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Introductory Statement 
 
On February 27, 2007, the Board approved a recommendation by the Superintendent to begin the 
restructuring of all maintenance and operations functions of the district.  The Board took action on 
four recommendations contained in The Portolan Group, Inc. analysis. The Chief Administrative 
Officer committed to providing the Board of Education with quarterly reports of the reorganization 
showing progress. The following represents the first of these quarterly reports. 
 
Background 
 
On August 8, 2006, the Board of Education authorized an assessment of its Maintenance and 
Operations (M&O) function.  The Portolan Group, Inc (PGI) was subsequently hired to conduct a 
comprehensive analysis of the maintenance and operations functions within our District.  The analysis 
took place September through December of 2006.  The Portolan Group’s study was briefed to all 
Board members, management leaders, labor leadership and other stakeholders, with release of the final 
documents in January 2007. 
 
On February 27, 2007, the Board approved a recommendation by the Superintendent to begin the 
restructuring of all maintenance and operations functions of the district and took action on four 
recommendations related to the reorganization of the M&O Department contained in The Portolan 
Group Reorganization Summary document (55 Page Report):  
 

1. Creation and renaming of the Maintenance and Operations organization to Physical Plant 
Operations (PPO) 

2. Realigning PPO into four departments: Support Services, Maintenance Services, Custodial  
            Services and Landscape Services 

3. Consolidating all on-going and regular maintenance and operations spending into one budget, 
designated Physical Plant Operations.  Further, that this budget be divided into four budgets for 
each of the four departments created.  This will allow district management to understand with 
more precision how resources are used and will hold managers accountable for their own 
budgets, a first for our District. 

4. Creation of seven new management positions, and the elimination of four existing management 
positions and one supervisor position within the Physical Plant Operations Division. 

 
Task Force and Performance Teams 
 
In February 2007, the Chief Administrative Officer authorized the creation of a Physical Plant 
Operations Task Force (Task Force) to oversee the implementation and reorganization of the 
Maintenance and Operations functions of the district as outlined in The Portolan Group, Inc. analysis.  
Task Force members were appointed to represent all stakeholders impacted by the reorganization.  It is 
comprised of a variety of members representing the following groups (Attachment 1): 
 

• Human Resources 
• Finance/Budget 
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• Labor Unions/Associations 
• PPO Management 
• PPO Rank and File 
• District Senior Management 
• Site Administrators (Principals) 

 
The Task Force serves as a support and resource organization to the reorganization of the District 
Physical Plant Operations Division.  While not directly responsible for the creation of the division 
structure, the Task Force will inform the District’s senior management of needed resources and 
recommendations related to the PPO reorganization.  The Task Force will also provide oversight, 
leadership and direction to specific tasks assigned to performance teams as they are created. 
The first Task Force meeting was held on March 15, 2007, and has met every two weeks since then.    
The Task Force has since appointed six Performance Teams to work on individual areas impacted by 
the reorganization.  All six teams are fully functional and currently meet on a weekly basis to work on 
their individually assigned responsibilities (Attachment 2). 
 

• Performance Team 1 – Procurement Functions/Issues and Reporting Relationships 
• Performance Team 2 – Custodial Supervision/management of District-wide Custodial Program 
• Performance Team 3 – Custodial Site Staffing and Schedules 
• Performance Team 4 – Custodial Supplies/Material Equipment 
• Performance Team 5 – Landscape Organization/Budgeting and Procurement 
• Performance Team 6 – Work Order/Labor Utilization 

 
Performance Teams report to the Task Force and function for varying amounts of time as they provide 
leadership and direction to specific tasks.  Each team is composed of subject matter experts, district 
resource personnel and labor representatives.  Teams function independently under the direction of 
either a team leader or co-leaders and work with departmental leadership as they focus on their 
specific tasks. 
 
The goal of Performance Teams, based on assigned topic, is to review, analyze and make 
recommendations as assigned by the Task Force for specific recommended areas or specialized areas 
of interest as outlined in the Portolan Group study.  Performance Teams provide bi-monthly updates to 
the Task Force outlining steps for success: action items, areas of responsibility, objectives, etc. 
(Attachments 3 through 6). 
  
It is the goal of the Office of the Chief Administrative Officer, the PPO Management Team and the 
Task Force to work in a transparent and collaborative manner in order to bring about a successful 
reorganization of this vital district physical plant management function.  To this end, the Task Force 
has created a webpage containing all meeting dates, agendas, minutes and membership information in 
addition to a monthly newsletter (for additional information please visit: 
http://www.sandi.net/depts/chief_admin_off/ppo.html). 
 
Implementation Status 
 
As of July 1, 2007, the following progress has been made on the four Board approved actions: 
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1. Maintenance & Operations has been restructured and renamed the Physical Plant Operations 

Division 
 
2. The Physical Plant Operations Division has been realigned into the following four departments: 

• Maintenance Services 
• Custodial Services 
• Landscaping Services 
• Support Services 

 
3. Budgets for each of the four departments have been created.  These budgets will account for the 

funding and expenditures for the majority of physical plant expenditures of the district.  The 
proposed 2007-2008 budget, as projected for the M&O reorganization, will be cost-neutral to 
expenditures for 2006-2007.  Much work has been done by staff to ensure that funds can be 
properly allocated and tracked.  This has resulted in many expenditures having been moved from 
Maintenance into Landscaping and Support Services. 
 
The next budgetary phase will be the creation of a mechanism for managers to track their 
expenditures and remaining budgets on a month-to-month basis.  Additional work will need to be 
done to allow for better communication between Maximo and PeopleSoft to ensure that this can 
be done in a timely and accurate manner.  The CFO, in particular and his senior staff have 
conducted regular meetings with managers to teach budgeting requirements and to provide clear, 
concise expectations to all. 
 

4. Effective February 27, 2007, the abolishment and creation of job classifications on the 
Management and Supervisory Salary Schedules were implemented as recommended by the 
Superintendent and approved by the Board of Education. The following positions have been 
filled: 
 

• Executive Director, Facilities – Dave Umstot, Appointment effective February 27, 2007.  
Director, Physical Plant Operations – Vacant – position to be filled in August 2007 with 
Board approval.  Mr. Umstot took a position with the SDCCD recently.  This position is 
advertised and should be filled as quickly as possible with a highly qualified candidate. 

• Director, Facilities Planning and Construction – Charles Brown, effective May 22, 2007 
• Manager, Maintenance Services – Arthur Triplette, effective February 27, 2007 
• Manager, PPO Support Services – Tom Wright, effective February 27, 2007 
• Manager, Custodial Services –  James Susalla, effective June 26, 2007 
• Manager, Landscape Services – Gregory Reynolds, effective June 26, 2007 

 
Budget Status 
 
The Budget/Finance departments have been involved in regular meetings to determine the exact 
Physical Plant Operations Division budget for the 2007-2008 fiscal year.  The mandate for budget 
preparation was as follows: 
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• No employees were to lose their position 
• No employees were to lose pay 
• The proposed budget for 2007-2008 must be cost-neutral to the budget for 2006-2007 

 
Many meetings were held to create the budget with the following in attendance: 
 

• Budget/Finance Staff 
• Physical Plant Operations Managers 
• Portolan Group Staff 
• Chief Administrator’s Office Staff 

 
The following budgets have been created: 
 

• Executive Director, Facilities 
• Maintenance Services 
• Energy Management Services 
• Custodial Services 
• Landscaping Services 
• Physical Plant Operations Support Services 
• Facilities Services (within the Facilities Division) 

 
Every position within these departments, all purchased services and supplies/materials purchases were 
identified and allocated.  Utilities were projected.  The various stakeholders in this process continued 
to meet until all were satisfied that all resources were correctly identified.  They also persevered until 
the end result was budget-neutral to 2006-2007 fiscal year as directed by the Chief Administrative 
Officer, and as budgeted to the board. 
 
It is expected that during the 2007-2008 fiscal year, these budgets will be fine-tuned by the PPO 
management team and the Budget/Finance department.  By October 2007, each manager should be 
managing to a budget on a rolling quarter basis, and important first for this department. 
 
Department Status Reports 
 
Maintenance Services Department and Support Services Department 
 
The Maintenance Unit was previously organized as programs [Administration, Repair Dispatch, 
Maintenance Construction, and Maintenance Planning].  The recommendation of the Portolan Group 
was to change them to the Maintenance Services Department and the Support Services Department.  
As part of that process, an evaluation of the Energy/Utilities section resulted in the development of 
that section as a separate cost center [11 FTE] that now reports to the Executive Director of Facilities.  
This change gives this important function added visibility and will contribute to more efficient and 
effective management of utility expenditures.  The following actions have either been completed or are 
in progress: 
 

• Verification and identification of positions placed in each PPO department is complete. 
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• FTE positions from the former Maintenance and Operations Department have been 
moved from the current Physical Plant Operations’ budgets to the Budget Department [2 
FTE], Information Technology Department [12 FTE] and the Procurement and 
Distribution Department  [9 FTE].  This creates proper alignment of resources for this 
division and for the entire organization. 

• Administrative staff re-assignments continue to be developed by the Managers and 
Supervisors and are scheduled to be complete by the end of July. 

• In depth analyses of the Support Services Department are on-going to evaluate the 
current organizational function for improvements. 

• Employee stakeholders from all departments are engaged as members of various 
performance teams. 

 
We will continue to work very hard to ensure that we have in place a budgetary process that 
adequately supports all of our needs, while remaining cost-neutral with respect to the current budget. 

 
Custodial Services Department 
  
The Custodial Services Department, formerly organized as Custodial Operations Program has been 
established.  As part of that process, the following highlight our accomplishments: 
 

• Effective July 1, 2007, all custodial personnel began reporting to a centralized Custodial 
Department for overall direction, training and accountability.  This move abolished the A 
and B options for the management of this work force.  

• All custodial positions reduced in previous years to part-time positions (10 or 11 month) 
were made full-time at no additional cost to our budget. 

• Site custodial leadership positions that have been cut will be filled for the 2007-2008 
fiscal year at no cost to the principal’s budget (BSS and POS positions). 

• Effective July 1, 2007, principals will no longer be required to budget for, or find 
funding for custodial staff positions. 

• Principals will maintain day-to-day control of custodial activities.  Reviews and 
evaluations will be a shared task.  The principal will have input into the evaluation 
process for all of his/her custodial staff, but the Manager of Custodial Operations will be 
responsible for completing the required evaluations.  This removes from our site staff a 
significant administrative burden.  

• Custodial supplies and material will continue to be bought by the schools’ BSS or POS 
for the 2007-2008 fiscal year, but new budget coding will be provided to allow the 
district to establish a baseline for actual custodial supplies/material needs.  This has 
never been done adequately in our district. 

• Custodial supply budget expenditures must go through the WAXIE online ordering 
system, preferably from the core item list.  Expenditures will be tracked to create a 
realistic baseline budget for the 2008-2009 school year. 

 
Established and implemented the Custodial Service Department budget.  All of the following items 
have been accomplished at no additional cost beyond that budgeted for the 2006-2007 fiscal year:  
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• Restoring full-time status to all Custodial services personnel 
• Restored supervisory level personnel at sites where BSS, POS, Crew leader and senior 

crew leader positions were eliminated 
• Hired a Manager for Custodial Services 
• Realigned one clerical staff from within the division to support the workforce of 600 

personnel. 
• Hired four new supervisors to support those personnel and the sites they are assigned 

 
Assumed direct supervision of additional 346 personnel previously supervised by principals at sites 
and, effective July 2, 2007, integrated 346 displaced or incoming personnel to maintain flow of 
services at numerous sites.  Forthcoming issues to be addressed: 
 

• Create FY 2007-20008 infrastructure within existing framework to supervise, train and 
maximize productivity of newly consolidated department 

• Update all procedures, policies and job descriptions related to custodial services. 
• Develop trust and confidence within our department as well as throughout the district  
• Implement training opportunities that include initial, ongoing and detail specific training 

for the custodial work force 
• Continue developing projections and strategies for FY 2008-2009 and beyond through 

performance team dialog 
• Acquire funding, as available and with Board approval, to implement strategies 

developed for future years. 
• Develop efficient, timely method of communicating with 600 personnel at 200 sites over 

210 square miles 
 

Landscaping Services Department 
 
The Landscape Services Department, formerly a unit of the Maintenance and Operations Department, 
and organized as part of the former Custodial Operations Program has been established.  Part of the 
PGI recommendation was to move all of the Landscape functions under one department.  As part of 
that process, the following highlight our accomplishments: 
 

• The Landscape Services Department was created and oversight has begun. 
• Transitions of various Landscaping functions to the Landscape Service Department are 

being discussed as outlined in the PGI recommendations. 
• Employee stakeholders from different departments are engaged as members of the 

recently created Landscape Performance Team. 
• Budget input and preparation by the Manager is on-going. 
• Identification of positions has been reviewed by the Manager. 
• The Portolan Group staffing recommendation of 101 Landscape Technicians, as budgeted 

within the 2006-2007 budget, has been placed on hold until further review by the Board 
of Education and has not been fully implemented. 

• We are beginning to see important and necessary improvements in the landscaping of our 
facilities district wide. 
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An evaluation of current departmental functions will be reviewed by the performance team to seek 
further improvements in the services we provide to all of our schools and principals. 
 
Training 
 
On June 14, 2007, Task Force and Performance Team members attended an all-day training on change 
management/team functioning in public schools.  This training was conducted by staff of The Portolan 
Group as part of their engagement with the district.  It is anticipated that further training sessions will 
be scheduled as additional Performance Teams are formed (Attachment 7). 
 
The Path Forward – Next Steps 
 
In the coming months, the following are important steps for the continuation of a smooth and 
successful reorganization of the District’s Physical Plant Operations: 
 

1. The existing Performance Teams must continue to meet and provide action plans to the 
Operations Task Force. 

2. New Performance Teams will be created to focus on additional recommendations.  It is 
estimated that 10-12 teams will ultimately be functioning. 

3. A process/methodology must be put in place to allow for monthly budget reporting and 
reconciliation for each department within the PPO division.  This will require input from IT, 
Finance/Budget and PPO Management.  Current challenges related to timeliness and accuracy 
of reporting and coding between Maximo and PeopleSoft must be addressed. 

4. A continued emphasis on collaboration between each department within PPO and between 
management and labor groups.  Better interaction between PPO and other divisions within the 
district must be encouraged as well. 

5. The implementation of the centralized custodial function must be coordinated and closely 
tracked.  As with any major change, there are bound to be some challenges.  These must be 
addressed and resolved in a timely manner. 

6. All outside purchased services utilized by the PPO Division must be reviewed for necessity, 
appropriateness of Bid or RFP specifications and utilization. 

7. Special emphasis needs to be placed on the organization of the landscaping function.  This 
group needs significant attention.  Their budget will, for the first time, include specific 
resources for the purchase and maintenance of necessary equipment.  Landscape staff is critical 
to the goal of providing for our communities attractive, well maintained campuses, which 
encourage communities to enroll their children in our schools.  We want our schools to stand 
out as points of pride in all of our communities. 

8. New managers of Custodial, Landscaping, Support Services, Director and Executive Director 
need to be thoroughly briefed and oriented to the structural changes taking place in the division 
and to their new and/or additional responsibilities. 

9. Budget/finance training must be provided to each manager/director in the division. 
Accountability for a budget is not something that has been routine practice in PPO in the past.  
But new procedures will focus on the imperative of accountability for all budgets. 
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Summary 
 
The on-going reorganization will align with our District’s goals.  This is an inclusive process, with 
labor unions and associations fully engaged in the process and making significant progress to effect 
long lasting, positive change.  CSEA, AASD, Instructional staff, labor representatives, human 
resources, the CFO and all senior managers are involved and support this process.  When fully 
implemented, the new organization will provide first class, high quality, services to our most important 
people—students, teachers and staff at all of our schools.  Recent noticeable improvements in the 
appearance of our schools, increased safety and reported satisfaction with the department’s service are 
evidence of much needed progress.  It is fully expected that further refinement to this organization will 
result in a well run organization devoted to providing clean, neat, safe, and well organized facilities for 
all our students.  
 
 
 
 
 
 
 
Prepared by: José L. Betancourt, Chief Administrative Officer, Vira Villarreal, Operations Specialist, 
and Phil Stover, The Portolan Group, Inc. with concurrence of the Physical Plant Operations Task 
Force 
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