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To: Superintendent
Board Members
From: Deputy Superintendent
Subject: Construction/Maintenance Costs
Date: January 12, 2017

One of the items on your January 17, 2017 Work Session agenda is a discussion of our costs of
construction and maintenance over time. This is a continuation of our discussions regarding the
impacts of last year’s HB 7029 as it relates to construction costs. As staff has made the case for
amending HB 7029 to give local school board’s flexibility, one of the questions that has come up
is, how have our costs of maintenance and custodial services changed over time? We’d like to
talk with the Board about appropriate metrics to demonstrate those changes. We also want to be
clear on what, today, is not possible.

In gencral there are three relevant metrics we track as a matter of normal business. They are:

e Cost per square foot of maintenance;
¢  Cost per square foot of custodial services;
e Cost per square foot of electricity.

We track these metrics aggregated to the District level. We’ll talk about the challenges
associated with disaggregating the data later in this read-ahead. At Tabs 1-3 are a 12 year trend
of each of these measures. The data that support these trends relative to maintenance and
custodial services are at Tab 4.

Tab 1 shows average cost of maintenance per square foot from 2005 through 2016. Note that the
average cost per square foot has fallen during that time from a peak of $1.55 in 2006 to a current
cost of $1.22. Keep in mind that these are actual costs, not adjusted for inflation. We are very
proud of these results and attribute them to several key actions. Foremost among them are: 1)
the decisions we’ve made regarding fits, finishes, and mechanical systems; 2) the downsizing of
the maintenance department made possible by those decisions; 3) the opening of several new and
rebuilt schools; and 4) changes to staffing models inside the Facilities Department to better align
work and qualifications.

Tab 2 shows the average cost of custodial services over that same time period, 2005 through
2016. As you review the support data at Tab 4 you’ll see that custodial services is a people
business. The bulk of the money spend providing services is in the form of salaries and benefits
to staff. Note the dip that occurred during the 2011 and 2012 school years. This dip occurred
during the most recent economic downturn and primarily represents decisions to not fill



vacancies or add substitute custodians. Also note the gradual increase in cost per square foot
since then. These increases are driven primarily by staff pay raises and bonuses and inflationary
impacts on our supplies bids. Even given those pressures however, our costs of providing
custodial services in the 2016 year were $1.97—exactly what they were in 2007, almost ten
years earlier. As just one factor, consider the fact that the average cost of a custodian in
2005/2006 was $36,791. In the 2015/2016 school year that same position costs the District
$42,939—an almost 17% increase.

Another factor to consider as you evaluate the impacts of our fits and finishes decisions on
custodial productivity is staffing itself. In 2006 the District had 371 permanent, full-time
custodial positions. That staff was responsible for the cleaning of about 7.4 million square feet
of space. Today the number of full-time, permanent positions is 324 while the square footage of
space has increased to about 8.6 million today as a result of building new and/or larger schools.
As we opened schools like Atwater, Woodland, Lamarque, Tatum Ridge, SPHS, and the
classroom wings at NPHS we didn’t add custodial positions. Rather, we asked Facilities to make
it work within their current resources. This direction is a part of what led to many of the fits and
finishes decision we’ve made over the years--how do we make our schools easier to clean and
maintain? Both the staffing and cost per square foot data indicate we’ve been successful.

During the 2012 study conducted by MGT of America the team suggested that if we manned our
custodial staff at the state recommended average of 19,000 square feet per custodian we would
need to add 144 custodians. Even if we staffed at MGTs best practice level of 20,000 square feet
per custodian we’d need to add 121 custodians. Even by our own conservative estimates, had we
started with the 2006 baseline of 371 custodians, and added crews for each of these new schools,
our current custodial strength would be about 409 today—pushing our 2016 cost per square foot
to $2.12 (from $1.97). Over the time period 2007 (when we would have added our next
custodial positions) through the current school year this represents a total cumulative savings of
over $11 million.

Tab 3 shows our average cost per square foot of electricity during the period 2008 through 2015
(these are years where State data are available for comparison). Here you’ll note that our cost
per square foot of electricity has fallen from $1.22 in 2008 to $0.95 today—a decrease of 22
percent!

One of the many technologies we’ve used as an example of an upfront cost of construction but
one that holds down long term operational costs is that of thermal storage. This technology
allows us to push our peak energy demands to off-peak times when the rate structure with FPL
makes energy (especially demand charges) significantly less expensive. At Tab 5 is a rate
comparison provided by Florida Power and Light that shows the savings associated with thermal
storage and shifting demand at two of our schools—OQak Park and Fruitville. For each month,
the report compares what we would have paid under our old rate structure and demand (the
column labeled GSLD-1) to what we actually paid based on our current rate schedule and
demand (the column labeled SDTR-2B). The final two columns show actual savings and that
savings as a percentage of the original schedule. Note that at Oak Park and Fruitville this one
technology has saved the District $112, 403 and $93,161 respectively over the past two years.
This technology however, comes with an upfront cost. That upfront cost is today rebated by FPL
making the net cost significantly lower. As an example, at Oak Park School the additional up-
front cost was $515,999 (a little over $500 per student station if this were a 1,000 student station



elementary school). From that we can subtract an FPL rebate of $150,800. The annual energy
savings is over $46,500 (uninflated), or a payback period of just over 7 years. We estimate,
conservatively, this technology, at Oak Park, will save the District a net of about $1.4 million
over the next 45 years—before we inflate the cost of electricity.

As mentioned earlier, all of these costs are aggregated to the District level. Disaggregating to the
school level is virtually impossible, at least as it relates to maintenance, given the way we get
work done today. At Tab 6 is an expenditure report for maintenance labor costs as of January,
2017. You’ll see that we do “charge™ internal labor costs (and materials although they are not
represented here) to the school where the work is performed, if that work is done in-house. Our
challenge is that a large amount of work is accomplished by various vendors, accessed through
blanket purchase orders (BPOs). If you look at the second line from the bottom on page two
you’ll see that $2.3 miltion of the $2.8 million YTD Activity was charged to Facilities Services.
These dollars are almost entirely related to BPOs. They can’t be disaggregated by school so
there is no way to give you a realistic picture at the site level. Even if we could, the numbers
would need to be interpreted in the context of the many things that happen on an individual
campus year to year. For example, portable moves, major and minor projects, etc. all would
impact the cost at the school level and skew any comparisons. If the Board’s goal is to evaluate
the efficiency of the maintenance, custodial and electricity programs staff’s recommendation is
you evaluate data aggregated to the District level where the numbers are meaningful.

One additional piece of information the Board asked for is our cost per student station for
recently built schools. That information is at Tab 7. This tab represents the information as
reported to FLDOE. As a reminder the current legislative caps on spending, per student station,
are as follows:

Level Cost

Elementary  $21,795
Middle $23,536
High $30,470

I want to acknowledge the work of the Director of Facilities Services, Jody Dumas, the Facilities
Business Manager, Mary Carr, and the rest of the Facilities staff both for their help developing
this read ahead and for the years of effort that have made these numbers possible. I’d encourage
the Board to visit other Districts and look closely at their school facilities. From both the
perspective of maintenance and cleanliness you will be duly proud! We look forward to hearing
your thoughts on the evaluation of our maintenance, electricity, and custodial programs.
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51817-72186 Bf364/ THE SCHOOL BOARD OF
SARASOTA COUNTY

RV8011H 7285 PROCTOR RD #OAK PARK
SDTR-2B  GSLD-1

Tot Kwh On Pk Kwh (364) (62) Savings _ Percentage
Jan 6, 2017 | 136,400 28,228] $11,499 | $16,386 | $4,887 30%
Dec 6, 2016 | 154,000 33,678] 312,678 | $15.366 | $2,689 17%
Nov 4, 2016 | 185,200 41,734] $12,816 | $18,359| $5,542 30%
Oct 6, 2016 _| 218,400 19,765 $13,586 | 321,067 | $7.481 36%
Sep 7, 2016 | 220,000 13,398] $14.076 | $21,115| $7,039 33%
[Aug 5, 2016 | 188,800 10,846 $11,781 [ $19,011] $7,230 38%
Jul7,2016 | 181,200 10,813 $11,638 | $18,076 | $6,438 36%
Jun 6, 2016 | 194,400 39,030 $15,253 | $18,621| $3,368 18%
May 5, 2016 | 167,200 42.050] $12,054 | $16,937 | $4,883 29%
Apr6, 2016 | 141,200 30,679 $11,041] $14,258 | $3,217 23%
Mar 7, 2016 | 164,400 44,192 $17,021 | $17,255 $234 1%
Feb 4, 2016 | 147,600 40,750 $15,393 [ $16,071 $678 4%
| Jan 7, 2016 | 150,000 30,904] $11,625| $15272 | $3,648 24%
Dec 4, 2015 | 171,600 32,066| $12,767 | $18,361 | $5,594 30%
Nov 5, 2015 | 202,800 47,639 $14,726 | $20,347 | $5622 28%
Oct 6, 2015 | 210,400 18,502 $13,913 | $21260 | $7,347 35%
Sep 4, 2015 | 204,400 12,317 $14,412| $21,330| $6,918 32%
[Aug 6, 2015 | 190,000 11,7068] $12,562 | $20,192 | $7,630 38%
Jul 7, 2015 | 200,000 11,725] $13,399 | $20,855 | $7,455 36%
Jun 4,2015 | 213,200 44 471] $17.851 [ $21,788 | $3,936 18%
May 6, 2015 | 218,000 53,371| $15910 | $21,106 | $5,196 25%
Apr6, 2015 | 182,000 36,633] $14,071] $18282 ] $4,211 23%
[Mar 5, 2015 | 160,000 43567 $16,721 | $17,322 $600 3%
Feb 5, 2015 | 175,600 50,231 $16,668 | $17,227 $559 3%
Totals $333,462 $445.865 $112,403 25%




69546-29124 B/364/ THE SCHOOL BOARD OF

SARASOTA COUNTY
MV5587B 601 HONORE AVE #PLANT
SDTR-2B

Tot Kwh On Pk Kwh (364) GSLD-1(62) Savings Percentage
Jan7,2017 | 85,920 18,240| $8,399 $13,008 | $4,608 35%
Dec 7, 2016 | 116,160 25,800 $10,901 $13,274 | $2,373 18%
Nov 7, 2016. | 154,320 33,600 $10,706 $15,355 | $4,649 30%
Oct 7, 2016 | 183,000 16,320 $11,181 $17,855 | $6,675 37%
Sep 8, 2016 | 179,400 10,560| $11,599 $17,897 | $6,298 35%
Aug 8, 2016 | 95,280 5,040 $5,979 $12,381 | $6,403 52%
Jul 8, 2016 91,560 6,000 $7.475 $12,482 | $5,007 40%
Jun7, 2016 | 183,720 35,760 $19,456 $18,180 | ($1,276) -7%
May 6, 2016 | 138,320 36,480 $10,876 $15,119 | $4,243 28%
Apr7,2018- | 103,800 24,840| $10,019 $12,547 | $2,527 20%
Mar 8, 2016 | 112,440 32,280 $13,474 $13,855 $381 3%
Feb 5, 2016. | 104,520 30,840( $13,704 $14,193 $489 3%
Jan 8,2016 | 96,120 21,840( 39,786 $11,989 | $2,204 18%
Dec 7, 2015 | 119,040 22,920] $9,961 $14,869 | $4,908 33%
Nov 8, 2015 | 158,520 37,200 $12,146 $17,374 | $5,228 30%
Oct 7, 2015 | 166,320 17,888] - $12,319 $18,478 | $6,159 33%
Sep 8, 2015 | 178,320 11,657 $13,058 $19,724 | $6,666 34%
Aug7, 2015 | 97,320 5,488| $6,785 $14,037 | $7,253 52%
Jul 8, 2015 73,560 4,733] $5,151 $12,765 | $7,614 60%
Jun 8, 2015 | 146,640 29,451| $13,071 $15,878 | $2,807 18%
May 7, 2015 | 142,200 37,083] $11,320 $15,402 | $4,081 26%
Apr7,2015 | 114,360 23,748| $10,647 $14,174 | $3,527 25%
[Mar 6, 2015 | 102,120 27,893| $15,506 $15,774 $268 2%
Feb 6, 2015 | 104,160 31,290] $12,462 312,531 $69 1%

Totals $265,980 $359,141 $93,161 26%
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