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Executive Summary and Recommendations 
 
School systems and other institutions, public and private, have invested billions of dollars 
in their buildings and infrastructure systems.  While recognizing the need to protect their 
enormous facility investment, the resources available to do so are limited and have to be 
allocated among a myriad of competing demands.  The California Deferred Maintenance 
Program for schools sets target-funding levels that are below what many facilities 
professionals recommend for maintenance funding, and then, due to the competing 
demands, often provides funding below those levels already set too low.  While the 
District�s historical record for funding needed for Major Repair/Replacement (MRR) 
work is better than the State�s, it is still under funded.  Continuing shortfalls in funding 
generate not only long term cost escalation as needed repairs are deferred, but also, the 
associated loss in functional reliability.  Recognizing that these constrained budgets and 
competing priorities are a fact of life, it is still strongly recommended that the Board of 
Education and the District in consort, make every effort to continue the necessary funding 
for adequate maintenance, repair and scheduled replacement of these critical assets.  A 
deferred repair doesn�t go away, it just increases in cost. 
 
Proposition MM provides for the elimination of the approximately $258 million dollar 
backlog of needed repairs that existed at the time the proposition was passed.  In addition 
Proposition MM has enabled the District to make significant progress in correcting 
facility deficiencies and completing preventative maintenance and scheduled replacement 
of building systems.  The District has also been able to definitively quantify the long term 
MRR needs based upon actual on-site assessments of the District�s facilities.  However, 
that full assessment has shown that the long-term MRR requirements that were identified 
before Proposition MM were significantly understated. 
  
The program as outlined in the District�s December, 2003 MRR Plan currently identifies 
needed repairs, upgrades, modernization and/or replacement of major systems totaling 
approximately $500 million based upon actual and estimated assessments of all district 
facilities. A breakdown by work categories of the $500 million dollar backlog is 
identified in the District�s Plan as well as suggested measures to address and eliminate 
these deficiencies. 
 
Comparative research of other large institutions reveals that to adequately maintain their 
facilities, on an ongoing basis, requires approximately 2% of their Current Replacement 
Value (CRV) to be funded annually. 
 
In summary the proposed District�s December, 2003 MRR Plan sets an appropriate 
course necessary to reach a position whereby District funds alone can sustain the required 
maintenance and MRR effort.   
  
 
 
 



 - 2 - 

Gafcon�s Recommendations are: 
       

1. Pursue potential funding sources to eliminate the approximately $500 million 
dollar backlog of needed repairs, upgrades, modernization and or replacement of 
major systems. Note also that any additions to existing facilities shall require 
funds over and above those previously identified. 

 
2. Support annual MRR funding at 2 percent of the District�s facilities Current 

Replacement Value.  
  

3. Continue to focus on the validation of the Facilities Assessments provided by 
3D/International (3D/I).  This critical step needs to be completed to ensure the 
database is correct and can be used with confidence for planning, budgeting and 
program development.  

  
4. Realign the San Diego City Schools (SDCS) facilities assessment program by 

forming two, three man teams in lieu of one four man team. By assigning the 
appropriate trades to these two teams, production should increase.  

  
5. Upgrade the District�s Maintenance Management System in conjunction with the 

new District Wide Application system that uses PeopleSoft, to allow the tracking 
of activities down to the Project level electronically.  
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At the June 17, 2003 Independent Citizen�s Oversight Committee (ICOC) meeting, it was 
moved that the ICOC review the planning for the implementation of the San Diego 
Unified School District's (SDUSD) Major Repair and Replacement Program (MRR).  
The findings were to be reported to the Board of Education.  Gafcon, Inc. was assigned 
this task and a notice to proceed was issued on June 27, 2003. 
  
A brief summary background of the MRR backlog, budgets and district policy at 
the time Proposition MM (Prop MM) was passed. 
  
Prior to the passage of Prop MM, an independent task force comprised of real estate 
experts, property managers and chief financial officers was assembled to review the 
District�s maintenance condition, current maintenance funding and devise a plan for 
accomplishing future facilities major repair and replacement projects.   This task force 
reported out on June 23, 1998.  Their findings were: 
  

1. The backlog of regular maintenance is insignificant and not a concern. (see 
attachment 1, chart 2B for definitions)  

   
2. The MRR program is severely under funded.  The backlog of MRR at the 

beginning of FY1997-98 was $151 Million (attachment 1, chart 2j).  To solve this 
problem, the task force recommended a three-year get-well program with 
contingencies and an escalation factor of (5%) which resulted in an overall 
estimate of a district cost of $257.4 Million for the three-year program 
(attachment 1, chart 2k). 

 
3. The task force found that without a significant increase in continuing annual 

allocations for MRR, the District would resume deferring major 
repair/replacement projects, thereby re-creating the current facilities crisis some 
time in the future.   

 
The following recommendations were made: 

  
1. The plan for accomplishing future major repair/replacement projects originally 

suggested a series of timelines based on the States Deferred Maintenance 
Program requirements for minimum frequency of projects. A more 
conservative approach was recommended between projects in several 
categories. By doing so, the total annual costs would be reduced.                             

  
2. Eliminate the District�s recommended 10% contingency for unforeseen 

circumstances. 
  

3. Reduce the projected annual cost escalation from 5% to 4%. 
  

4. The task force strongly recommended that the district increase appropriations 
to the appropriate maintenance budgets in order to fund facilities major repair 
and replacement projects as they become due. 
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5. In the event of a significant reduction of State funding for education, the task 

force recommended that board policy provide for temporary reduction of 
District financial support of the MRR Plan (or, at a minimum, temporary 
elimination of the requirement for increasing support), with a further provision 
requiring the resumption of increased District support when State funding was 
restored. 

  
The Board of Education approved the task force�s recommendations for the District�s 
Major Repair and Replacement Plan for FY1998-99 to FY2003-04. 
 
Numerous planning evolutions occurred during the seventies, eighties and the early 
nineties, such as, �The Long-Range Comprehensive Master Plan�, �The Long-Range 
Facilities Master Plan� and the formation of committees such as, �The Area Planning 
Committee� (APC) and �The Facilities Steering Committee� (FSC).  All of their efforts 
demonstrated that the District was trying to solve the long-range deferred maintenance 
problems as well as to meet the newly instituted class-size reduction program for grades 1 
and 2. 
  
Only the class-size reduction program survived through the years when state financial 
constraints caused downsizing of local budgets. 
  
Planning, budgeting, funding and implementation of MRR FY1998-FY2003 
  
The chart (attachment 2, page 5) of the current District's report of MRR�s backlog and 
MRR�s future backlog for the FY1998-2003 period is considered accurate and represents 
what transpired. 
  
The solid blue column represents the District's efforts to reduce the identified backlog of 
$258 million dollars of MRR.  The total reduction of the backlog over these 5 years 
amounted to $207.2 million, or 80% of the backlog.   
  
If not for the slow starts in FY1998-99 and FY1999-2000 the entire 258 million dollar 
backlog might have been eradicated.  Inadequate staffing and some procedural 
shortcomings in the initial implementation of the Job Order Contracting (JOC) program 
were some of the reasons why the start up process was slow. 
  
It is also evident that in the final two calendar years, FY 2001-02 and FY2002-03, that 
the District and Prop MM reached their stride, performing over and above the planned 
future MRR requirements.  The District predicts that by end of FY2003-04 that the entire 
$258 million dollar MRR backlog identified prior to the passage of Prop MM will be 
reduced to almost zero. 
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Facility Condition Assessment Services  
 
The San Diego Unified School District (Facilities Management Division) on October 17, 
2001, submitted a Request for Proposal (RFP), for qualified Professional Services 
Companies to provide comprehensive Facility Condition Assessment Services for the 
District. 
 
Seven responses were received and 3D/International (3DI) was awarded the contract in 
January 2002.  The purpose of the assessment contract was to assess district facilities by 
data collection and conducting an analysis of the facilities condition.  Contractor would 
provide: 
  

1. Facility Condition Surveys  
2. Assessment Reports/Cost Estimates  
3. Analysis of Facility Condition Information  
4. Life Cycle Analysis for Component Renewal  
5. Facility Condition Assessment Information System (FCAIS)  

  
The contract will provide the data and analysis needed to make informed facilities 
management decisions that should result in better use of facilities dollars. 
  
The base contract started in February 2002 and was scheduled to be complete in eleven 
months.  The project was to be done in three phases: 
  
Phase I -  74 (4 pilot study sites) Sites  Start: Feb 02 Completion: April 03 
Phase II -  70 Sites  Start: June 03 Completion: April 03 
Phase III -  70 Sites Start: Feb 03 Completion: July 03 
  
The program slipped approximately four months from the scheduled eleven-month 
forecast completion date. 
  
The contract was for one year with two, one-year options, and also allowed for training of 
the District Staff in both field assessment of facility conditions and the use of FCAIS 
tracking software. 
  
Improving the Backlog and Learning Environment 
Verification Process 
  
The District�s verification process commenced in August 2003.  Earlier scrubbing efforts 
were undertaken, but focused only on segregating deferred maintenance eligible work 
from regular MRR.  Progress has been slow, but as the San Diego City School (SDCS) 
team gains experience, and with some realignment of the team composition, the program 
should be able to attain its long-term goal of reviewing one third of the District's assets 
annually.  To date the efforts have been focused on the under performing schools, 
Academic Performing Indicators (API�s) 1, 2 and 3 sites, to enhance the teaching and 
learning environments.    
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3D/I's assessment approach was based upon facility age versus individual system 
component lifecycles.  3D/I provided a visual assessment of each facility utilizing two 
man assessment teams and averaged one facility per day.  3D/I assessors were directed to 
refrain from making judgment calls on systems, which were past their expected life.    
 
The SDCS assessment team has started updating and refining deficiency repair/ 
replacement costs captured by 3D/I.  SDCS approach is basically the same as the 3D/I 
approach with the following significant differences:  
  

1. One four-man team versus the six, two man teams provided by 3D/I.  
2. The SDCS team remains at each facility a minimum of 3 days.  
3. SDCS is currently projecting a three-year cycle for assessment of all District 

owned facilities (typical in the industry). 
4. SDCS assessors are adjusting individual system/component lifecycles 

(breaking them out from the facility as a whole) as deemed prudent.  
5. SDCS is changing the way non-existing mechanical systems (e.g. air 

conditioning) are reported. 
 

Repair/Replacement costing has and always will be a moving target.  Construction costs 
change in a relatively short period of time.  3D/I used a combination of R.S.Means and 
historical pricing when estimating repair/replacement of existing deficiencies.   Pricing of 
systems and components that are not yet deficient are reflected in the renewal schedule.  
The renewal repair/replacement costs reflect ten years into the future.  These costs have 
an escalation factor of 4% for each year.    
  
SDCS assessors are verifying deficiencies and their associated prices as well as finding 
several deficiencies not captured by 3D/I.  Pricing based solely upon R.S.Means falls 
short of SDCS expectations; R.S.Means pricing seems to run higher than historic costs.  
Also, R.S.Means lacks sufficient line items to develop more accurate estimates for 
individual system components.  SDCS continues to use the soft cost and escalation 
factors built into the database.   
  
The proposed SDCS three-year assessment cycle is at best an estimate with the current 
staffing levels. SDCS can anticipate the initial assessments to take a bit longer then 
subsequent reviews.  Staffing and/or the level of detail of initial reviews will likely be 
adjusted during the initial assessments.  Currently, the assessment staff is performing 
double duty; performing project management and technical assistance tasks while trying 
to perform site assessments. SDCS will have to monitor progress and adjust their 
workload and staffing numbers accordingly. 
  
Attached are the narratives from two of the sites (attachments 3 & 4) that 3D/I has 
analyzed.  The summary reports are well designed and easy to understand. The back-up 
documentation is not attached, but is available for review.  Neither of these schools has 
been through the verification process.  The schools that have been processed through the 
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District's verification program appear to have been assessed in accordance with the 
contract specifications agreed upon between the District and 3D/1. 
  
FY04/05 Planning, Budgeting and Funding 
  
The FY04/05 MRR projection identified in the executive summary of the Deferred 
Maintenance Five-year Plan (attachment 5) is $20,438,251 dollars. The Deferred 
Maintenance Five-year plan was compiled using data from 3DI�s assessment of Phases 1 
& 2 and SDCS's own database, and did not have the benefit of any validated analysis.   
  
It is to be noted that on June 9, 2003 the ICOC forwarded a letter to the Board of 
Education (attachment 6) recommending that the Board instruct the District Staff to 
include in the FY 2004-05 and future annual budgets, a line item for the funding of the 
MRR program.  This action was taken based on the previously discussed June 23, 1998 
Task Force recommendation that by FY 2004-05 the MRR annual funding need was to be 
met fully with district funds. 
  
Projected Need, Planning and Budget Commitments for FY 2005-20 
  
The District's best look forward (attachment 2, pages 10&11) represent the plans to not 
only eliminate the MRR backlog estimated to be approximately $500 million dollars, but 
to prevent any reoccurrence of this happening again. The two solutions, a six-year bond 
or an eight-year bond, are equally viable solutions and appear to be the most prudent 
vehicles for resolution.  
  
Related Issues: 
  
Audit Review 
It was noted during a review of the Prop MM building fund audit for the year ending June 
30, 2002 that one matter of concern was the need for strengthening internal financial 
controls while increasing operating efficiency. The ICOC agreed but thought it premature 
for the District to spend considerable dollars addressing the issue before the new District 
Wide Application (DWA) system was implemented. This recommendation was reported 
to the Board in the ICOC response to the annual audit. 
  
The Facilities Management Division track Prop MM activities and expenditures on a 
project basis through the Primavera Expedition software.  The District�s financial system 
provides expenditure information by cost center, fund, object and program, but not by 
project.  An automated interface between Expedition, the Computerized Maintenance 
Management System (CMMS) and the financial accounting general ledger system is 
needed.  This automated interface would provide an additional layer of cost control by 
providing and automatic reconciliation of program and project costs. The District 
recognizes this potential opportunity and indicates that a DWA system is replacing the 
general ledger system with PeopleSoft software at its core.  The DWA system may 
provide some opportunity for electronic conveyance of data between the systems with the 
DWA�s more robust account code structure. Direct connectivity is not supported by 
either system, but the feasibility of information exchange via file transfers will be 
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evaluated when the general ledger implementation phase is complete and staff has been 
trained. 
  
It is anticipated that the PeopleSoft Projects Module will be in place by June 2004 and 
will allow for electronic communication with Primavera Enterprise (P3ec), which has 
connectivity with Primavera Expedition. 
 
The Maintenance and Operations Department is also evaluating other systems to enhance 
their record keeping and streamline their processes between identification and 
purchasing/ work order writing. One program being evaluated is the FAMIS program. 
The FAMIS system is a complete Facilities Management System designed for large 
organizations with demanding requirements. FAMIS is multi-disciplined system with 
modular capability to manage a variety of programs ranging from capital projects to 
maintenance and utilities management. FAMIS gives you the ability to manage your 
facilities throughout their life cycle. 
 
Reorganization 
The Maintenance and Operation Department is also evaluating a revised internal 
organization whereby the Maintenance Planning Program Division would be augmented 
to allow the facility assessment teams adequate personnel and support ensuring that the 
facilities are inspected as required.   
  
Assessment Methods 
The four primary methods used to assess facility conditions are: 

1. The physical plant�s initial cost or replacement value.  
2. Formulas based on other quantifiable attributes of the plant. 
3. Life-cycle analysis of each facility�s systems and components.  
4. Assessment of the facility�s current or projected physical condition.  

In comparing the outcomes of these four different methods, and relating them back to the 
overall replacement value of the facilities, the ranges fall between the 1 and 3 percent of 
method number 1.  This gives credibility to the widely accepted theory that 2 percent of 
replacement value annually, dedicated to MRR is necessary to maintain the proper 
teaching and learning environment. 
  
 
 
 


