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EXECUTIVE 
SUMMARY

The Division of Maintenance and Operations (DMO) was formed in 2020 when the
Department of Facilities Management, now called Office of Facilities Management (OFM),
underwent a significant reorganization. Two of the largest divisions within OFM,
Maintenance and School Plant Operations, were merged into one division, DMO. The
division functions collaboratively to support student success by providing general
maintenance (HVAC, plumbing, carpentry, electrical, grounds care and waste removal),
repair of our facilities and the equipment located therein, preventive maintenance of
systems, training for site-based building services teams, and support for the operational
needs of our schools. 

A well-designed facilities maintenance program is a vital component of Montgomery
County Public School System (MCPS). Maintaining our facilities is not only critical to
ensure a safe learning environment for students and staff, but also supports optimal
academic performance and achievement. MCPS comprises 210 schools that total more
than 26 million square feet, including over 500 relocatable classrooms, and 24 support
facilities. The current enrollment of more than 160,000 students is projected to continue
to increase for the foreseeable future. 

In this Comprehensive Maintenance Plan (CMP), DMO provides an overview of MCPS’
facilities maintenance program and its delivery of facilities that are safe, secure, accessible,
well illuminated, well-ventilated, and aesthetically pleasing. In addition to answering the
specific questions posed by the Interagency Commission on School Construction (IAC),
this plan details the school system’s organizational structure, services provided,
operational procedures, future initiatives, and a list of facilities. 
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MAINTENANCE AND
OPERATIONS SERVICES

OVERVIEW
DMO comprises collaborative teams, based out of three regional service centers (referred
to as Upcounty, Downcounty, and Midcounty) and one additional service center (referred
to as Central). Each service center works together to ensure that MCPS facilities function as
safe, productive, working environments for students, teachers, administrators, and building
service support staff. 

Our centers are located regionally because Montgomery County covers more than 500
square miles. This helps to facilitate a faster response time and eliminate resources being
wasted in travel and traffic, especially considering that each center  serves an  average of
75 facilities.  

The ELECTRICIANS install and service breakers, panels, switches, outlets, electric cook
stoves, emergency lights, generators, and parking lot lights.

Our Central M&O Service Center (Central) houses the specialty trade shops that provide
services for all facilities.  Central is located in Gaithersburg, where the division is
headquartered, and serves as the centralized place where leadership and regional
meetings, trainings, skills testing, interviewing, and other activities are held. 

The CARPENTRY SHOP is responsible for an assortment of maintenance activities. These
include windows, glass, floor coverings, lockers, doors, locks and keys, painting, roofing,
handrails, ramps, and special-cut ceiling tiles. 

2



HVAC-R SHOP technicians repair boilers,
chillers, cooling towers, circulation pumps,
heat pumps, window air conditioners,
refrigerators, and ice makers.

PLUMBING SHOP technicians repair drains,
drinking fountains, gas-fired stoves, toilets,
showers, and more.

ELECTRONIC SHOP technicians repair fire
alarms, security alarms, school bell systems,
public address systems, two-way radios, and
audiovisual equipment.

The FACILITIES IMPROVEMENT TEAM (FIT)
specializes in mold remediation and other
HVAC-related issues. FIT will be expanded to
include technicians from the various trades
to work at schools after hours performing
tasks that cannot be done while the facility
is occupied. 

HEAVY EQUIPMENT SHOP technicians maintain and repair tractors, lawn mowers,
trimmers, snow-blowers, and other pieces of equipment. This team also provides hillside
mowing services for the schools.

INDUSTRIAL EQUIPMENT REPAIR technicians work on kilns, rebuild motors, repair
printing presses and trash compactors, and perform in-kind replacements. This team also
performs line painting in parking lots.

MATERIALS FABRICATION AND RIGGING SHOP technicians maintain and repair
projection screens, stage curtains, upholstery, window blinds, ceramic tiles, and even
masonry.

The GENERAL MAINTENANCE SHOP excavates, provides hauling and trash removal
services, repairs asphalt and concrete, maintains playgrounds, mows fields, trims trees
and bushes, and plows the snow.
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LEARNING: We believe that we must engage
every student, every day; learning is achieved by
cultivating curiosity and encouraging
determination, focus, and hard work; and adult
learning and engagement are key to student
learning.

RELATIONSHIPS: We believe that meaningful
collaboration is vital to our success; strong
partnerships are built on trust and open and
honest communication; and building
relationships with our diverse community
requires us to understand the perspectives and
experiences of others.

A. Introduction
and Supporting
Information

The core values and guiding principles of MCPS
shape everything that is done throughout the
school system. This includes how students are
taught, how colleagues work together, and how
the facility's maintenance and improvement
activities are planned and implemented. Those
core values and principles are learning,
relationships, respect, excellence, and  equity, 

A.1. GUIDING PRINCIPALS AND VALUES

RESPECT: We believe that each individual’s
contributions add value to our learning
community; fair treatment, honesty,
openness, and integrity are essential; and the
diversity of our culture, interests, skills, and
backgrounds is an asset that makes us
stronger.

EXCELLENCE: We believe that raising the bar
and setting high standards is necessary to
ensure that all students graduate ready for
college and career; we have to expect the
best to get the best from everyone, every day;
and create intellectual excitement and
supporting personal growth inspires us all
toward excellence.

EQUITY: We believe that each and every
student matters; outcomes should not be
predictable by race, ethnicity, or
socioeconomic status; equity demands the
elimination of all gaps; and creating and
maximizing future opportunities for students
and staff is necessary.
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A.2. VISION STATEMENT 

DMO's vision is to be a model of excellence, continuous
improvement, and innovation - a model that is
nationally recognized as a leader in K-12 maintenance
and operations services. 

A.3. MISSION DEFINITION AND NARRATIVE

The mission of DMO is to support the MCPS mission.  
We aim to provide a full range of maintenance and
operations services that exceed customer expectations,
and establish a highly skilled workforce and continue
to foster long-term relationships with MCPS
administrators.

The mission of MCPS is to ensure that every student will
have the academic, creative problem solving, and
social emotional skills to be successful in college and
career.

Additionally, as DMO enters into FY2024, we will focus
our efforts to accomplish the initiatives of the Office of
Facilities Management. We also intend to improve this
division's tools, technology, and training as we
operate under budgetary constraints. More
information regarding the 3T initiative is located
within the "Long-term, Strategic Focus" section of this
CMP. 
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According to IAC guidelines, the EFMP must
include the school district's educational goals,
standards, and guidelines; community analysis; an
inventory and evaluation of existing school
buildings; current and projected enrollment data;
analysis of future school facility needs; policies for
co-location, shared use, and shared cost of existing
and planned school facilities; policies to address
school capacity needs in planned growth areas or
to address adequate public facilities ordinance
requirements; and policies addressing current and
planned transportation for students,
administrators, and teachers per school.
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A.4. INRERRELATIONSHIPS (FACILITIES MANAGEMENT DOCUMENTS)

All four divisions within MCPS’ Office of Facilities Management (Maintenance and 
Operations, Design and Construction, Capital Planning and Real Estate, and Sustainability 
and Compliance) collaborate to ensure that construction, maintenance, and other 
functions are performed in alignment with state regulations. We also work together to 
create documents which provide various government agencies, the Board of Education, 
and Montgomery County community members with information, updates, and plans for 
MCPS facilities. These documents include The Educational Facilities Master Plan, the Capital 
Improvements Program, and the Comprehensive Maintenance Plan.

Both the Educational Facilities Master Plan (EFMP) and the Capital Improvements 
Program (CIP) are compiled by the MCPS Division of Capital Planning and Real Estate.  The 
FY2024 EFMP reflects the amended FY2023 - 2028 CIP, approved by the Montgomery 
County Council in May 2023. 

The EFMP sets forth the agenda for future facilities planning and provides information that 
the community and the Board of Education need as they work toward resolving facilities-
related issues and setting school system priorities. 



DMO assists the  Division of Capital Planning and Real Estate by identifying and
prioritizing systemic projects (i.e. HVAC system replacements) for inclusion in the CIP.
However, we are primarily responsible for annually updating the Comprehensive
Maintenance Plan (CMP).

The CIP is the superintendent's recommendation and identifies construction and
renovation projects recommended for planning and/or construction funding. It also
identifies upcoming systemic renovation projects, relocatable placements, and
countywide projects that address many of our facilities throughout the school
system. 

At DMO, we understand that effective school
facility maintenance planning can significantly
contribute to an organization’s instructional
effectiveness and financial well-being by 
Improving the cleanliness, orderliness, and safety
of an organization’s facilities; reducing the
operational costs and the overall life-cycle cost of
a building; helping staff identify facility needs
and priorities proactively rather than reactively;
extending the useful life of buildings; and
Increasing energy efficiency and lowering the
carbon footprint of the organization.
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The relevant information within the CMP must be compliant and compatible with
the Educational Facilities Master Plan (EFMP) and the CIP. The purpose of the CMP is
to provide our stakeholders with information to make fiscally responsible decisions as
they conduct future facility planning. 



increasing districtwide, culturally relevant professional learning for all staff to support
equity;
improving the strategic recruitment strategy in order to increase high-quality
workforce diversity;
increasing connectivity and satisfaction with MCPS technology;
connecting the district’s financial plan to the strategic plan with the goal of aligning all
district resources and increase transparency; and
continuing to provide and maintain safe and clean facilities that ensure accessibility
and support the learning environment.

MCPS' commitment to effective operations across the district allows schools to maintain 
their focus on student success. This includes direct support to schools and students’ equal 
access to resources, stable financial practices, and a commitment to environmental 
protection. The professional and operational goals most relevant to  facilities maintenance 
include— 

A.5. LONG-TERM STRATEGIC FOCUS

Academic Excellence
Well-being and Family Engagement
Professional and Operational Excellence

Every four years, the Montgomery County
Board of Education (BOE) establishes a
strategic plan to guide the work of MCPS. The
objectives, targets, and strategies in the plan
are organized into the three priority areas:

 According to this plan, professional and
operational excellence is vital because
student success is only possible by hiring
and maintaining a highly qualified, diverse
and culturally proficient workforce. 
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It is important to connect the strategic plan developed by MCPS to facilities maintenance-
related long-term strategic plans; however, the language used to outline MCPS objectives,
targets, and strategies in this area are very specific to student, administration, and
curriculum success.

Only a few of DMO's strategic plans for FY 2024 align perfectly with the professional and
operational excellence goals delineated within the MCPS Strategic Plan FY 2022-2025. To
supplement, we have  long-term plans exclusively related to the maintenance of MCPS
facilities.



Background

Prior to 2021, some of the largest challenges DMO faced arose from issues with our HVAC
systems. The assumption was made that our HVAC systems were being properly cleaned
and maintained by plant equipment operators (PEOs); however, because none of the PEOs
were tasked solely with preventive, scheduled, or routine maintenance duties, important
PM work was not being done efficiently. Consistent problems were being addressed
reactively instead of proactively as routine preventive maintenance tasks.

Additionally, due to budgetary constraints, gaps in skill set, and lack of task management
and supervision, the PEOs were often overworked. Many of them handled the air filters
incorrectly and maintained the equipment poorly, decreasing the already strained life
expectancy of some of the systems. These circumstances revealed the critical need for us to
restructure. 

To meet our commitment to operational excellence and the continuous improvement of
our processes, DMO committed to developing a Centralized Preventative Maintenance
(PM) Plan. This initiative was created to ensure that all MCPS schools are provided with
the same high levels of support, regardless of limited resources. 

increasing professional learning for all DMO staff and increasing workforce
capacity;
improving the strategic recruitment strategy to hire highly qualified, diverse staff;
streamlining processes innovatively and making operational improvements; and
continuing to maintain safe and clean facilities that ensure accessibility and
support the learning environment.

DMO's initiatives requiring long-term strategic focus include—
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INCREASING PROFESSIONAL LEARNING  AND WORKFORCE CAPACITY

DMO has developed several training programs to support and improve our workforce
capacity. These training sessions occur throughout the year. For example, in our Basic Skills
Trainings, building services staff are taught how to use equipment safely and properly, strip
floors, wax floors, perform minor repairs, how to work quickly and efficiently, how to
conduct themselves in a learning environment and much more. Another important
training program is Preventative Maintenance (PM) University. This initiative has been vital
to our improvement as a division and it requires long-term strategic focus.



As explained in more detail within section D.4. of this CMP, DMO currently has 63 vacant
maintenance and trade positions. This number of vacancies is high, yet we will continue to
ensure safe learning environments.  Despite the demand for skilled tradespeople, adverse
labor markets make filling these positions difficult. Qualified tradespeople often decide to
work for private sector companies because they offer more competitive salaries. We also have
several trade technicians who retire each year. In an effort to fill these positions, DMO intends
to implement more aggressive long-term hiring strategies, beginning FY 2024.

replace air filters in air supply units;
check plumbing fixtures and water coolers for leaks; 
report condensate leaks from chilled water piping and
HVAC equipment; and
report damaged rooftop exhaust fan covers and vent
obstructions.

Fiscal Years 2023-2024:

In 2021, DMO officially launched the PM program. Between FY
2022 and FY 2023, to support the PM Program, PM University
was created. Officially launched in January 2023, PM
University has allowed us to provide hands-on training and
support to our newly established PM teams. Although the PM
technicians are not trade technicians, they are trained to
identify the PM work needed based on trade (HVAC,
Electrical, Carpentry, and Plumbing). For example, these
teams complete preventative maintenance tasks, such as— 
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IMPROVING THE STRATEGIC RECRUITMENT STRATEGY TO HIRE HIGHLY QUALIFIED,
DIVERSE STAFF

The tasks of each PM team vary based on the age and condition of the facility; however, all
tasks are designed to properly maintain all systems to keep our schools operational for MCPS
students. Student learning is important to DMO and ensuring that students have safe and
comfortable environments to learn drives us to restructure, despite many challenges. In
addition, through the implementation of our PM strategy, MCPS has been able to proactively
maintain and troubleshoot critical assets. 

DMO's long-term plans for the PM Program are simple. We hope to receive long-term support
and funding to continue the program. Training the PM teams require tools, materials, and
time. Ideally, we can continue to provide the resources for this training program, especially as
we seek to find creative solutions to combat continuous trade technician vacancies. 
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One of our main recruitment strategies is to host and attend more hiring fairs. At these 
hiring fairs, DMO offers on-site interviews for building service positions, and hands-on 
maintenance skills testing, and we assist potential candidates to create candidate profiles 
in our system so they can easily apply for jobs with MCPS. Since FY 2023, we have hosted 
trade-specific hiring fairs where we partner with trade schools and county agencies. Our 
goal for FY 2024 is to either host or attend hiring fairs on a quarterly basis, at minimum.

STREAMLINING PROCESSES INNOVATIVELY,  MAKING OPERATIONAL IMPROVEMENTS, 
AND CONTINUING TO MAINTAIN SAFE AND CLEAN FACILITIES 

DMO's long-term strategic plans for facilities maintenance also consist of various corrective 
maintenance and preventative maintenance projects, along with large-scale capital 
improvement projects to optimize the operation and lifecycle of building assets.  
Additional long-term projects requiring strategic focus include the following:

Building DMO's Distribution Center 

In order to streamline our distribution process, increase the availability of supplies, and 
conserve funds, DMO operations managers are developing the plan for a single inventory 
management system. Once operational, it will function as DMO's distribution center, 
ensuring prompt delivery of HVAC and filter parts and systems to schools. The warehouse 
facility will house our most commonly used parts, ready for distribution where needed. 
These parts will be managed in Asset Essentials (AE). A centralized warehouse also will 
reduce inbound costs, lower minimum stock levels, and avoid overstocking. When banking 
larger inventories, DMO will also lower shipping and transportation costs. Not only will 
customer service be more consistent, but centralized storage will free up much-needed space 
in schools to meet their operational needs. 

Chiller and HVAC CIP

Because schools built or modernized since 1985 are generally of higher construction quality 
than schools built prior to that year, it is possible to extend the useful life of equipment and 
systems through a high level of maintenance and replacement of building systems. In the 
coming years, we hope that more funds will be directed to major chillers and HVAC 
systemic projects that sustain and upgrade facilities in good condition for longer periods 
than has been feasible in the past. According to our records, we have a list of schools that 
need major system repairs. This cost of all repairs will cost nearly $2.5 million, which we do 
not currently have within our budget for FY 2024.



Setting up Preventative Maintenance Work Orders in Asset Essentials

We understand the importance of having our Preventative Maintenance (PM) work orders
and PM tasks documented, accessible, and trackable within Asset Essentials (AE), our
CMMS. Ideally. AE also will be configured to show that our PM work orders are closed
within 30 days. To enter the required information (PM orders, PM tasks, etc.) into AE, we
are working with Brightly, our CMMS provider. These updates should be implemented by
January 2024. 

It is important to note that, MCPS has just completed its first year with the Asset Essential
CMMS system. As we move forward with AE, DMO will continue to make updates to the
system to help provide the best possible customer service to all stakeholders and increase
the longevity of our equipment. 

A.6. NEAR-TERM FOCUS

Centralized Mowing 

The scope of this plan is to ensure that all MCPS school lawns are well-maintained
throughout the academic year. All facilities could be mowed approximately twice a
month, with an average of five locations mowed each day depending on the facility's
acreage. We are currently considering creating a Second Shift Grounds Team; however, it
would put a significant strain on existing staff. We are currently in the process of solidifying
a plan that would meet everyone's needs given current staff and resource limitations. 

New Custodial Supplies Allocation Formula 

DMO will implement the use of a new formula to calculate custodial supply fund
allocations for FY 2024. For the last 15 years, custodial supply funds have been allocated
primarily based on each facility’s square footage. Although the current formula worked
well for previous years, it no longer meets the changing needs of our schools, students, and
staff. The current formula does not account for key variables such as enrollment, student
characteristics, inflation, facility characteristics, or facility type. 

In an effort to align ourselves with industry guidelines and best practices and meet the
needs of all MCPS students and staff more equitably, we have created a new custodial
supplies allocation formula and a system for building service managers (BSM) and their
principals to track the accounts.
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Transition from Barcodes to QR Codes

In FY 2024, DMO will begin to identify equipment and assets using QR codes instead of
barcodes. QR code technology provides real-time insight into asset location, status,
and condition. The QR code transition will improve inventory tracking.

Small-scale Capital Projects

In FY 2024, the Division of Design and
Construction will continue to identify
and coordinate the completion of
smaller-scale projects such as roofing,
flooring, ceilings, lighting,
windows/doors, life safety systems, and
restrooms. 

Unlocking Leadership

The purpose of Unlocking Leadership
is to provide additional tools and
support to DMO managers in an effort
to unlock their leadership skills and to
increase their managerial efficiency.
Upon completion of this two-part
initiative, each of the managers should
feel tooled, capable, and ready to
implement positive lasting change at
their respective service centers. 

New Allocation Formula for Building Service Staff 

DMO plans to implement the use of a new building service staff allocation formula.
This formula is being developed to ensure that DMO can support all school facilities
equitably. It is important that we assign the appropriate number of staff to each school
in order to avoid any school facility being underserviced. 
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From the transition to AE, DMO has realized an improved workflow to manage and
complete work orders. The use of mobile tablet devices in this process also has increased
our efficiency and effectiveness as we complete work orders. 

A.7.  COMPUTERIZED MAINTENANCE MANAGEMENT SYSTEM (CMMS)

Utilizing the same software as most of the LEAs within the state of Maryland, MCPS
recently completed its first year using Brightly’s Asset Essentials (AE) as its computerized
maintenance management system (CMMS) for DMO. 

By using the Asset Essentials module, DMO has implemented a dedicated work order
management system that allows us to create, assign, track, and prioritize work orders. It
also enables us to generate reports, monitor progress, and maintain a centralized database
of all work orders. 
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AE implementation and use has significantly improved customer satisfaction through
improved effective and corrective maintenance activities. We have reduced the overall
lifecycle costs of our assets and resources.

DMO has implemented key performance indicators (KPIs) through AE Analytics to make
data-driven decisions for ongoing enhancements in work order management and the
prioritization of outstanding work. The types of volume and efficiency KPIs used to get a
snapshot of our operations and chart our progress toward achieving desired goals include
the following:

Volume KPIs
Total # of work orders/ broken out by month and year (at each school or service
center)
Total # of work orders by source type of asset (i.e., HVAC unit, boiler, chiller)
Hours spent on work orders

Efficiency KPIs
Work—order completion rate
# of days to complete work orders
% of work completed on time
PM to RM ratio: Comparing % of Preventive vs. Reactive (e.g., corrective)
maintenance work orders 



Completing over 80,000 work orders
Creating approximately 6,000 PMs/PDMs including—

 218 Filter Change Plans 
266 Annual Roof Inspections
173 Elevator inspections

Since the implementation of AE in August of 2022, MCPS
has made significant progress in several areas: 

BSMs/BSAMs 
SBAs/School administrators
Maintenance technicians 

In addition, the following school-based and maintenance
staff have completed Asset Essentials training:

Currently, a comprehensive asset inventory project is in progress to be completed in
November 2023 integrating AE with the asset inventory management system. 

A parts inventory warehouse project also is in progress to store commonly used parts at
a warehouse facility for distribution where needed. These parts will be managed in
Asset Essentials and will help DMO accurately track inventory and costs. 

DMO fully staffed a Call Center to manage incoming work order requests and assign
them to the appropriate shop in AE. The Call Center has streamlined the work order
distribution process and improved overall customer service to all stakeholders. Through
AE, shop supervisors manage and track contractor hours and costs.

The percentage of preventive-maintenance work orders that are generated
automatically within the CMMS pursuant to PM schedules entered into the CMMS is
98.78 percent.

Approximately 97 percent of our 239 facilities' major building systems and components
are tagged and entered into the asset inventory within AE.  We have several new and
renovated schools that will be inventoried this fall to bring this to 100 percent. In the
spring of 2023, we launched a full inventory project to replace the current asset
barcodes with QR codes on all major building systems and components.  The expected
completion date is fall 2023.

15



A.8.  FACILITIES-ASSESSMENT PROCESS

To maintain high-quality educational facilities, an educational facilities planning process is 
required to determine when maintenance is no longer viable and systemic replacement is 
necessary to keep current with educational programming. To make this determination, 
MCPS evaluates the IAC’s statewide school facilities assessments and utilizes outside 
contractors to assess facility conditions. 

DMO uses the annual IAC maintenance assessments as a snapshot of the overall 
maintenance and operational facility conditions and uses those results to perform 
additional corrective maintenance on our facilities. 

In addition to the IAC Assessments, MCPS’ Division of Design and Construction (DDC) 
contracts with an external consultant to assess facility conditions through site visits as well 
as plan and document review. These initial assessments were conducted in the summer 
and fall of 2018 and collected baseline facility condition and building characteristic key 
facility indicator (KFI) data for all MCPS facilities. 

Infrastructure elements were assessed according to industry standards, including 
anticipated life span, replacement cost, maintenance cost, space requirements, and 
functionality. Assessment of facility, infrastructure, and building data is ongoing. Specific 
elements are reassessed based on life span, age, and other individual considerations.

Reassessment sequences will be developed as
appropriate to each category of infrastructure
and the age and condition of the facility. As part
of an ongoing scheduling cycle, 40 facilities were
reassessed by an outside contractor in FY 2023. 

 The results in each category indicate the relative
condition of each facility component according to
the industry standard for that component. The
MCPS Design and Construction website presents
the cumulative condition of the school in that
category relative to other MCPS schools. Individual
reports for each school are available on the DDC
website and updated as new reassessments are
conducted. 
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https://ww2.montgomeryschoolsmd.org/departments/facilities/kfi/?fbclid=IwAR2ZQGQGUkCS6SNA0DHCiGdjoTwpvVqKEZKcui3hCQPSP_D45RkvXrMRo7c


KFIs are facility characteristics that influence the learning experience and serve as a
framework to provide a basis to prioritize options responsive to changing facility needs. The
key facility indicator data gathered through these assessments will help us better sustain
the operation of our school buildings. 

B. Facility Outcomes
DMO strives to keep all MCPS facilities operational
to support the delivery of educational services
throughout the entire year.  During the FY 2023
school year,  there were a total of five days where
one or more of our facilities were unable to provide
full-day educational services to our students. 

One day, all MCPS facilities were closed due to
widespread power outages caused by a plane crash
in Gaithersburg, MD.  There was another day when
Westland Middle School lost a full day of
educational services due to a damaged sprinkler
that caused significant water issues in the facility.
There were three other days when four schools
(Great Seneca ES, Northwest HS, Neelsville MS, and
Clopper Mill ES) had to close early due to external
water main breaks. 

Whenever there is an emergency, DMO reacts
quickly to ensure our facilities are restored to full
functionality so we can provide full educational
services to our all of students. 
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Reference the
following table for
B.1. through B.3.
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C. Resources and Inputs 
C.1. PART 1: ORGANIZATION 
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Staffing Data for Positions in Maintenance

C.1. PART 2: STAFFING
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Staffing Data for Positions in Maintenance Cont.



Staffing Data for Positions in Operations
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C.2. SUMMARY OF CURRENT STAFFING AGAINST INDUSTRY STANDARDS
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C.3. FUNDING, BUDGETS, AND SPENDING

Since DMO has operated in a budget deficit for several years, we request sufficient funds to
continue to provide the students and community with efficient operating systems and
superior customer service, given the status of our aging systems as explained above.  In FY
2023, our overall budget was approximately $105M and for FY 2024 we have been
approved for $119M.  The majority of our budget is salary-based and this only allows for
limited funding to be utilized for operating expenses.  In FY 2023, our operating budget
was approximately $17M and for FY24 we have been approved for $20M.

Because many of our schools were built before 1950, the systems have exceeded their
recommended lifespan.  The facilities' infrastructure, including sanitary and storm lines,
are over 50 years old and have continuous issues that affect the school sites.  The age of
the buildings,  antiquated systems, and infrastructure play a large role in what our
technicians can do to keep them in working condition.  

Another fiscal challenge we face is the lack of sustainable funding for state-mandated
initiatives.  For example, in FY 2023 the state mandated that schools install menstrual
hygiene product dispensers in all schools. The state provided initial funding for the
dispenser installations; however, additional funding will need to be provided to pay for the
yearly product inventory costs or any maintenance repairs related to the operation of the
dispensers. 

Finally, about 60 percent of our current vehicle fleet needs to be updated
to more reliable vehicles due to safety concerns.  We are unable to update
our equipment and vehicles at the rate it is recommended as we do not
have sufficient funding to do so.

Budget Narrative
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Fiscal Summary



D. Planned Actions
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D.1. CHANGES TO PLANNED APPROACH

DMO will implement a second shift expansion that will
complement the Facilities Improvement Team (FIT). The goal of
the second shift expansion is to enhance the FIT’s ability to
address preventative maintenance work orders from a holistic
perspective. This expansion will include technicians from the
electrical, plumbing, carpentry, and HVAC trades.

As mentioned previously in the CMP, DMO has created a
practical training program, titled PM University. Training sessions
have been offered monthly to the PM team in the following
areas: HVAC, electrical, and plumbing. This training is designed
to enhance employees' current skills and allow them to
effectively complete preventative maintenance task work orders
in AE. 

DMO leadership will ensure that all division employees are
properly trained and ready to succeed. In addition to all of the
in-person professional growth opportunities, DMO provides
supply/equipment training and safety-related videos on the  
Facilities Employee Resource Network (FERN) website. These
videos offer refresher and awareness-level training to staff on
job-related duties. 

Below are descriptions of planned approaches to our maintenance
activities, which differ from the previous fiscal year.



Workforce Development Improvements

The Staff Development & Training Team has revised its organizational structure to
enhance its capabilities and expand its reach within DMO.  In FY 2023, the training
team added an additional maintenance trainer. In FY 2024, they will add a senior
trainer and a data support specialist to assist the staff development specialists with
maintenance and operations training and employee data tracking. 
Focusing on the Director’s 3-T initiative for training, the primary goals are to develop
staff potential and stimulate opportunities for career advancement.

Some of the new initiatives involve the creation of a peer coaching program for
building services and maintenance trades, additional safety protocols, professional
development, leadership training for maintenance trades, and the expansion of the
PM Lead Professional Development Program and PM University training. 

Other initiatives targeted for improvement include updates to the hands-on skills
testing for each maintenance trade (introduction of PM H.O.S.T), an evaluation of
Building Systems Operations (BSOs) coursework for building services, and
miscellaneous course offerings to build capacity among central office staff.

D.2. LIST OF PLANNED IMPROVEMENTS STRUCTURES/SYSTEMS
AND PROCESSES

Roof Inspection Process Improvement 

In FY 2023, DMO ceased hiring outside contractors to perform roof inspections.
Instead we have in-house staff conduct them. Asset Essentials is programmed to
generate annual preventative maintenance work orders for roof inspections at all
MCPS facilities. These inspections will be conducted throughout the year and will
help identify minor issues promptly and extend the useful lifespan of the roof. 
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A Standard DMO Communication Management Plan

A communication management plan is being developed to include DMO objectives,
involved parties, tactics, tasks, and schedules for relaying project-related updates.



Standard Operating Procedures, 
A Process Improvement Initiative

In FY 2023, DMO launched a Standard
Operating Procedures (SOPs) initiative. By
developing and documenting DMO's SOPs, our
goal is to ensure consistency in best practices
between the four service centers. 

The SOP initiative began with standardizing PM
tasks, performed by our PM Teams, to ensure
plant systems’ integrity. Since its inception,
DMO has expanded the SOP initiative to
include other jobs within DMO. 

Most recently, SOPs were developed for DMO's office assistants to ensure that all
administrative tasks performed in the service centers are consistent and reflective of
industry best practices. Presently, we are in the process of standardizing best
practices for service center managers and administrative staff. Identifying areas that
need process improvement and documentation has led to increased training and
professional growth, which will strengthen our teams and increases our productivity. 

SOPs are also currently being developed for the General Maintenance teams. This is
significant work because SOPs will help to ensure the equipment needed to perform
the tasks run safely and consistently and administrative processes are managed
uniformly. As the SOPs Initiative continues, DMO employees will have a greater
understanding of their roles and feel more connected to the work they do to provide  
safe and healthy learning environments for children.
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Implementation of Claim Filing Protocols 

In 2023, DMOs Quality Assurance team developed a protocol for filing insurance
claims.  These step-by-step instructions serve as guidelines for filing claims that
involved property loss, workers’ compensation, and vehicle accidents.  Through the
use of this protocol, claims should be processed more consistently and completely.
See, chart on the following page. 



D.3. PLANNED CAPITAL PROJECTS

DMO works collaboratively with other divisions within the Office of Facilities
Management to identify major maintenance and repair projects. Once projects have
been identified, we prioritize the timeline for completion. Setting priorities is crucial
given the ongoing fiscal challenges. The CIP includes funding for capital projects in all
priority areas and represents a balanced approach to addressing the many needs of
MCPS. A brief description of the type of projects included in each priority area follows:

Capital Improvement Priorities
1. Compliance Projects
2. Capital Maintenance Projects
3. Capacity Projects
4. Major Capital Projects
5. System Infrastructure Projects
6. Technology Modernization Project
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Priority #1—Compliance Projects
This includes funding to address mandates, including the Americans with Disabilities 
Act (ADA), asbestos abatement, fire safety upgrades, stormwater discharge, water quality 
management, and Washington Suburban Sanitary Commission (WSSC) requirements. 
These projects must be completed in a timely fashion to comply with laws and 
regulations.

Priority #2—Capital Maintenance
This includes funding countywide projects that maintain school facilities in
good condition so that they are safe, secure, and comfortable learning
environments. In addition, capital projects in this area preserve school assets
and can prevent more costly repairs or replacements in the future.

Priority #3—Capacity Projects
This includes funding for new schools and
additions so facilities can operate within
capacity. 

Priority #4—Major Capital Projects
Funding in this area is important to sustain
and upgrade building systems and address
programmatic and capacity needs in
schools.

Priority #5—System Infrastructure
Funding in this area provides for facilities
important to the operation of schools,
including transportation depots,
maintenance depots, warehouses, and
the upgrading of food
services equipment.

Priority #6—Technology Modernization
Funding in this area enables periodic
upgrades to computers and technology that
support student learning with up-to-date
technologies.
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SEE, Appendixes A-
C for lists of

planned
maintenance

improvements and
planned capital

projects.



As mentioned, PM University is a new training
program developed to enhance employee skills and
give them the knowledge to complete their
preventive maintenance tasks at a high level.

With the launch of AE in the summer of 2022, the
staff development training team created and
delivered AE training to operations, maintenance,
and school administration staff throughout MCPS.
This training helped to ensure that all staff members
were comfortable properly using the new system.

DMO created a new career pathway for building service managers called the
Building Services Professional Growth Roadmap. The roadmap is designed to
help building service staff members experience a successful career at MCPS and
aid in their navigation as they strive toward building service management. Those
interested in professional development are required to complete coursework
consecutively. The prerequisite classes that must be taken before being eligible
to take the Building Service Management Test include Basic Skills, Building
Systems Operation, and Supervisory Skills for DMO Employees.

Accomplishments: 

D.4. PROFESSIONAL DEVELOPMENT
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In 2021, DMO started the process of reviewing the current HVAC shop structure.
After the review process was completed, MCPS approved the restructuring of the
HVAC shop into two separate shops, HVAC and plumbing. An important part of
this restructuring was to require employees to have the appropriate certification
in the content area. In 2022, DMO provided the classes needed for the newly
required certifications to help current employees meet the new standards.
Having well-qualified staff is critical for optimal care of MCPS facilities and to
provide excellent customer service to our stakeholders. DMO has created two
new career paths for employees in the Heating, Ventilation, Air Conditioning, and
Refrigeration (HVAC-R) Shop and Plumbing Shop. In both shops career
advancement begins at the Apprentice I-II levels and proceeds to the HVAC-R
and Plumbing Technician I and II levels once journey licenses are acquired.
Assistant supervisors and supervisors in the HVAC and plumbing shops typically
have a master's license and experience in a supervisory role. 

SEE, Appendix D
for a copy of the

Professional
Building Service

Cert. Program
document



Providing the custodial and maintenance service levels expected by
stakeholders is a challenge when operating under a fixed budget. This is
especially the case when new schools are built (i.e., Harriet R. Tubman
Elementary School - FY 2023) and there is an immediate need to staff the
building accordingly. 

According to the National Center for Education and U.S.
Department of Education, custodians are staffed based on the
industrywide standard of 20,000 to 22,000 square feet per
custodian, with adjustments made to account for specific building
use considerations.

To meet the increased workload, MCPS must overcome this obstacle to attract
and hire enough staff to satisfy national square footage standards. 

Faced with an aging workforce and an increase in retirements,
DMO struggles to compete with other employers to attract
qualified candidates to fill vacant positions. 

Challenges: 
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DMO encourages and provides career pathways for professional development for
maintenance and operations staff. As part of the director’s 3 T initiative, DMO will
focus on staff professional development through various training programs and
we will encourage employees to obtain certifications in their specialty areas. In
FY2024, the staff development team will provide leadership training for
managers and supervisors. 

Key components: 



The most relevant and impactful obstacle is inadequate funding.
Budgetary constraints and other interconnected factors continue to
impact our ability to meet the needs of all MCPS facilities in their current
state. As previously mentioned, DMO has operated within a budget deficit
for over a decade. Despite being in a prolonged deficit, in accordance
with state inspection guidelines, the majority of MCPS buildings are in
adequate condition. 

E. Summary of
Obstacles and Missing
Resources
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To achieve adequate facility inspection ratings from the state, DMO utilizes
solution-oriented strategic planning and innovation to temporarily address facility
needs. However, the deferment and delay of facility renovations and system
upgrades continues to pose challenges as we sustain the lifecycles of these facility
systems. 

Temporary solutions avoid system failures, but temporary solutions are not designed to
be permanent solutions. We have exceeded the life expectancy of facility equipment for
many years. Some repairs can no longer be made due to  obsolete equipment. This
approach to facility management has allowed DMO to sustain older facility systems;
however, this approach is ultimately unsustainable. We will continue to ensure that
students are learning in a clean, safe and comfortable environment. Increased financial
support would positively impact our ability to keep doing so. Furthermore, these three
obstacles are also core causes of our greatest challenges: inflation, supply chain issues,
labor shortages, and insufficient funding.

Inflation has increased the costs of building maintenance materials,
contracted services, tools, supplies, and equipment.
Supply chain issues have been causing longer delivery times for
necessary items such as HVAC air filters. 
Labor shortage has impacted DMO’s ability to fill vacant positions
designed for workers who clean and maintain facilities.
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Operating with high vacancies has financial repercussions. Overtime costs eat into
our budget, yet we have no other viable alternatives given an increase in total MCPS
facility square footage.  As total facilities’ square footage increases, the associated
maintenance costs increase. As square footage increases, we also need more
technicians. Since 2018, a total of 551,614 square feet have been added to several
MCPS facilities. 

We have worked diligently to extend the life of these aging systems; however, they
will become inoperative soon. When they expire, for example as more chiller
overhauls are needed, new systems must replace the old. Costs associated with new
systems must be considered. Newer facility systems are more complex because they
must adhere to IECC and IGCC regulated code requirements. The newer equipment is
more expensive to maintain and they have a higher repair cost due to their
complexity. For example, chiller overhauls on older equipment cost approximately
$60k; however, common repair for a modern chiller is approximately $54k. With every
new system, the total cost of ownership increases. Yearly budget allotments must
also consider the total cost of ownership. We could benefit from funds to cover those
costs. Ultimately, if budgets are not increased to make necessary repairs and
upgrades and hire skilled technicians, our deficit will increase. 

Overall, we are thankful for the financial resources from both the state and county
governments and our commitment to MCPS staff and students will continue. We will
always utilize solution-oriented strategic planning and innovation to address facility
needs, regardless of any obstacles and missing resources. 

Labor shortages are of particular concern. The complexity of our systems require
skilled journeymen-level technicians. While we champion and encourage our current
apprentices, we require skilled technicians with years of trade experience to properly
maintain and repair systems. 



Appendix A 
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FY24 - FY25 Planned Life-cycle Asset Replacement (PLAR) Projects 
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