day-to-day use, support, and 
maintenance of facilities: preventive, and corrective maintenance, pest control, snow removal, 
landscaping, trash removal, and utility charges (electric, gas/oil, water), full or temporary repairs 
to critical safety, mechanical, plumbing, electrical, and security systems, HVAC, vandalism, 
security-related repairs, utility, and basic technological infrastructure. While primarily focused 
on janitorial and custodial tasks, district custodial staff play a role in monitoring these elements 
of school buildings.2  
 
Each school has a building services staff assigned based on the standard of one custodial staff 
person per 30,000 square feet. Thus, a school with 60,000 sq. ft. would assigned two custodial 
staff. There are three potential shift schedules for custodial staff: 

• 6:30 or 7:00 a.m. to 3:00, or 3:30 p.m. (depending on school start time) 
• 10:00 a.m. to 6:00 p.m. 
• 3:00 to 11:00 p.m. 

 

    
 
By Massachusetts Education Reform Law, building services (custodial) staff at a school are 
directly supervised and evaluated by the school’s Principal or designee. Nonetheless, amid high 
stakes academic accountability, school Principals in NBPS are intimately involved in the 
educational mission of the school and need tools to meet their responsibility for custodial 
operations. The Facilities Department has a Supervisor of Custodial Operations who primarily 
“fills the gaps” in various schools for custodial services and hires custodians when vacancies 
occur. The Supervisor prepares duty sheets for schools that specify duties by day of the week and 
time of day for each custodian. The duty sheet is the basic tool that each school Principal should 
have so that she/he has the ability to direct custodial operations at the school. An example of a 
custodial duty sheet is shown in Appendix 1. 

                                                
2 https://www.southcoasttoday.com/photogallery/NB/20191019/NEWS/101909999/PH/1 
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Program:  Project Management 
 

“New Bedford's tiered planning approach to facilities projects establishes purpose, sets responsibility, 
and permits reporting and monitoring.” 
 
System Maintenance Projects - The district balances preventive and deferred maintenance thru 
effectively maintaining the condition of physical facilities that support its educational programs.  
These projects involve commonly used or vital building systems or infrastructure within existing 
spaces. Each successive year craft persons and master trade staff were added to more effectively 
complete minor renewal projects or projects related to mechanical equipment and plumbing 
systems - systems that support function, performance, and comfort in the facility.  
 
Classrooms are served by a series of interconnected systems of varying age and condition; 
optimum performance must be deliberately planned. Such projects are also part of a systematic 
approach to health and safety and aim to mitigate school based environmental hazards as the 
school represents an educational and occupational space for up to 14,000 students and 2,000 
staff, respectively.  
 
A building Principal and their custodial staff are responsible for monitoring and ensuring follow-
through with vital system maintenance projects and emergency maintenance calls throughout 
the year. Once submitted to the Facilities Department, maintenance projects are added to the 
Annual Work Plan and prioritized based on the urgency of the defect and available funding each 
fiscal year.  Recent work samples include seal/stripe repair of parking lots, oil tank conversion 
projects, masonry wall repair, plumbing, and HVAC repair.  
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Day-to-day activities of the department usually consume the greatest amount of resources. 
Since 2018, additional positions have been added each successive year in most categories - an 
effort to complete project level tasks with greater frequency and embed dedicated preventive 
maintenance roles or teams. See attached Appendix 2:  Calendar of scheduled inspections, 
assessments, component replacements. 
 

Renovation & Rehabilitation Projects: Proposed by school stakeholders, educators in buildings 
identified following routine inspections and site visits. Projects may also emerge from state or 
federal initiatives like learning spaces grants. These projects involve requests for renovations, 
and improvements to a classroom, lab, conference room, office, or a school’s outdoor areas. 
Work may be completed by in-house maintenance staff, or preferably short-term vendor 
services, occasionally volunteers where appropriate, or a mix of all three. Effective projects 
should commence with a representative design team to advise educational and aesthetic 
considerations and ensure congruence with current building and grounds operations. Proper 
planning will permit a defined project scope, budget, and schedule reported on the Facilities 
Department’s Annual Work Plan. Most design teams will convene quickly and complete plans in 

 
NBPS’s mix of heating and ventilation systems: 

• from steam heating-based radiators to 
centrally controlled systems, modern HVAC 
with Building Management System (BMS) 
controls was long reliant on contracted 
services for reactive repair.  

• The hire of in-house HVAC trades people has 
permitted regular and seasonal preventive 
maintenance of chillers, boilers, and cooling 
towers, assuring in classroom comfort and 
appropriate air exchange and air flow.  

 

 

 

 
With over 2,000 faucets and drinking fountains across 
buildings, added to hundreds of restroom facilities, a 
safe, reliable, and regularly monitored water system is 
essential.  
 
Previously reliant on contracted services on call for 
reactive repair, the hire of in-house plumbing trade’s 
people has permitted regular and seasonal preventive 
maintenance and sharply reduced reports of 
nonfunctioning water systems.  
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the short-term but depending on the scale of the project, the design team can increasingly 
formalize.  

 

 
Design team made of school staff and University of 
Massachusetts Dartmouth Interior Architecture Design 
Program: students assemble to present their 
comprehensive specifications for a library upgrade at 
Carney Academy.  
 
Similar elementary school teams have convened to 
refine plans for school playgrounds, library media 
spaces, cafeterias, and ballfields.  

 
With grant funding from the Mass Life Science Center a 
design team of NBHS staff led by Dr. Chu Kwen Ho 
(Science Instructional Leader, NBHS) was able to 
refurnish and modernize a learning space original to 
the building.  
 
The condition of the existing labs severely hampers the 
high school’s ability to offer its students the full range 
of “STEM” curricula. The proposed project would 
upgrade four science labs (one in each of the school’s 
four houses).  
 

 

 
Capital Construction Projects: Capital projects involve long-term investments, and usually are 
major construction projects developed with the expert assistance of planning and design and 
construction firms. Usually costing over $250,000, these projects add value to the district's 
infrastructure by providing new or renovated space that meets the needs in forward looking 
strategic and master plans.  Capital planning for schools is no easy feat and is more often a 
multi-year process.  Local fiscal readiness and administrative capacity must align to take 
advantage of generous but restricted (by timeline and high standards) city capital plans, or 
Massachusetts School Building Authority (MSBA) support that aids the whole state (not 
customized for unique challenges facing cities with aging stock). For most such projects, a city 
must incur and then serve multi-year debt on behalf of future students. As a starting point, 
detailed, architecturally compliant plans and specifications were created to describe the work 
and the facility to be renovated or constructed.  
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Example : As part of the City of New Bedford's recent Capital Improvement Plans, over $1,000,000 was invested 
in enhancing and creating public and student access to the long-neglected periphery of New Bedford HS with the 
addition of a Girls Softball Field, as well as re-imaging in building space via renovation of the Olympic sized pool 
and adjacent pool locker rooms untouched since the building opened in the early 1970s. A modern fitness center 
and critical auditorium upgrades round out the CIP investments.  
 

   

 
 
To take full advantage of MSBA opportunities for construction and renovation funding, the School Department 
regularly submits Statements of Interest (SOI) to MSBA for new construction (Core) and for accelerated repair 
(ARP). MSBA has a set timeline and SOI submissions require the formal endorsement of the School Committee 
and City Council in votes preceding submission. MSBA operates within its annual statutory budget cap, and the 
Student Opportunity Act moves to $800M. Finite funds stretch across a declining number of Core projects and 
Gateway cities more often apply for ARP projects. With invites judged on need, the MSBA 19-20 Core program 
will distribute $600M for 11 new schools, despite 61 applicants in that Core Program alone.    
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Facilities & Maintenance Budgeting  
 

School system budgets “are constructed incongruently over decades to fund enrollment, build schools, 
support programs, hire staff, etc. What exists today are funding arrangements so complex that it is 
difficult to use resources strategically or track their effects.” - Smart School Budgeting, The Rennie 
Center 

 
Established as  a "cost center” within the overall School Committee annual budget, the Facilities 
and Maintenance budget has long been limited to ordinary annual maintenance needs, as well 
as furnishing regular custodial supplies for clean, safe, and healthy building environments. Prior 
to FY2019, much of the non-custodial funds were applied to address code issues, accessibility, 
mechanical, electrical, plumbing work, communications, and fire protection systems with small-
scale renovation and repair.  With an expanded remit in mind, the School Committee has set 
successive increases from the FY19 maintenance budget onward to allow more system and 
renovation project work and address the aforementioned deferred maintenance needs.  
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From FY19 through FY22 local funding for all aspects of maintenance has increased, but state 
regulatory compliance can often create challenges for local efforts to direct funds to facilities. 
Where public school district spending in Massachusetts is governed by 603 CMR10.06: Annual 
School Spending Requirements, two key 603 CMR10.06 regulations are those that code required 
cost accounting categories and those that set spending limits per facility project.  
 
603 CMR10.06: Annual School Spending Requirements has value in showing where costs fall, are 
listed, and counted. Accounting codes permit a drill down in to spending over time.  
 

4000 OPERATIONS AND MAINTENANCE OF PLANT (4000 series) 
Custodial Services  (4110) Maintenance of Grounds (4210) 
Maintenance of Buildings (4220) Building Security System (4225) 
Maintenance of Equipment (4230) Extraordinary Maintenance (4300) 
Networking & Telecommunications (4400) Technology Maintenance (4450) 

 
While most codes are self-explanatory, different definitions of maintenance are used:  

 Ordinary Maintenance Expenses - General utility and ordinary maintenance items in any 
fiscal year.  

 Extraordinary maintenance - the periodic servicing, repair, or reconditioning of school 
buildings, grounds, or equipment to extend the useful life of an existing asset, provided 
that the total cost per project per school of an extraordinary maintenance project shall 
not exceed $150,000.  

 
Spending limits per facility project were recognized as a possible investment impediment as 
early as the year 2000 in a state school building report:  
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“Department of Education (DOE) regulations currently limit the amount of extraordinary 
maintenance spending that can be counted toward required local education spending to 
$100,000 per project…districts may spend more than this limit on a project, but cannot count 
the spending toward the minimum local education spending required by the Education Reform 
Act.” 3  
 
A maintenance cap lift to $150,000 was previously accomplished in 2012 via a Commissioner 
recommendation to DESE and then a Board of Education vote on amendments to 603 CMR 
10.06. Given the post pandemic scenario where “skyrocketing building material costs threaten 
school upgrades,” and  even pre-pandemic, one can assume a higher level of inflation in the 
trades over the intervening period, warranting a raise to $200,000 or a temporary suspension 
of any cap as a form of relief amid a facilities cost crisis.4 Note too that the 2015 Foundation 
Budget Review Commission and the 2019 Student Opportunity Act guidance respectively 
questioned the insufficiency of building maintenance aid and targeted investment in facilities as 
an "evidence based practice" that supports student achievement.  

 

 
 
 
The Chapter 70 Foundation 
formula sets a specific aid 
amount ostensibly intended 
for facilities spending, but the 
target is rarely reached in 
districts that do not exceed 
Net School Spending. 
Inevitably, limited funds are 
assigned to extraordinary costs 
in areas like special education 
or health insurance. 

                                                
3 "School Finance: School Building Issues". Commonwealth of Massachusetts Department of Elementary and 
Secondary Education 
4 https://www.golocalprov.com/news/ris-program-for-rehabbing-public-schools-appears-to-be-
underfunded-by-billi 
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As NBPS sets and models of Level 1 showpiece facilities in place, analysis of spending across the 
accounting code series can reveal underfunding, permit monitoring, and will form basis for the 
Annual Work Plan development.    
 
Building inventory and school condition survey: The district collaborated with MSBA and STV 
Incorporated, a team of professional architects and engineers, to conduct and successfully 
complete a facilities analysis in Fall 2016. 
 

 
 

The MSBA School Survey indicates that 24% 
of NBPS schools received a building condition 
rating of 1 or 2, meaning that the site and 
building conditions are in generally good 
condition.   
 
The majority of schools assessed, 60%, 
received a building condition rating of 3.  This 
means that the site and building conditions 
require moderate renovation, with 16% 
receiving a rating of 4, reflecting a need for 
extensive renovation to address poor 
conditions that will need to be addressed 
soon. 
 

 

88% of schools received a general 
environment rating of 1 or 2 meaning that the 
schools provide an adequate physical 
environment in which to teach and learn.  
 
Schools with a rating of 3 may have features 
like water damaged interior plaster, require 
having exterior brick foundation re-pointed 
and waterproofed, and/or the absence of 
mechanical ventilation to the basement 
cafeteria and lunchroom.  

   

Capacity analysis measured the ability of each 
school to offer sufficient student space (a 
measure of student enrollment divided by the 
building’s capacity), on a scale of over 
utilization, average utilization, and 
underutilization. 
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The following data is a NBPS specific summary of the comprehensive statewide MSBA 2016 
School Survey Report. This assessment evaluated several key factors, including building 
condition, general environment, capacity, technology, security, and maintenance (with a rating 
of 1 indicating the best conditions and a rating of 4 indicating the poorest). 
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Despite meeting capacity and utilization standards, the district retains one of the oldest stocks of 
buildings statewide. In addition to the capital investment needed to maintain building conditions, 
there is a critical need to upgrade spaces required for contemporary education, technology, and 
security to provide sound educational environments. Different types of deficiencies are apparent 
in buildings constructed between 1900 and 1940 and in 1950s to 1970s era buildings.   
 
1900 to 1940s era: Older buildings, without purpose-built gymnasium, or cafeteria. These 
buildings need re-pointing due to weather and age of the brick and mortar. Ongoing de-
lamination of exterior brick tends to cause water infiltration throughout. Schools are prone to 
inaccessibility concerns, with non-compliant features like open egress stairways.  
 

      
 
1950 to 1970s era: The post war/modern time-period classified by low-quality construction. The 
quality of construction during that period would necessitate a higher degree of maintenance and 
repair with some reports stating, “School buildings constructed in the early 1900s are often in 
better condition than buildings or additions constructed in the 1950s or even in the 1970s.” i 
 

       
 
2000s to today: Modern buildings are less inclined to see disrepair and issues of concern in vital 
systems. However, maintaining a high level of care is required and districts need to anticipate 
staffing and budget needs for sophisticated building management systems. In an effort to avoid 
the accumulation of future backlogs, annual stewardship of newer buildings requires 
prioritization.  
 

 

Carlos Pacheco 
Elementary School  

 

Constructed in 1907 

 

Hayden-McFadden 
Elementary School  

 

Constructed in 1975 
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New Bedford schools classified by year of construction and enrollment: 

 
As the above plot shows, a large number of schools and students are in older buildings. This 
reality speaks to the need for an ongoing financial commitment to new construction, repair, and 
renovation. Despite progress in recent years, the number of facility needs is above the annual 
capacity of support that the mix of preventive maintenance, mid-level project funding, and larger 
capital investments can address. In addition, without continued capital expenditures, normal 
facility degradation associated with the aging of facilities will affect the percentage of schools 
receiving ratings of 1 and 2 for building conditions and general environment.  
 
“Statewide, fewer than 10 percent of schools are more than 100 years old, according to a 2016 survey. 
But that figure doubles to nearly 20 percent in Gateway cities.” - Boston Globe the Great Divide.ii 

 
Prioritization, Workflow, and Monitoring  

 
Personnel, practices, projects, and programs all require clear means of oversight and assessment, 
beginning with a work plan and budget, and including milestones and deliverables to monitor 
progress. As shown in Appendix 1,  monitoring tools in place along the continuum of facilities 

 

Irwin M. Jacobs 
Elementary School  
Constructed 2016-18 

through a $23M MSBA 
grant & $14M of City 

approved funding  
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work include the daily Custodial Duty Sheet, monthly staff Health & Safety and Building 
Condition Surveys, the Annual Work Plan of projects, the monthly Facilities and Finance Sub-
Committee meetings, live SchoolDude reports, all produced to meet a set calendar of dates and 
deadlines.   
 
Facilities and maintenance spending and workflow will be shared with the standing Facilities and 
Finance Sub-Committees of the New Bedford School Committee for feedback and support. 
Monthly, the Facilities Director will present summary reports to the Sub-Committee and 
demonstrate progress in project completion per the approved Work Plan. The Assistant 
Superintendent will report on the implementation of the capital projects, design teams, and 
other improvement initiatives.  
 

Key School Committee and Sub-Committee dates will include:  
 January/February: Preliminary Budget creation and analysis 
 May/June: School Committee Budget Approval  
 July/August: Sub-Committee Annual Work Plan Review  
 September/October: Sub-Committee review of Capital Needs Assessment to meet City 

CIP request 
 

SCHOOLDUDE™ 
The Facilities Department uses the SchoolDude™ system to direct the work of Facilities & 
Maintenance staff and at a minimal level to simply submit, assign, and track work orders. Facility 
Department Managers are required to optimize the use of SchoolDude™ and train all department 
staff in appropriate use of the system. The technology has the potential to be used for analysis 
and management purposes. All Facilities staff have a unique username and password. The school 
Principal, Custodian or school Engineer establishes a work order into SchoolDude™. The Assistant 
Facilities Manager will receive an email of the work order where he/she will need to assign the 
work order to the proper maintenance worker. The assigned maintenance worker will receive an 
email with the assigned work order number, location of school, and description of the task that 
needs to be assessed.  When the work order is assessed, the maintenance worker will initialize, 
complete, and date on their e-tablet. All completed work orders will be categorized under 
completion in SchoolDude™ and monthly-completed reports can be retrieved per assigned 
maintenance worker. 
 

DESIGN-BID-BUILD  
It is essential to accurately recognize the complexity of all projects.  With that, NBPS plans to 
implement processes to ensure incremental steps in large and mid-level projects: 
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• Design-Bid-Build. This three-step scheme in turn breaks out into eight vital steps 
including: 

o Plan, Design, Budget, Fund, Bid, Build, Commission, and Audit. Planned by the 
most appropriate and most impacted stakeholders, effective projects should 
commence with a representative design team to advise on technical aspects, 
educational and aesthetic considerations and ensure congruence with current 
building and grounds operations.  

o Proper planning will permit a defined project scope, budget, and schedule to be 
reported via the Facilities Department Annual Work Plan. A commissioning or 
review process ensures the project is fully complete and can meet any audit or 
later review as necessary.  

 
ANNUAL WORK PLAN  
After the upcoming fiscal year budget is approved an Annual Work Plan will be specified, based 
on departmental needs assessments. The Annual Work Plan will cover the project initiatives 
management plans for the year, small and medium sized projects addressing deferred and 
preventative maintenance, necessary vital systems work, as well as upgrade projects developed 
by design teams.  A running summary of active or completed design team requests can be added 
to the active Work Plan as capacity permits.    
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CAPITAL INVESTMENT 
City Capital Improvement Plans propose an annual $1.2 million for support of the School 
Department. This is most often applied as a combination of MSBA Accelerated Repair Program 
(ARP) match and local funding for projects that would not be supported by MSBA. ARP matches 
are handled through a separate loan authorization, which will be approved when a budget 
request is submitted. The balance of this annual $1.2 million would go toward other major 
maintenance projects as part of the annual capital bond. No funding is accessible absent a City 
Council approved appropriation. Traditionally, the Council may vote a lower number than 
submitted by the Administration, requiring re-costing and revision of project scope before 
implementation. 5  

                                                
5 https://www.southcoasttoday.com/news/20180524/city-council-approves-545m-for-capital-improvements 
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Requests for Capital Need Assessments are issued to City departments in the fall. Since fiscal year 
2015, the district developed a Master Capital Projects List, containing all needed capital projects 
coded in priority categories 1-2-3 and assigned number by location. This master list serves as a 
pipeline of projects for future consideration, ranked in order of priority, providing provisional 
cost estimates for each item. The office of the Chief Financial Officer further refines department 
submissions based on feasibility and need and manages submission of an overall Capital funding 
request to the City Council.  
 
Annually, school districts can submit a Statement of Interest (SOI) to the MSBA, for either the 
MSBA Core Program, which focuses on larger, long-term capital projects, or the ARP for 
replacement or overhaul of components like boilers, roofs, and windows. Whereas ARP need is 
usually apparent based on age of building components (i.e. a thirty-year-old roof or deteriorated 
windows), a Core project requires a pre-approved feasibility study phase in advance of formal 
MSBA approval of the project.   
 

 

 
Once eligibility period opens, submittal of a 
SOI with town/district votes commences a 
process exploring the possibility of accessing 
MSBA funds for a school. An MSBA Board 
vote will invite districts to the next phase: 
Feasibility where the city/town must commit 
to full funding, with an MSBA grant funding 
up to 80% of costs. The final phase sees a 
Project Funding Agreement (PFA) binding all 
parties, with MSBA grant reimbursement for 
up to 80% of costs.  
 

 
Departmental Review  

 
Management Partners Inc. undertook an analysis of the NBPS Facilities and Maintenance  
Department in June 2018. The report identified that programs were structured around the 
capacity of the current staff rather than the demands of each of the facilities, the consultants 
issued a series of recommendations, many of which have been implemented as of Spring 2020. 
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1. Recommendation 2: Custodial duty sheets for 
each school & Recommendation 3: task force 
of principals, administrators and custodians to 
develop protocol for directing school custodial 
ops   

STATUS: COMPLETE Fall 2018 

1. Recommendation 7: Create an Assistant 
Director for the department  

STATUS: COMPLETE Spring 
2019 

1. Recommendation 9:  training for the 
Maintenance and Custodial Supervisors & 
Recommendation 8: new position descriptions 
& Recommendation 12: Develop protocols for 
attending meetings of organized stakeholder 
groups of the school system 

STATUS: COMPLETE Summer 
2019 

1. Recommendation 12: Develop protocols for 
attending meetings of organized stakeholder 
groups of the school system 

STATUS: COMPLETE Summer 
2019 

1. Recommendation 14: Study department 
staffing needs based on demand patterns and 
activity types 

STATUS: COMPLETE Fall 2019 

1. Recommendation 15: Analyze the feasibility of 
contracting fleet services and management   

STATUS: COMPLETE Fall 2019 

1. Recommendation 6: Optimize the use of 
School Dude for department management 

STATUS: COMPLETE Fall 2019 

1. Recommendation 13: Involve Facility 
Department Managers more intimately in 
capital management planning, execution, and 
school design 

STATUS: COMPLETE Fall 2019 

1.  Recommendation 1: Identify a facility-based 
preventative maintenance program for each 
school facility & Recommendation 10: 
surveying school system stakeholders to 
determine satisfaction  

STATUS: PARTIAL Spring 
2020 

1. Recommendation 5. Recommendation 11 
performance reporting system/performance 
measures and standards for Facilities 
Department Operations 

STATUS: PARTIAL Spring 
2020 

2. Recommendation 4: Prepare a facility 
operations manual for each school in the 
system 

STATUS: UNDER 
DEVELOPMENT 

Fall 2021 

“All are and have ever been satisfied, and no schools in our Commonwealth stand higher than ours.” -  
James B. Congdon, Poet, Abolitionist, City Treasurer and School Committee Member (writing in The 
Liberator, November 9, 1849) 
 

i https://archive.org/details/policyreportreco00mass  
ii With 7/25 buildings over 100 years old, as of 2020, that puts New Bedford at 28% for such century 
old schools, just under 40% of active elementary schools 

                                                


