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___________________________________________________

AUSTIN INDEPENDENT SCHOOL DISTRICT

Office of the Superintendent

Memorandum

To:

Members, Board of Trustees

From:

Pascal D. Forgione, Jr., Ph.D., Superintendent

Subject:
EL-16, Facilities, Monitoring Report

Date:

March 12, 2004

I certify this information to be accurate as of the close of business on March 12, 2004.

EL-16 states, “The Superintendent shall not fail to assure the availability of physical facilities that support the accomplishment of the board’s Results policies, that are safe, effectively used, and properly maintained.”

Accordingly, the Superintendent may not:

1. Fail to develop a long-term facilities plan to establish priorities for construction, renovation and maintenance projects. In setting those priorities, the Superintendent shall not fail to:

a. Assign highest priority to the correction of unsafe conditions.

b. Include maintenance costs as necessary to enable facilities to reach their intended life cycles.

c. Plan, budget for and schedule preventive maintenance.

d. Plan, budget for and schedule system replacement when new schools open, schools are renovated or systems replaced.

e. Disclose assumptions on which the plan is developed, including growth patterns and capacity, and the financial and human capital impact individual projects will have on other parts of the organization.

f. Identify and account for environmental impacts of land use and efficient building design.

2. Fail to use facilities efficiently and effectively, including establishing a three-year cycle of review for student attendance zones and school capacity.

3. Fail to proactively seek cooperative arrangements with other public and private entities to ensure efficient use of facilities and services.

4. Fail to develop a plan for public use of buildings and facilities that includes:

a. definition of permitted uses

b. a fair and reasonable fee structure

c. clear delineation of user expectations, including safety, behavior, cleanup, security, insurance and damage repair

d. consequences and enforcement procedures for public users who fail to follow the established rules

5. Unreasonably deny the public’s use of facilities, as long as student functions and the academic program are not compromised and the intended use is within established district guidelines.

6. Allow facilities to be unclean, unsanitary or unsafe.

7. Buy or sell real property or build, renovate or close buildings without board authorization.      

8. Recommend land acquisition without first determining growth patterns, comparative costs, construction and transportation factors and any extraordinary contingency costs due to potential environmental, natural and man-made risks.

9. Fail to include consideration of life-cycle costs as capital decisions are made. 

10. Fail to adequately manage the cost and schedule of school construction work, including the authorization of construction change orders for:

a. School Bond Program projects that exceed the available project and program contingencies established for such change order work; and

b. Annual Maintenance and Operations (M&O) funded projects that exceed twenty-five percent (25%) of the original construction contract amount, except as approved otherwise by the Board of Trustees.  

1. Fail to develop a long-term facilities plan to establish priorities for construction, renovation and maintenance projects. In setting those priorities, the Superintendent shall not fail to:

a. Assign highest priority to the correction of unsafe conditions.

b. Include maintenance costs as necessary to enable facilities to reach their intended life cycles.

c. Plan, budget for and schedule preventive maintenance.

d. Plan, budget for and schedule system replacement when new schools open, schools are renovated or systems replaced.

e. Disclose assumptions on which the plan is developed, including growth patterns and capacity, and the financial and human capital impact individual projects will have on other parts of the organization.

f. Identify and account for environmental impacts of land use and efficient building design.

a. Assign highest priority to the correction of unsafe conditions.

In Compliance:

The district is in the third year of the four year, 2002 Health and Safety Bond Program that was approved by the voters in February 2002, after the district discovered and addressed serious mold infestations at Hill and Galindo elementary schools using the district’s maintenance and operations fund balance.  Through this $49 million bond program, the district took decisive action to give their highest priority to addressing the unsafe and unhealthy conditions caused by this mold.  In a further step, additional funding was added to address water intrusion, indoor air quality and heating, ventilation and air conditioning issues in an effort to prevent future problems before they grew to the magnitude discovered at Hill and Galindo.

In addition, the district’s maintenance department places a “completion in 24-hour” priority on work order requests that are matters of safety and security. Since the implementation of the electronic work order system, an analysis of work order requests reveals that all 1611 work orders that carried this priority were addressed within a 24-hour period.
b. Include maintenance costs as necessary to enable facilities to reach their intended life cycles.

In Compliance:

The current amount of the maintenance and operations (M&O) budget for maintenance and plant improvement repairs and renovations is approximately $5.4 million per year. The industry standard for budgeting for these functions is 1% of the total value of all of the organization’s facilities which for the Austin ISD amounts to approximately $11 billion. Therefore, the annual maintenance budget would be projected in the neighborhood of $11 million per year in order to approach the amount of the industry standard.

In order to provide the maintenance necessary to enable facilities to reach intended life cycles, the administration must augment the current level of M&O funding through the renovations budgets in bond programs. The challenge with this approach is the funding of deferred maintenance with debt that is repaid over decades.  It is difficult to implement an effective ongoing maintenance schedule when the funding source is so intermittent.

c. Plan, budget for and schedule preventive maintenance.

In Compliance:

The district’s maintenance service center employs 50 personnel in the building operator department for scheduled preventative maintenance of the district’s facilities. This department performs such functions as scheduled motor-drive belt replacement, air conditioning and heating coil cleaning, mechanical lubrication, filter replacement, lighting ballast replacement and door hardware adjustments. Beyond the cost of personnel, the building operator department’s annual supply budget is $149,000.  In addition, skilled trades craftsmen housed in the Service Center, perform routine maintenance in the normal course of responding to service requests.

d. Plan, budget for and schedule system replacement when new schools open, schools are renovated or systems replaced.

In Compliance:

The full implementation of the electronic facilities database will facilitate planning for and scheduling systems replacement.  As new schools open, schools are renovated or systems are replaced due to failure, the manufacturers’ information on useful life and systems specifications can be entered into the electronic database.  This information along with all the other information on the systems in schools throughout the district will be available when planning, scheduling and costing systems replacements.

Until the electronic database is implemented, the district will continue using the process of consultation among construction management and maintenance staff to identify systems that require frequent maintenance to identify projects that need to be addressed through bond or annual M&O budgets.

When the database is fully implemented and all systems replacements are identified, the remaining challenge will be sufficient funding to ensure the timely replacement of systems as they reach the end of their useful lives.

e. Disclose assumptions on which the plan is developed, including growth patterns and capacity, and the financial and human capital impact individual projects will have on other parts of the organization.

In Compliance:

As described in EL-16.2 below, district planning staff completes and recommends to the Board of Trustees on an annual basis, any adjustments to school attendance zones needed to address issues related to the effective and efficient use of school capacity.

Furthermore, the district annually updates a five-year projection of growth patterns, other demographic trends and comparisons of current and projected enrollments to capacity ratios.  (See Attachment A, “Capacity Summary for AISD Secondary Schools” and Attachment B, “Capacity Summary for AISD Elementary Schools”) These data are applied to anticipate future growth and identify the need for attendance zone adjustments.

Attachment C, “Estimated Costs to Open New Schools”, is an example of how financial and human capital impacts are considered in the growth planning process.  Another example is the additional technicians that will be necessary to maintain the security cameras and card access devices that are included in the 2004 bond proposal of the Citizens’ Bond Advisory Committee.

f. Identify and account for environmental impacts of land use and efficient building design.

In Compliance:

The AISD has a Land Development Agreement with the City of Austin that defines school site development requirements, including limits on cut and fill depths and heights, limits on impervious cover specific to designated watersheds and landscaping requirements.  These land development standards were jointly developed between the City of Austin and AISD in recognition of the fact that the development associated with the creation of a public educational facility is different from a normal commercial development.  The agreement, however, does recognize that all development has the potential to adversely affect the natural environment, and that certain limits to development are necessary, with greater limitations required in more environmentally sensitive areas.

AISD approaches environmental building design from two primary points of view, creating facilities with energy-efficient sustainable features and favoring construction that requires less maintenance and employs more durable building systems and materials.

As a standard, AISD uses the City of Austin’s Green Building guidelines, with variations that are more appropriate to school rather than the standard commercial office or retail development.  These guidelines include reasonable design objectives on site selection and orientation, use of higher efficiency mechanical equipment, heat-reflective roofing, reducing heat gain through landscaping strategies and maximizing the use of natural daylight.  These principles and many others were applied extensively at the J.J. “Jake” Pickle Elementary School/St. John’s Community Center constructed jointly with the City of Austin, and to a lesser extent at other projects in the 1996 Bond Program.

Lessons learned from the mold remediation projects at Hill and Galindo elementary schools have pushed the district away from extensive use of organic building materials that might be subjected to moisture events such as gypsum wall board and toward building materials that tend to absorb less moisture such as glazed tile and concrete block.

Continuing Challenge:

The District has relied heavily on facility needs data collection that corresponds with its periodic bond programs.  Although these exercises result in facilities plans of significant duration (5 to 6 years), they are labor intensive and inefficient.  In the long run, they are as much the cataloging of deferred maintenance, as they are facility planning to enhance educational needs and the relief of overcrowded schools.  In response to this challenge, the District has engaged in the development of a facilities management database system to provide needed technological tools to integrate and manage an array of district facilities information and to obviate the need for intensive facility needs data collection in preparation of a bond program.  Such a system would allow constant facility needs information into a readily accessible, manipulable, up-to-date database system.

· An integrated facility management database design is substantially complete.

· In January 2003, the district launched phase I of the system -- the electronic work order system.  Now used by all campuses and facilities, since its inception, over 72,000 work orders have been submitted to the District’s Service Center via the electronic work order system. When the facilities management database system is fully implemented, this component will interface with the District’s existing facilities needs database to help set renovation priorities and preventive maintenance schedules.

· To date, floor plans for each of the District’s 103 schools have been verified (i.e., comparisons of original designs with existing facility configurations) and the entry of campus mechanical and building systems information has been undertaken.  

· The Districts facility assessment staff has collected up-to-date facility needs data for the proposed 2004 Bond Program.  Identified renovation needs not funded under the proposed bond program, will be entered into the facilities management system.

Given available resources, it is estimated that the facilities database system will be completely populated and operational in three years.

2. Fail to use facilities efficiently and effectively, including establishing a three-year cycle of review for student attendance zones and school capacity.

In Compliance:

For the past five years, AISD has employed an annual review of capacity exceeding the three-year cycle of review suggested in EL-16.2, to determine both overcrowded and underutilized campuses.  Schools that are above 125% of permanent capacity are deemed to be overcrowded, while those below 75% of permanent capacity are assumed to be underutilized.  These targets were established by a citizen-based planning effort in 1983 called "Forming the Future." In 1983, the District had not had a bond issue since 1969 and schools were generally overcrowded and overburdened with portable buildings. Two fundamental conclusions from that effort were that: (1) school relief should be planned and available as schools approach 125% of permanent capacity. No school should be above 125% of permanent capacity; and  (2) new schools should be opened at 75% of permanent capacity to allow for growth. 

With these fundamental principles as a guide, the AISD Planning Services and Construction Management staff analyze the permanent capacity of each campus to determining the overcrowded and potential overcrowded campuses (>125%) and those that could become underutilized (< 75%).  Both sides of the equation are reviewed together to determine whether the potentially underutilized campuses offer possible solutions for the overcrowded ones. Typically, this process results in recommendations to address the results of the analysis and reduce overcrowding through reassignment of students or to improve utilization through sale, lease, redeployment or reconfiguration of space in schools deemed to be underutilized. Attachment A, “Capacity Summary for AISD Secondary Schools” and Attachment B, “Capacity Summary for AISD Elementary Schools”, contain the results of the current analysis, which was reported to the Board of Trustees in November of 2003.

Examples of recent decisions undertaken in response to the annual review include:

· reassignment of Jordan Elementary students to Winn for relief of overcrowding;

· reassignment of Linder Elementary students to Brooke to anticipate overcrowding; from new duplex and multi-family units;

· consolidation of the ACES program in Becker Elementary;

· sale of the Dill campus, the former location of the ACES program consolidated at Becker;

· sale of the F.R Rice campus; and  

· various lease/license agreements discussed in # 3 below.

3. Fail to proactively seek cooperative arrangements with other public and private entities to ensure efficient use of facilities and services.

In Compliance:

Following the separation of AISD from the City of Austin in 1955, the District concluded an agreement with the City of Austin which provided the basis for joint use of parks in proximity to schools. The original agreement was approved by the AISD Trustees in 1961 and reaffirmed in 1981 and continues to enable and inform joint-use opportunities to this day. These include: undivided joint interest in school/park sites, use of playgrounds in proximity to schools, shared facilities for youth programs including gyms, fields, parkland as playfields and other shared facilities and program opportunities for youth that may become advantageous to either party.

The most recent agreement with the City of Austin involved the construction and joint-use of city and school district facilities at Pickle Elementary School in the St. John’s community in northeast Austin during the implementation phase of the 1996 Bond Program.  This project provided both a neighborhood elementary school and an array of city services including a public library, a health clinic, a community recreation center and a police substation.  Both school district and city staff worked closely with leaders in the St. John’s community, to help the community realize its goal of enhanced educational, social and other city services.

In addition to these public partners, other large-scale cooperative ventures have been developed with private partners. In general, the District is in the position of providing space in order to enable and support services for AISD students. This situation is clearly illustrated by the agreement with Extend-A-Card for Kids, a non-profit child care agency that operates after school child care centers in 50 of the AISD's 74 elementary campuses. The agreement with Extend-A-Care for Kids has been in effect for 34 years. A similar partner is Communities in Schools which operates in 26 AISD campuses and places social work professionals on those campuses to work with District personnel to assist students who are at risk of not succeeding. Another long-standing partner is Reading Is Fundamental (RIF) which recently purchased two AISD portable buildings and has a license agreement to operate from one of AISD's elementary campuses. The RIF program distributes books to approximately one third of AISD's elementary schools and also sponsors other literacy related activities for parents and students, which enhance student performance.

In addition to these long standing agreements, the District analyzes its available space annually and determines whether there are potential sales, leases, license agreements or opportunities for leveraging of these facility assets to further the mission and goals of the District. In some cases the license agreements leverage space for services, some provide space for revenue and like the RIF Agreement described above, some provide both services and revenue. Examples of recent license agreements for the use of AISD space include the following:

· Southwest Texas University Educational Talent Search

· The University of Texas Outreach and Neighborhood Longhorn Programs

· Ballet Austin

· The Sustainable Food Center

4. Fail to develop a plan for public use of buildings and facilities that includes:

a. definition of permitted uses

b. a fair and reasonable fee structure

c. clear delineation of user expectations, including safety, behavior, cleanup, security, insurance and damage repair

d. consequences and enforcement procedures for public users who fail to follow the established rules

In Compliance:

Attachments D, E, and F. Board policy, regulation and exhibit, respectively, entitled GKD (LOCAL), GKD (REGULATION) and GKD (EXHIBIT): COMMUNITY RELATIONS:  NONSCHOOL USE OF SCHOOL FACILITIES, 
defines permitted uses, specifies the fees charged, delineates user expectations and specifies consequences for failure to follow the established rules for public uses of campuses and facilities. The Department of Community Education administers the policy and regulation and supports the efforts of principals and facility managers to permit the public to use our facilities for legitimate uses.

5. Unreasonably deny the public’s use of facilities, as long as student functions and the academic program are not compromised and the intended use is within established district guidelines.


In Compliance:


Attachment G, “Department of School Family and Community Education-Facility Use”, gives a sense of the variety of public use that take place in our facilities.  As mentioned in number four above, principals and facility managers administer building use according to the policy and regulations described above with the support and assistance of the Department of Community Education.

6. Allow facilities to be unclean, unsanitary or unsafe.


In Compliance:

The principals and facility managers at schools and district facilities are responsible to ensure cleanliness, sanitary and safe conditions in each of the district’s schools or facilities.  The Housekeeping Services Department supports these efforts by assigning five specialists who are dedicated to providing training to the district’s resident housekeeping staff.  In addition to training, these staff members, who are assigned to groups of schools in geographic regions, perform semiannual facilities inspections and evaluate housekeeping products and equipment for use by campus and facility housekeeping personnel to support clean, sanitary and safe campus and facility environments.  The number of inspections has increased from annual in previous years, to semiannual during the current year.  Quarterly inspections are planned in subsequent years.

Credit must be given to the principals and facility managers who have adjusted their housekeeping schedules to have the work completed when the building is vacant, a best practice that increases housekeeping productivity.  This change and a reduced attrition rate among housekeeping staff has resulted in higher skill levels as staff remains in place and receives the full benefit of our housekeeping training program.  Evidence of this improvement can be seen in a comparison of the average facility inspection rating score in the 2002-03 academic year 83.7% (on a scale of 100%) to the 2003-04 year 89.8%, a 5% increase.

7. Buy or sell real property or build, renovate or close buildings without board authorization.      


In Compliance:


Board approval through formal action at a regular board meeting is required for the purchase or sale of real property.  The Board approves each new construction project at three stages, design development, construction document and final contract.  In addition, renovation projects that have a total cost greater than $50,000, must be approved by the Board through formal action.


The decision to close a building has a very significant impact on the community in which it is located.  Board members have established an operating procedure that requires a 12-month notice to a school community if a school is to be closed.  All decisions of this magnitude must have formal board approval to notify the members of the school community and to make necessary preparations to ensure a smooth transition of the students to their new school(s).

8. Recommend land acquisition without first determining growth patterns, comparative costs, construction and transportation factors and any extraordinary contingency costs due to potential environmental, natural and man-made risks.

In Compliance:

Most recently, the District has utilized a "team approach" for land acquisition with a group of consultants under the direction of the planning services and construction management staff.  This approach, to contract with individuals who possess specific expertise rather than employ full-time staff when the services are needed only intermittently, has been determined to be the most cost effective alternative. The team has consisted of the following specialists:

· a full service real estate firm that specializes in land acquisition for public and quasi-public entities including knowledge and experience with federal relocation guidelines;

· a full service law firm with attorneys experienced in the requirements of the Texas governmental code, real estate transactions, the Texas school code and relevant state and federal requirements for the acquisition and disposal of property and relevant state, local and other regulations concerning water  quality and related environmental requirements; 

· a demographic consultant with the capability and experience to  produce small area projections to assist with the effective selection of sites for planned and anticipated new schools; and 

· real estate appraisers to establish the value of land identified for potential acquisition.

In addition, there is often significant involvement with the staff of the various City of Austin departments including the Real Estate Department, the Development Inspection and Review Department, the Water and Wastewater Department and the Transportation and Sustainability Department. 

The typical process involves establishing a broad potential geographic area capable of providing the desired relief for existing schools or the location for athletic or other support facilities. Following an initial search by the real estate consultants for properties of the required size within the area established, a public notice is developed and sent out requesting responses from property owners within the area. Responses from property owners are reviewed including possible combination of adjacent tracts, and a "short list" of potential sites is created for further review. 

Once the "short list" of potential sites has been developed, each site is rated on a weighted two to five point scale on the following criteria:

· contribution to immediate relief in the case of a school campus;

· sustainability of relief;

· site size;

· water quality issues;

· street access, traffic circulation and safety;

· transportation impact on AISD with goal of maximizing 

· walk-in students and minimizing transportation distances to the site;

· cost per square foot;

· cost to acquire, develop and operate;

· availability of utilities;

· title and legal issues;

· zoning;

· existing easements and restrictions;

· geography and topography;

· soil conditions; and 

· adjacent uses.

Attachment H, “Site Selection Methodology Elements and Dimensions”, is the rating sheet that is used when evaluating potential sites.  Attachment I, “Site Evaluation Worksheet”, is an actual evaluation of five sites that were considered for one of the elementary schools in the 1996 Bond Program.

The consultant expertise described above is brought to bear in answering the questions and making the evaluative comparisons including demographic analysis of the expected growth and impact on relief questions. In addition, specialized professional expertise is typically required to assess soil, topography and water quality issues. 

Once a site or sites have been selected for potential acquisition, and a contract has been developed, a period of due diligence is provided for to further study and confirm preliminary information prior to acquisition of a site. 

9. Fail to include consideration of life-cycle costs as capital decisions are made. 


Routinely staff tries to stay abreast of changing technologies and development of building systems and materials in the building industry, but as planning for major capital expenditures begins in earnest, life cycle costing exercises are conducted.  Mechanical systems are evaluated relative to “first cost” and “long-term cost” of installation and operation.  Roof systems receive the same evaluative scrutiny, as do lighting systems and the use of such materials as floor coverings and hardware.


AISD has enjoyed a high level of community support that has produced four capital improvement programs over the last twenty years.  With over $700 million in design and construction activity occurring during that period of time, the District has been able, to a great extent, to develop an experienced opinion of the types of building systems and materials that have good long-term performance characteristics. Staff has developed building design standards for distribution on design consultants involved in AISD’s capital improvement programs, that specify time-tested products and systems such as building and door hardware, carpet and other floor coverings, roofing materials and library and classroom cabinet, shelving and casework.


10. Fail to adequately manage the cost and schedule of school construction work, including the authorization of construction change orders for:

a. School Bond Program projects that exceed the available project and program contingencies established for such change order work; and

b. Annual Maintenance and Operations (M&O) funded projects that exceed twenty-five percent (25%) of the original construction contract amount, except as approved otherwise by the Board of Trustees.  

In Compliance:

Currently, the District is implementing the 2002 Health and Safety Bond Program, which was approved by voters in February, 2002.  As this program enters its third year of implementation during the summer of 2004, sixty percent (60%) of the scheduled projects have been completed on time and within budget.

None of the projects in the 2002 Health and Safety Bond Program have exceeded the available project and program contingencies established for change order work.  Similarly, no projects funded from the annual M&O budget have exceeded 25% of the original construction contract amount.

AUSTIN INDEPENDENT SCHOOL DISTRICT

Monitoring Worksheet for Executive Limitations

(Revised 9/18/02)

This worksheet is intended to assist the Trustees in assessing the monitoring report and expediting relevant discussion at the Board meeting.  

The _____  Monitoring Report’s OVERALL rating is:


1

     2

    
    3

          4


5

    In Full Compliance
      In Substantial Compliance        In Partial Compliance
   Insufficient to Decide           Not in Compliance

For each item and sub-item in the monitoring report, please note your responses to the following questions:

	Item Number for EL-__
	Is there adequate data/evidence to convince me that a reasonable interpretation of the policy has been made?
	Is there sufficient data/evidence to convince me that this EL has not been contravened?
	If “NO,” note questions you want to ask at the meeting.  For example, what data/evidence would be needed to convince you?
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Shaded items should be raised during the Board’s meeting on this report.  Please note any  suggestions you have for the Superintendent as to how to make the monitoring report more useful on the back of this sheet.

_______________________________________


_______________________

    Name of Trustee
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