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Board of Education of Queen Anne's County
Comprehensive Maintenance Plan
2025-2030

Purpose

The purpose of the annual Comprehensive Maintenance Plan (CMP) is to communicate
to the Local Education Agency’s (LEA's) stakeholders, including the State, the LEA's
intentions for the coming fiscal year for its facilities maintenance program.

Background

Under COMAR 14.39.02.18, each LEA must annually update and submit to the IAC a
Board-approved CMP that is compatible with its local educational facilities master plan
(EFMP) and its local capital improvement program (CIP).

The IAC requires that each LEA submit a CMP so that the IAC may:

1. evaluate the degree to which the LEA is planning the activities that should
contribute to maintaining learning environments that are healthy, safe, and
educationally sufficient for all of the students that the LEA serves;

2. evaluate the degree to which the LEA is planning the activities that should
maintain its facilities in a condition that will ensure that the LEA obtains the
appropriate facilities longevity and value from the local and State investments
made to date; and

3. evaluate and compare each LEAs’ maintenance planning both over time and
across the state in a manner that supports the identification of best practices that
the IAC can then share with all LEAs.

To ensure that each CMP provides the full needed value to the LEA, its stakeholders,
and the State, the IAC here establishes minimum content requirements for CMPs in a
table-of-contents format that is intended to provide clear guidance to LEAs. The
objective is to obtain the information that the IAC requires in a low-effort format that
allows LEAs to publish and submit the IAC-required information as well as other LEA-
selected information. On March 30, 2021, the IAC shared with LEAs the draft list of
data elements to be required in future LEA CMPs and requested feedback and input.
Between that date and late June, a number of LEAs provided feedback or input on the
draft list. The IAC took that feedback and input into account in developing these
instructions.

SECTION A: INTRODUCTION AND SUPPORTING INFORMATION

Guiding Principles

The Board of Education of Queen Anne's County Comprehensive Maintenance
Plan has been established to develop, maintain, and improve the maintenance



program of the public school system. This plan is intended to support the delivery
of educational programs and services in all schools and support buildings, and
provide for a comfortable, safe and healthy environment.

Vision and Mission

The primary objective of the maintenance program is to successfully maintain all
buildings and grounds, providing preventative and corrective maintenance
throughout the anticipated 40-year building life expectancy. This plan also
addresses the repair and replacement of fixed equipment. This is further
explained as follows:

1. To provide continuous use of facilities without disruptions to the educational
program,

2.  To provide efficient functioning buildings,

To maintain the plant building and fixed equipment in such a manner as to
eliminate or reduce all possible hazards,

4. To protect and maintain public property by organized and scheduled
maintenance repairs,

5. To conserve energy by ensuring that the maximum results are obtained with
minimum expenditure of energy, and

6. To provide a maintenance program that will encourage preventative
measures, while offering prompt response to requests.

Interrelationships

Each spring, the Chief Operating Officer, the Supervisor of Facilities and Design,
and the Operations Foreman begin to assess the maintenance and capital project
building needs for the next fiscal year. As part of that review, they reference the
facility condition assessment, completed in 2016, the Comprehensive
Maintenance Plan from the previous year, the State’s Maintenance Effectiveness
Assessments (MEA) and maintenance tickets placed over the course of the last
year. Along with the projected enrollment calculations, necessary projects are
then rated in the priority of life safety, building envelope, capacity, systemic
replacement, and energy efficiency. The result of this rating begins to build the
Educational Facility Master Plan and guide the funding requests for the next year
of the Capital Improvement Plan.

Short-Term Goals of the Maintenance Program

The immediate for Maintenance is a lofty goal, and it presents the most challenge
in today’s climate of budget cuts and reduced funding. As illustrated below,
QACPS is struggling with an inadequate number of maintenance service



personnel to adequately maintain our facilities to a standard expected by the
State, our staff, and most importantly our students and their family.

Maintenance - Presently there are ten (10) full-time equivalent (FTE) maintenance
personnel and one (1) FTE Foreman.

Due to current unfilled positions and the number of FTEs, these areas face
significant challenges meeting the rigors of upkeep and reactive and preventative
maintenance of our facilities and the associated equipment.

The following is taken from the School Construction (IAC) FY 2021 Annual Report:
Maintenance of Maryland'’s Public Schools:

“The question of how many resources are required for proper and sufficient operations
and maintenance of a given facility — much less a portfolio of facilities — is a complex
one. This is because, for each facility, the costs vary significantly based upon its design
and specific components; its age and condition; how much of the maintenance work
needed to date has been performed in a timely manner; the quality and effectiveness of
that maintenance work; and the “wear and tear” on the facility from its usage and from
the environmental conditions present around the facility. APPA (formerly the Association
of Physical Plant Administrators) provides standards for staffing both the custodial
activities and the maintenance activities of facilities at various levels of functionality and
fiscal sustainability. At the level appropriate for fiscally sustainable school facilities—Level
2: Comprehensive Stewardship—APPA recommends the following staffing in full-time
equivalents (FTE):”

. L. . . | Recommended
Description APPA Staffing Ratio Staffing Shortage
Maintenance (APPA Level 2:

Comprehensive Stewardship) 1.0 per 67,456 GSF 21 FTE 10 FTE

QACPS will be requesting two additional maintenance personnel each fiscal in the
Operating Budget until we are fully staffed.

Long-Term Goals of the Maintenance Program

The long-term goals of maintenance of the several systemic roof and HVAC
projects that are included in the long-range planning of the Capital Improvement
Program (CIP). The CIP includes at least one systemic project in each each year
for the next five years, in some cases there are more than one.

Another long-term goal is to bring all of the fire alarm systems in the County up to
using the same master control panel and the same vendor. This will all for
continuity of the system making stock of replacement parts more efficient, vendor
call outs efficient and knowledge of the system operationally the same across the
County for both maintenance and the school administrators themselves.



Computerized Maintenance Management System (CMMS)

All of QACPS facilities are covered by the same Computerized Maintenance
Management System (CMMS).

QACPS has spent that last 24-months preparing for the conversion to Brightly
Asset Essentials (formerly known as School Dude) as their computerized
maintenance management system. We have now completed the full move over
to Brightly Asset Essentials and future Comprehensive Maintenance Plans will be
prepared with the support of this valuable program. This year's CMP has been
produced and uses the information obtained through our old CMMS,
SherpaDesk.

Work that is completed by outside contractors is not tracked in either system.
Assessment of Facilities

In 2016, Queen Anne’s County Public Schools hired an independent contractor to
complete facility condition assessments for all our schools. Since that time data
gathered by the State as a result of their own facility condition assessments and
maintenance inspections that are completed routinely will be utilized. In future
years, QACPS also anticipates that we will utilize the data gathered in the facility
condition assessments and maintenance inspections that are completed routinely
by the IAC. Since some of this data has changed with the completion of projects
and the age of the reporting nearing ten-years, QACPS is going to pursue hiring
a third-party firm to take the 2016 and perform a comprehensive update.

Additionally, beginning with the IAC's FY 2021 assessments, a revised
Maintenance Effectiveness Assessment (MEA) was implemented. This updated
MEA streamlines the evaluated components and expands its scope to include
additional areas of Maintenance Management, such as Preventive Maintenance
and the use of Computerized Maintenance Management Systems (CMMS).

Due to these changes, MEA results from FY 2021 onward are not directly
comparable to assessments conducted in FY 2020 and prior. Along with the
revised assessment structure, the IAC recalibrated its rating categories of
Superior, Good, Adequate, Not Adequate, and Poor to better align with industry
standards and to more accurately reflect how maintenance practices influence a
facility’s lifespan.

Under the current MEA framework, a rating of “Adequate” (70%-79%) indicates
that a facility is being maintained at a level that will allow it to reach its expected
lifespan. Itisimportant to note that many facilities previously rated as “Good” may
now fall within the “Adequate” range under the revised system. This shift does not
indicate a decline in performance, but rather reflects the updated standards and
more detailed review process now in place.



The average overall rating for QACPS through FY 2025 is 68.62%, which places
schools in a “Not Adequate” standing. The role that additional maintenance
service personnel referenced in the Future Goals of the Maintenance Program
portion of this document (see previous page) would serve to greatly improve this
rating as service tickets could be closed faster, preventative maintenance efforts
would be increased, and other aspects of good maintenance and planning efforts
would be improved.

Current List of Queen Anne’s County Public Schools’ Facilities

Included as Appendix G is a current list of all occupied and utilized facilities that
make up Queen Anne’s County Public Schools.

SECTION B: FACILITY OUTCOMES

Facility Usability

All school buildings are 100% operational. There have been no issues in any of
the facilities that have precluded the delivery of educational programs or regular
services.

Work Orders
Preventative Maintenance Work Orders

From July 1, 2024 through June 30, 2025, there were 150 preventative
maintenance work orders opened. 78% of these were closed within 30 days. At
this time, maintenance staff do not log their hours or total dollars spent into the
CMMS. They operate on the number of work orders that need to be completed
each day, as assigned by the Operations Foreman. The SherpaDesk CMMS
system does allow us to capture data for both time and cost, and employees are
currently being trained on how to routinely do so. Please see “Appendix A" for
an example of the hourly report that the system is able to compile. With QACPS
moving toward Brightly as our CMMS, it is our desire to have the new CMMS
functioning to where individual hours and costs can be logged, tracked and
reported.

QACPS does not log time or dollars spent with outside contractors into the CMMS.
Corrective Maintenance Work Orders

From July 1, 2024 through June 30, 2025, there were 2,027 corrective
maintenance work orders opened. 53% of these were closed within 30 days. In
Brightly from December 1, 2025 through June 30, 2025, there were 1,370
corrective maintenance work orders opened. 86% of these were closed within 30
days. We are not currently set up to notate tickets as emergency or high priority.
This designation is determined and assigned by the Operations Foreman. At this



time, maintenance staff do not log their hours or total dollars spent into the CMMS.
They operate on the number of work orders that need to be completed each day,
as assigned by the Operations Foreman. The SherpaDesk CMMS system does
allow us to capture data for both time and cost. Please see “Appendix A" for an
example of the hourly report that the system is able to compile. With QACPS
moving forward with the transition to use Brightly as our CMMS, it is our desire to
have the new CMMS functioning to where individual hours and costs can be
logged, tracked and reported. However, the full implementation of the software
could take 12-18 months.

QACPS does not log time or dollars spent with outside contractors into the CMMS.

The average time it takes to close a corrective maintenance work order is shown
in Appendix B. However, this report is skewed by tickets that have not been
placed in a hold status because of funding or similar delays. Tickets are primarily
created at the school level, and the CMMS system does not easily report data on
who initiates each one.

Custodial

100% of our custodians have been trained on the Custodial Scope of Work in the
last two fiscal years. QACPS has established a custodial mentoring program that
will give further instruction and guidance on the expectations of the job to new
hires. Lead Custodians in each building do a bi-weekly assessment of their facility
and submit a checklist to the Custodial Foreman. Based on that rubric and
feedback from the building administrators, about 87% of those duties are
completed in a consistent manner.

Support Services has reinstated a custodial service facility check-list to aide
building administrators better evaluate their custodial staff's cleaning and services
that are necessary which occur at different intervals (daily, weekly, monthly, etc.).
This check-list should help identify areas where improvement are needed prior to
problems growing to a level where things such as replacement or restorative
action might otherwise be required.

The CMMS does not track custodial tasks related to their regular assigned duties.

SECTION C: RESOURCES AND INPUTS

Staffing and Organization

This section describes the organizational units, which form the Maintenance
Department. The department has two (2) divisions; namely Operations of Plant
and Maintenance of Plant. The Chief Operating Officer manages both divisions.
With few exceptions such as roof repairs and replacement or retubing of boilers,
the maintenance staff is capable of handling all repairs and minor alterations to



the school plants. Specific duties and responsibilities of the Maintenance
Department personnel are as follows:

Chief Operating Officer - 1 position

Controls the planning, direction, control and review of countywide physical
facilities of the school system. Works directly with the foreman of
maintenance and buildings, conducts training classes, handles personnel
problems, evaluates and hires workers and provide assistance with budgetary
decisions. Also, is responsible for developing and monitoring the district’s
energy management program under board-level policy and
Superintendent’s guidelines for the purpose of reducing utility consumption.

Supervisor of Facilities and Design - 1 position

Serves as the advisor to the Chief Operating Officer in all matters related to
capital planning, architectural planning, building capacity needs as they
relate to current and projected enrollment, building construction/alterations,
site acquisition, and building closures. Coordinates the implementation of
capital improvement requests, capital budget, enrollment projections,
moving of relocatable classrooms, and property records management.

Coordinator of School Safety and Security - 1 position

The primary purpose of this position is to ensure the safety, security, and welfare of
all students, faculty, staff, and visitors to Queen Anne’s County Public School’s
facilities and grounds.

The Coordinator of School Safety and Security also seeks and applies for grants and
other sources of funding to improve and enhance the existing safety and security
infrastructure of Queen Anne’s County Public Schools.

This position, while heading school safety and security, will serve as another set of
eyes and ears for building maintenance and general upkeep. This is important since
regular and proper maintenance reduces the occurrence of crime and vandalism.

Over the past two-years, the Coordinator of School Safety and Security has applied
for and received grant approval for two security personnel who will be placed full-
time at our two high schools to help with safety and security related matters.

Operations Foreman - 1 position

This position serves as a working foreman and also oversees and coordinates
the activities involved in the maintenance and repair of buildings, grounds
and related structures; determines the need for repair or maintenance of
buildings, related structures and/or building utility systems; environmental
testing, inspect work of contractor, arrange for the acquisition of supplies and
perform related work as required.



Our Operations Foreman has been with the school system for over 30-years
just announced that they will be retiring at the end of this fiscal year
(July 1, 2026). While this positions can be filled, the loss of the historical
knowledge that has been amassed during their tenure at the school system
will be difficult to overcome.

Building Service Foreman - 1 position

Assigns and controls work of building service employees, inspects work of
assigned personnel and directs corrective measures to secure satisfactory
performance and meet established standards and evaluates job assignments.

Mechanics, Plumbers and Electricians - 9 positions

Provides emergency repair or replacement of all mechanical equipment, fire
alarms, electrical, low-voltage, water and sewage lines within the school
buildings. We are currently down one plumber in this group due to
retirement. We have advertised for the position and have no success in
finding a viable candidate. The position remains open.

Carpenters - 2 positions

Repairs or replaces floor coverings, doors, windows, stairs, stair treads, wall
systems, ceiling and floor tile, door hardware, locks and similar structural
elements.

Custodians - 64 positions

Primary tasks involve sanitizing and disinfecting, cleaning classrooms,
corridors, restrooms, and all other spaces within the schools. Custodians are
expected to change lightbulbs, do monthly inspections on fire extinguishers,
and change all ceiling tiles that do not require specialty cuts. They maintain
daily readings of the boilers.

Support Service’s Administrative Assistant - 1 position

Maintains a variety of files for correspondence, work orders, maintenance and
procurement purchase orders and inspections, assists with capital project
bidding processes and communicates phone messages to appropriate
personnel.

Also assists with the coordination between Support Services and the Finance
Department on the many different aspects of capital project funding,
purchase orders, board approval, fixed asset reporting, audits, and IAC
submissions.



Other Personnel

In addition to these staff positions, extra part-time help is sometimes needed
in order to maintain the buildings and equipment in the best possible
condition. Private vendors are also contracted in specialized areas when
needed.

e Maintenance Staffing (FTE's for total GSF):

Total GSF: 1,370,189 This total does not include portable
classroom spaces in use at Kent Island High School and Queen
Anne’s County High School that require maintenance and
custodial services.

Total FTEs needed: 21

FY2024 Budgeted: 11 maintenance staff / $602,947 per year

FY2025 Budgeted: 11 maintenance staff / $789,441 per year

FY2026 Budgeted: 11 maintenance staff / $868,469 per year

e Maintenance Load (GSF per FTE):
Total Existing FTEs: 11
Maintenance Load (GSF per FTE): 124,563

e Percentage of Maintenance Staff delivering services: 100% (11
maintenance staff)

e Custodial Staffing (FTEs for total GSF):
Total GSF: 1,370,189
Total FTEs needed: 82
Total GSF per FTE: 16,710

e Custodial Load (GSF per FTE):
Total Existing FTEs: 64
Custodial Load (GSF per FTE): 21,409

Funding, Budgets, and Spending
General

The Board of Education of Queen Anne's County defines "Maintenance of
Facilities" as those activities, which involve the keeping of grounds, buildings,
mechanical equipment and mechanical technical systems. The goal is to maintain
all facilities, at or near their original condition of completeness and efficiency.
Either through repairs or by replacement, all grounds and equipment are to be
maintained to meet or exceed the life expectancy of the facility, which is at least
forty (40) years.



Preventative Maintenance

Preventative maintenance is the action taken by users, operators and
maintenance personnel to prevent expensive repairs and breakdowns before
they occur. Through preventive maintenance, it is hoped that the life
expectancy of the facilities will be extended beyond the manufacturer’s
projected life expectancy. A brief explanation of the preventive maintenance
categories follows:

1.

Fire Alarms and Smoke Detectors

Fire alarms and sprinkler systems are tested each quarter in each facility.
During the summer, a private service vendor makes an annual check.

Fire Extinguishers

Fire extinguishers are installed throughout all facilities to meet the
standards / requirements of the Maryland State Fire Marshall's Office and
applicable Building and Life Safety Codes. The Maintenance and
Custodial staff performs monthly inspections. A private vendor is
retained to complete the required annual inspection of all extinguishers
and update tagging.

Sprinkler Systems

All facilities are equipped with automatic fire suppression / sprinkler
systems. Two facilities (Bayside Elementary School and Centreville
Middle School have partial coverage). The Maintenance Department,
with a third-party vendor, makes scheduled quarterly inspections of
these systems. The same third party vendor also completes the required
annual inspection.

Fire Marshal Inspection

The County Fire Marshall inspects each facility bi-annually. Local
Volunteer Fire Companies visit all facilities during National Fire
Prevention Week.

Emergency / Back-up Generators

Generators are located in the following schools: Board of Education,
Matapeake Elementary, Kent Island High, Bayside Elementary,
Stevensville Middle, Grasonville Elementary, Centreville Middle,
Centreville Elementary, Church Hill Elementary, Sudlersville Middle,
Matapeake Middle and Kennard Elementary. They are started and
tested on a regular schedule. The generators in these facilities only

10



10.

supply emergency lighting, fire alarms, PA system, phones, walk-in
freezer/refrigerator and some service outlets.

As other buildings are renovated, it is anticipated that generators for
emergency lighting will be installed.

Health and Safety Inspections

The facility administrator or designee performs health and safety
inspections each month. There is a daily inspection made by the building
service foreman. The Queen Anne's County Health Department
performs bi-annual inspections.

Heating Equipment

The Maintenance Department cleans all boilers on an annual schedule.
Both ends of the boilers are opened, gaskets checked/replaced and all
controls tested and cleaned. Boilers are inspected by Chubb bi-
annually. All boiler inspection certificates are posted behind glass near
each boiler. When in use oil burners, boilers, motors, pumps and oil
reservoirs are checked weekly by the Maintenance Department. The
building service staff has the responsibility of inspecting and recording
all gauges and equipment daily. The Operations Foreman keeps all
boiler check logs in his files.

Pest Control

Pest control is contracted to a private vendor. The contract provides for
monthly service for pests and rodents. An Integrated Pest Management
Plan in conjunction with the private vendor has been implemented.
Upon request, the Queen Anne's County Health Department will assist
in inspections and provide written recommendations.

Roofs

A preventive maintenance plan has been implemented for all roofs.
Roofs are inspected bi-annually; cleaned and minor repairs are made on
a monthly schedule. Flashing and expansion joints are caulked regularly.
Storm drains, gutters, and down piping are checked and cleared. Annual
roof inspections are required as a part of our capital requests to the State
for their participating in funding of systemic roof replacements.

Louvers and Grilles

To provide the best quality of indoor air, all facility louvers, grilles and
fans are cleaned bi-monthly by building service staff/Maintenance
Department.

L



11.

12.

13.

14.

In addition, all exhaust fans have preventative maintenance inspections
conducted quarterly for belt adjustments and lubrication.

Refrigeration

The Maintenance Department services walk-in boxes, refrigerators,
freezers and milk coolers on a scheduled basis. We conduct annual
preventative maintenance in the kitchens after the end of each school
year. This is performed by the maintenance department.

Vehicles

Maintenance and building service vehicles are maintained and inspected
on a scheduled basis. Maintenance of vehicles is performed by the
Queen Anne’s County Department of Public Works.

Testing

All Federal and State required testing and certifications are contracted
by QACPS to an approved/certified testing agency. All test results are
sent to the agencies and a copy is on file in the Supporting Services
office. The tests include asbestos, fire alarm, kitchen exhaust hood, fire
extinguisher, water tests as prescribed by MDE, and other testing as
needed. Some testing and certifications such as domestic water back-
flow preventor testing and certification are completed in-house by our
certified staff.

Energy Conservation

The Board of Education has taken steps to help reduce energy
consumption in electric, heating oil and propane by adopting an energy
conservation policy and guidelines. All facilities have occupied and
unoccupied temperature set points for heating and cooling. The
temperature set points are in accordance with AHRAE 55 "Thermal
Conditions for Human Occupancy". All employees are to conserve
energy whenever possible by turning off computers, printers, classroom
lights and other energy using devices when leaving their work area.

All 14 school buildings are on an Energy Management System (EMS).
This computer system allows the Maintenance Department to monitor
and troubleshoot remotely Room temperature sensors are checked
annually and replaced when needed. Microtherms have been installed
on all boilers to control the amount of times the boilers fire. The EMS
controls the HVAC equipment being lowered/shutdown during periods
when the facilities are not in use. Digital time clocks are installed to turn
the lights on in the evening until the buildings are vacant and then back
on in the morning before the staff arrives. Vending misers have been

12



placed on all soda machines to help conserve the amount of electricity
consumed.

During the summer of 2023, QACPS replaced the energy inefficient high
pressure sodium lighting in the Gymnasium of Kent Island Elementary
School with energy efficient LED lighting. Additionally, the lighting of
the Warehouse/Transportation site area was also changed over to LED.

As the State pushes for less reliance on fossil fuels as an energy source
for State buildings, QACPS has taken this initiative forward with the
design of the new Central Office Building. The only fossil fueled device
at the new Central Office Building will be the emergency generator.

Due to budget restraints in FY2025 and projected restraints in the
outlying years, QACPS has terminated its relationship with Cenergistic.
Cenergistic was retained approximately two-years ago as the energy
specialist to help QACPS further improve their energy conservation
practices. QACPS has had to cut expenses and resources to only those
essentially required for the operation of our facilities.

Some of our schools (e.g. Centreville Elementary School) utilize more
than one EMS vendor/supplier. This has led to complications when the
two systems interface with one another fails and the systems go off-line
or go to default settings.

Scheduled Maintenance

Scheduled maintenance includes maintenance and repair activities that can
be forecast and for which expenditures of parts and labor are based on a
predictable timetable or use schedule. See Appendix E for QACPS'
scheduled and preventative maintenance schedule. Scheduled maintenance
involves proactive measures, which require schedules to be developed, to
properly address maintenance of facilities. Scheduled maintenance includes
items which will need replacing due to the expiration of its life cycle, or
Federal, State or Local requirements include the following:

- Boilers

- Roofs

- Compressors/ Chillers

- Carpet

- Sprinkler Systems

- Fire alarms and building evacuation systems

13



Boilers

The Maintenance Department cleans and inspects boilers annually.
Replacement of a boiler depends on age, cost and safety. They are also
inspected by Chubb bi-annually.

Roof

A ten (10) year roofing maintenance program provides for semi-annual,
as well as monthly checks and bi-annual inspections.

HVAC

Many facilities HVAC units are approaching 16 years of use. The Capital
Improvement Plan will provide for a scheduled plan for the systemic
replacement of building systems over the next 10 to 12 year period.

Carpet

Most of the facilities have had the carpet replaced with VCT. There are
still a few small areas that need to be replaced. Request for replacement
is made annually in the capital budget.

Painting

The paint schedule is programmed to enable each school to be
repainted inside every ten (10) years. An Interior Painting matrix is
incorporated into the CMP to illustrate a ten year window of completed
and projected interior painting. For each fiscal year, funding for paint
has been incorporated into the operational budget.

Septic Tank and Grease Trap Cleaning

Grease traps are cleaned quarterly. None of Queen Anne's County
Public Schools’ facilities are served by a septic tank.

Bleacher Repair/Replacement Schedule

All bleachers are inspected and repaired annually by contracted
services.

Resurfacing Blacktop Schedule

Major replacement is requested annually in the capital improvement
budget. An Asphalt Milling and Paving school matrix has been
incorporated into the CMP and can be found as Attachment 1.

14



10.

Maintenance Vehicle Replacement Schedule

Beginning in FY ‘24, vehicles have begun to be leased and are expected
to be replaced at regular intervals.

Oil Tank Testing Schedule

The Maryland State Department of Natural Resources approved the oil
storage permit. All storage tanks are pressure tested according to
Federal and State guidelines. During the summer of 1999, underground
storage tanks were removed from all but one location (Bayside
Elementary) and above ground tanks were installed.

Corrective Maintenance

Corrective Maintenance includes repairs or replacements that happen
unexpectedly. Maintenance workers are assigned specific
responsibilities. These responsibilities include:

1. Plumbing and Electrical

2. Air Conditioning

3. Heating

4. Carpentry / Minor Repairs
5. Roofing and Relocatables
6. Repair Kitchen Equipment

Corrections of day-to-day breakdowns or emergency repairs are based
on work requests received from the Operations Foreman. The
subcategories include the following:

1. Unscheduled Repairs

Unscheduled repairs are actions taken to correct problems with
building systems and equipment. These include routine repairs
such as light fixtures, leaking pipes and boiler failure. In most
instances, these repairs were either mechanical or electrical.
Control failure on HVAC equipment; ground fault problems with
compressors and loss of electricity during storms were the primary
causes of the unscheduled repairs.

2. Vandalism and Security Related Repairs

A vandalism and security related repair item is one which requires
the expenditure of labor, and material to restore the building to its
original condition after it has been damaged.

15



Deferred Maintenance

Deferred maintenance includes maintenance and repair activities, which
have been delayed or postponed due to lack of funds. In some cases,
repairs have been delayed pending renovation, disposal or change of
building use. It may include any of the above-described categories of
maintenance.

Maintenance Budget

The budget includes all expenditure categories and objects related to maintenance
activities including maintenance of plant, fixed charges, capital outlay (maintenance of

plant only).

For the purpose of defining which capital outlay and school construction fund projects
to include, the following definitions have been utilized:

(a)

Any school site improvement, remodeling, equipment or other project in
which the major intent is maintenance and at least 51% of the
expenditures involve maintenance activities. (Examples may include a
roof repair contract or a project, which mainly addresses fire and
handicapped codes and secondarily minor functional modifications.)
Fixed charges have been included only when applicable to maintenance
of plant.

The budget information includes the number of full-time equivalent
positions provided for maintenance. It should be noted that any positions
in the operation of plant and placed or pro-rated in the maintenance of
plant category.

The total adjusted maintenance figures (as defined in item one above) are
shown for the current year and two previous years in relationship to the
total current expense and school construction fund.

Preventative Maintenance:

FY 2024 Budget:........ $9,015,699.00

FY 2024 Budget per GSF......... $6.58

FY 2025 Budget:..... $13,873,768.00

FY 2025 Budget per GSF: .....$10.13

FY 2026 Budget:..... $10,260,469.00

FY 2026 Budget per GSF: ....... $7.49
FY24 and FY25 show a significant increase. This is due to the County
funding certain school projects through the LEA versus completing
them directly.
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Corrective Maintenance:

FY 2024 Budget:........ $1,799,037.00
FY 2024 Budget per GSF......... $1.31
FY 2025 Budget:........ $2,051,712.00
FY 2025 Budget per GSF......... $1.50
FY 2026 Budget:........ $2,179,399.00
FY 2026 Budget per GSF......... $1.59

All Maintenance:

FY 2024 Budget:........ $2,920,392.00
FY 2024 Budget per GSF......... $2.13
FY 2025 Budget:........ $3,241,078.00
FY 2025 Budget per GSF......... $2.37
FY 2026 Budget:........ $3,470,288.00
FY 2026 Budget per GSF......... $2.53

All Operations:

FY 2024 Budget:.....cccoerennees $7,424,047.00
FY 2024 Budget per GSF: ......ccccvveeee. $5.42
FY 2025 Budget:....ccceoevennenene $8,658,863.00
FY 2025 Budget per GSF:........ccccoevenene, $6.32
FY 2026 Budget:.....cccouevennenene $8,740,291.00
FY 2026 Budget per GSF:........cccccevennee. $6.38

All Maintenance and Operations Combined:

FY 2024 Budget:......cccooueuenene. $10,344,439.00
FY 2024 Budget per GSF: ......ccccevveee. $7.55
FY 2025 Budget:.....cccoueneeneee. $11,899,941.00
FY 2025 Budget per GSF:........ccccoevennene. $8.69
FY 2026 Budget:.....cccceueneee. $12,210,579.00
FY 2026 Budget per GSF:........cccccevennee. $8.91

Comparisons Against Industry Standards

The following represents an approximation of budgetary numbers as they would be if
maintenance and operations were outfitted with personnel equal to Industry
Standards:

All Maintenance:

FY 2024 Budget:....ccceoevennenene $5,575,293.82
FY 2024 Budget per GSF:........cceoevnee. $4.07
FY 2025 Budget:.....cccouerrneneee $6,187,512.55
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FY 2026 Budget per GSF:........cccccvvvenene. $4.84

All Operations:

FY 2024 Budget:.....cccoueneeneee. $10,146,197.57
FY 2024 Budget per GSF: ......cccccvvneee. $7.41
FY 2025 Budget:.....cccoueneeeee. $11,833,779.43
FY 2025 Budget per GSF:........ccccoeiennene. $8.64
FY 2026 Budget:.....cccoeueneee. $11,945,064.37
FY 2026 Budget per GSF:........ccccoevennene, $8.72

All Maintenance and Operations Combined:

FY 2024 Budget:.....cccoueneeee. $15,721,491.38
FY 2024 Budget per GSF: ..........c.......... $11.47
FY 2025 Budget:.....cccoueneeeee. $18,021,291.98
FY 2025 Budget per GSF............cocu....... $13.15
FY 2026 Budget:.....cccceueneee. $18,570,159.64
FY 2026 Budget per GSF:.......ccoueuue... $13.55

Replacement Budget

The Current Replacement Value for all Facilities in Queen Anne's County
portfolio is calculated as follows:

GSF x $481: 1,370,144 x 481 = $659,039,264.00

SECTION D: PLANNED ACTIONS

Changes and Planned Improvements

Over the past year, there has been much more attention given to the future of
the current CMMS system and how we intend to utilize the tools in the future.
Staff training and professional development has begun and the district has
invested in electronic devices that will give maintenance workers a better way to
log their activities and time in the field. We are more cognizant of scheduling
preventative maintenance in the system. There are initiatives underway to
assure more funding for maintenance is available in the operating budget and
not as a fluctuating capital expense.

Planned Capital Maintenance and Repairs

Please see Appendix D for the capital budget requests for FY 2026.
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Professional Development

Over the past year, we have provided 5 hours of professional development to
our maintenance staff, with the assistance of vendors and professional trade
organizations. We will continue to schedule these opportunities for learning as
able. There is currently no budget item for professional development for this
group. For the custodial staff, have developed a mentoring program for first
year custodians and continue to explore options for leadership training
opportunities for our lead custodians.

SECTION E: OBSTACLES AND MISSING RESOURCES

Maintenance staffing: There has been one addition of workforce to the
maintenance personnel since 1998. The request for additional workers is
offered during the budget cycle each fiscal year. Given the multitude of low
voltage equipment, in the form of security cameras and card access systems, a
second electrician was added for FY2023. Overthe course of the past two-years,
two important positions within maintenance were filled after resignations. A
skilled licensed electrician with experience in low-voltage system installations
was hired and the technician who was servicing and maintaining the food service
refrigeration systems was elevated to a building HVAC technician. Retirement
of personnel is expected to create additional openings within the departmentin
the critical area of HVAC and the Operations Foreman.

Custodial staffing: The impact of the Pandemic continues to have a negative
effect on QACPS’ ability to attract favorable applicants to fill open Custodial
positions.
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QUEEN ANNE’S COUNTY PUBLIC SCHOOLS

AGENDA ITEM FOR THE BOARD OF EDUCATION

Board Agenda:
Document Title/Subject:
Preparation Date:
Person Preparing:

Department:

For Board: | x | ACTION

PURPOSE:

Octaber 013023 5
2024 ComprehensiveMaintenance Plan (CMP)
September 24, 2025

Darrell Barricklow

Supporting Services

INFORMATION

Approval of the 2025 Comprehensive Maintenance Plan (CMP).

STATEMENT:

As required by COMAR 14.39.02.18, each LEA must annually update and submit to the Inter-
Agency Commission (IAC) a Board approved CMP that is compatible with its local Educational
Facilities Master Plan (EFMP) and its Capital Improvement Program (CIP).

Supporting Services is seeking Board of Education approval in order to meet the October 15, 2025

deadline for submission.

FORM REV. 4/2023

PAGE 1 OF 2
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AGENDA ITEM FOR THE BOARD OF EDUCATION

Sponsoring Executive Team Member:
Date Reviewed by Exec Team: ﬂ' al ,‘ 2035
Staffing Implications: None

Fiscal Impact/Dollar Amount: N/A

Budgeted: N/A

Budget Source: N/A

Account Number: N/A

Chief Financial Officer: ’ il (signature)

Superintendent: M—* % (signature)

(signature)

ACTION:

The Board approves the 2025 Comprehensive Maintenance Plan as presented.

Board Approved: —¢ 4/11% /d/' o0 I

Signatﬁ re ' Date

Form Rev: 4/2023 Page 2 of 2
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APPENDIX A

Print Page  Close Page

Start Date nglli)na-te Date Range

1-Jul-2024 2025 Custom

Tech Name Working Non-Working Total Cha}rges
Barricklow, Darrell Oh Om $0.00
Combs, Chris 708h 51m $0.00
Cooksey, Paul 228h 48m 1h 30m $0.00
Finnerty, John 58h 48m Oh Om $0.00
Gottleib, Jolene 306h 9m 14h Om $0.00
Green, Ethan 183h 45m Oh 9m $0.00
Harris, Marty 90h 45m 1h Om $0.00
Landon, Jonathan 417h Om Oh Om $0.00
0, Jim 246h 9m 12h Om $0.00
Risley, Jeff 168h 30m Oh Om $0.00
Seigler, Chad 28h 22m $0.00
Sipes, Daniel 1h Om $0.00

Techs with no time entries will NOT show up on this report
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APPENDIX B

Print Page  Close Page

End Date
Start Date Date Range
1-Jul-2024  S07dun- Custom
2025
Average Ticket Ages

Open Tickets [ 254d 12h 24m

Closed Tickets | 100d 11h 55m

Awaiting Parts | -

On Hold 359d 1h 47m
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APPENDIX D

FY 2025 SUMMARY

[FY 2025 [Projects Requiring IAC Approval | Funding Source

Priority  Project State Local Total

1 **Centreville Middle School - Renovation $ 1,698,312 % 2,159,000 $ 3,857,312
or Replacement - Planning

2 **Queen Anne's High School - Complete  $ 4,199,000 $ 4,505,000 8,704,000
Roof Replacement

3 Queen Anne's County High School - Fire  $ 533,500 $ 560,995 1,094,495
Alarm Replacement

4 **Kennard Elementary School - Fire Alarm  $ 140,250 $ 171,000 311,250
Replacement (deferred from FY24)
TOTAL $ 6,571,062 $ 7,395,995 13,967,057

**.received prior State approval

|FY 2025 |Projects Not Requiring IAC Approval

Priority  Project State Local Total

1 BOE Central Office Project - Second Year $ - $ 9,000,000 9,000,000
of Construction Funding

2 BOE Central Office Project - Furnishings ~ $ - $ 1,500,000 1,500,000
and Equipment

3 Kent Island High School - Storm Sewer $ - $ 703,000 703,000
Repairs (Phase 2)

4 Kennard Elementary School - Storm Line  $ - $ 25,000 25,000
Repairs/SWM (Design)

5 Queen Anne's High School - Stadium $ - $ 360,000 360,000
Field Lighting Replacement

6 ES Interactive Display and MS/HS $ - $ 106,000 106,000
Interactive Laser Projector (CHES, Arise,
MMS) - includes install

7 Sudlersville Elementary School - $ - $ 350,000 350,000
Replacement of Ages 2-5 Playground -
deferred from FY24

8 General Classroom Furniture $ - $ 600,000 600,000
Replacement Allocation

9 Matapeake MS VCT Floor Replacement $ - $ 250,000 250,000

10 Grasonville ES Community Based Health  $ - $ 75,000 75,000

Suite
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|FY 2025 |Projects Not Requiring IAC Approval
Priority  Project State Local Total
11 Bayside ES Community Based Health $ - $ 75,000 $ 75,000
Suite
TOTAL $ - $ 12,894,000 $ 12,894,000
FY 2025 GRAND TOTAL $ 6,571,062 $ 20,289,995 $ 26,861,057
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