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Introductory Statement 
 
The Physical Plant Operations Task Force presented the first quarterly report to the Board of 
Education on August 11, 2007, and is continuing with its commitment to providing quarterly progress 
reports of the reorganization.  The following narrative provides the Board with a status related to the 
Physical Plant Operations (PPO) reorganization through October 2007. 
  
Background 
 
On February 27, 2007, the Board approved the Superintendent’s recommendation to begin the 
restructuring of all maintenance and operations functions of the district.  On August 7, 2007, the Board 
received the first quarterly report outlining the initial PPO implementation.  The following is a second 
implementation update covering the period through October 2007. 
 
Implementation Status 
 

 The reorganization highlights of this quarter include the following: 
 

1. Superintendent Carl Cohn has been briefed regularly on the progress of the reorganization by 
both District leadership and by The Portolan Group. 

 
2. Chief Financial Officer, William A. Kowba, has invested significant time in monitoring and 

providing high-level direction to the reorganization effort in his role as Interim Chief 
Administrative Officer. 

 
3. Chief Business Officer, Peter Iverson, is providing overall leadership to the reorganization 

effort as the Interim Executive Director, Facilities for the district. 
 
4. On August 7, 2007, the Board approved the hiring of Drew Rowlands as the Director of 

Physical Plant Operations. Mr. Rowlands reported aboard in September and quickly focused on 
assimilating into, and leading, the new PPO team. 

 
5. The Portolan Group: The District entered into an agreement with The Portolan Group, Inc. for 

services from August 14, 2006 through January 31, 2007.  Subsequently there have been three 
amendments for the periods of February 14, 2007 through July 31, 2007, August 1, 2007, and 
October 11, 2007 through December 21, 2007, with a total contract value of $353,705.  This 
contract extension provides for unlimited electronic assistance from the consultant throughout 
the 2008 calendar year. 

 
6. The Physical Plant Operations Task Force (PPO Task Force) has continued to meet on a bi-

weekly basis during the second quarter of the reorganization effort.  At each meeting, the Task 
Force receives status reports from each of the Performance Teams, reviews recommendations, 
and makes decisions on specific issues brought forward by all parties. 
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7. The Task Force has now appointed seven Performance Teams to address various facets of the 

reorganization.  All seven teams are fully operational and currently meet on a weekly or bi-
weekly basis to work on their functional areas (Attachment 1-7). 

 
• 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 Team 7 - PPO Budget/Financial Accountability 

 
Performance Team 7 is the most recent addition and is composed of leadership from Technology, 
Finance/Budget and PPO.  The purpose of the Performance Team is to work together to create the 
necessary means to provide monthly and quarterly financial updates to the PPO leadership, enabling 
them to effectively monitor their expenditures.  This is a significant effort involving disparate 
information systems and several district departments.  It is anticipated that by the next quarterly report 
to the board, improved monthly budget reports will be available to all PPO managers.  This system 
will be fine-tuned over the remainder of this fiscal year.  The goal is for a system of monthly rolling-
quarter accountability to be in place by the beginning of the next fiscal year. 
 

8. On February 27, 2007, the Board approved several coordinator level positions (training/quality 
assurance and work flow/labor utilization) that need to be filled.  The PPO Department and HR 
are working together on the parameters for filling these new positions. 

 
 Challenges facing the reorganization during this quarter include the following: 

 
• Balancing the composition of the teams between all stakeholders when individuals get 

promoted, resign or move into different positions. 
 

• Determining and understanding the process of collaboration has been a challenge.  Teams 
have had to work through issues related to trust and consensus building. 
 

• Determining how to handle recommendations that involve issues that touch on labor 
contracts, potential negotiation, etc. 

 
• Working through sensitive issues, especially between management and labor.   
 
• Focusing on the team contracts and tasks at hand, particularly when there are differing 

points of view.   
 
• Staying energized and keeping attendance up during the summer months. 
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• The recent fire disaster and sudden school closures forced the cancellation of many 
Performance Team meetings, as well as a Task Force session.  Some momentum was lost 
with the cancellations. 

  
 Successes realized by the Task Force and Performance Teams during this quarter include the 

following: 
 

• Viable dialogue has been established and team members have readily brought concerns 
regarding interim organizational changes to management in and through the Task Force.  
This has facilitated improved communications. 

 
• Each team has accepted its charter and has worked through the "norming" and "storming" 

phase of team development.  Every team is now in a “performing” mode. 
 

• Individual teams have begun bringing recommendations to the Task Force for 
implementation of change/new direction. 
 

• Every issue of variances in opinion as to the path forward have been addressed and 
resolved within the Task Force. 
 

• Both the Task Force and the Performance Teams are working through the uncertainty 
created by significant changes in division and district leadership. 

 
• On August 7, 2007, the Board approved additional maintenance trades and landscaping 

technician positions.  Staff is in the process of filling positions as approved.  
Approximately half of the new landscape technician positions have been hired. As of 
November 15, 2007, 13 positions were filled with an additional 3 positions waiting to be 
filled pending fingerprinting clearance.  The Landscape Unit will be in the process of 
interviewing new candidates between November 27th and 28th which could potentially 
result in filling an additional 13 positions. 

 
• The following management positions have been filled: 

o Custodial Services Manager 
o Landscaping Services Manager 

Budget 
 
The Budget, PPO, and Executive Leadership staff was successful in determining a baseline-operating 
budget for the PPO Department for the 2007-2008 fiscal year.  Every position within the reorganized 
units, all purchased services, supplies, and materials were identified and allocated.  Utilities were 
projected.  A great effort was put forth by the various stakeholders who continued to meet until all 
were satisfied that all resources were correctly identified.  They were successful in achieving the 
financial guidance directed by the Chief Administrative Officer. 
 
The following stakeholders facilitated the end result: 
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• Budget/Finance Staff 
• Physical Plant Operations Managers 
• Portolan Group Staff 
• Chief Administrator’s Office Staff 
• California School Employees Association (CSEA) 

 
The following budgets were created: 
 

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

 
The mandate for budget preparation was as follows: 

 
• No employees were to lose their positions 
• No employees were to lose pay 
• The proposed budget for 2007-2008 must be cost neutral to the budget for 2006-2007 

 
Training 
 
On September 19, 2007, Task Force and Performance Team members attended half-day training on 
change management/team functioning in public schools.  This training was conducted by The Portolan 
Group as part of their engagement with the district. 
  
The Path Forward – Next Steps 
 
In the coming months, the following are important steps to continuation the smooth and successful 
implementation of the District’s Physical Plant Operations: 
 

1. Performance Teams must continue to meet and provide action plans to the PPO Task Force.  
The teams have been meeting for a long enough period of time that the Task Force now 
expects concrete plans and recommendations. 

 
2. Recommendations from Performance Teams requiring additional resources (staff, equipment, 

funding, etc) must be evaluated and decided upon by the Task Force within the next few 
months. 

 
3. Additional Performance Teams (if any) must be identified as appropriate and chartered to 

address new areas. 
 
 



Board Quarterly Report re PPO Reorganization  
December 11, 2007 
Page 5 of 6 
__________________________________________________________________________________ 

__________________________________________________________________________ 
BECOMING AMERICA’S BEST 

4. Performance Teams must plan their work to complete all initial recommendations by March or 
April 2008.  Teams will then determine whether or not to continue to function to monitor the 
implementation of their recommendations, continue with other process improvement 
initiatives, or disband. 

 
5. Most critical is the finalizing and implementation of custodial staffing and supervision 

recommendations.  Since the district centralized all custodial operations effective July 1, 2007, 
an interim organization has been in place.  This structure needs to migrate to a permanent one 
as soon as possible. 

 
6. The budget accountability process and methodology needs to be put in place as soon as 

possible.  PPO leadership is committed to a process that allows them to effectively monitor 
expenditures on a monthly basis. 

 
7. A key objective is the future integration of the district’s financial ERP system with a 

Computerized Maintenance Management System.  Recommendations for the effort need to 
move forward as quickly as possible. 

 
8. Management leadership has now stabilized.  Every manager in the PPO leadership team is new 

to his position since July 1, 2007. Managers have been in place long enough to be grounded in 
the work routines and implementation issues. The new management team needs to coalesce 
around the Director of Physical Plant Operations, Drew Rowlands, and move forward.  This is 
a strong team with great potential. 

 
9. The remaining open coordinator positions included in the budget within the Support Services 

Unit (training and work flow/labor utilization) require job classification studies and subsequent 
recruitment. 

 
Summary 
 
The on-going reorganization continues to align with our District’s goals and continues be an inclusive 
process, with labor unions and associations fully engaged in the process and making significant progress 
to effect long lasting, positive change.  The fundamental goal is a well run organization devoted to 
providing clean, neat, safe, and well maintained facilities for all our students.  
 
 
 
 
 
 
Prepared by: William A. Kowba, CFO and Interim Chief Administrative Officer, Peter Iverson, CBO 
and Interim Executive Director, Facilities, Vira Villarreal, Operations Specialist, and Phil Stover, The 
Portolan Group, Inc. with concurrence of the Physical Plant Operations Task Force 
 
Attachment 1-7: Performance Team Updates 


