ENFIELD BOARD OF EDUCATION

SPECIAL MEETING MINUTES

JUNE 30, 2008

A special meeting of the Enfield Board of Education was held at John F. Kennedy Middle School in the Library, located at 155 Raffia Road, Enfield, CT on June 30, 2008.

1.
CALL TO ORDER
The meeting was called to order at 7:02 PM by Chairman Greco in the JFK Library.

2.
PLEDGE OF ALLEGIANCE
Chairman Greco
3.
FIRE EVACUATION ANNOUNCEMENT
Chairman Greco announced the fire 







evacuation announcement.

4.
ROLL CALL

    MEMBERS PRESENT
Tom Arnone, Greg Stokes Susan Lavelli-Hozempa, Joyce Hall, Judy Apruzzese-Desroches and Andre Greco
    MEMBERS ABSENT
Patrick Droney, Charles Johnson and Vincent Grady  

    INVITED GUESTS
Joseph Bosco, Patrick Crowley (arrived at 7:40 PM), Clement Dumont, William Edgar, Jason Jones, David Kiner, William Lee, Cynthia Mangini, Ken Nelson (arrived at 7:04 PM), and Mayor Scott Kaupin

INVITED GUESTS ABSENT
William Ragno
ALSO PRESENT
Dr. John Gallacher, Superintendent of Schools; Christopher Drezek, Business Manager and Matthew Coppler, Town Manager
5.
NEW JOINT POLICY WITH TOWN OF ENFIELD – USE OF SCHOOL & TOWN FACILITIES – FIRST READING
Mr. Stokes moved, seconded by Mr. Arnone that the Enfield Board of Education accept policy #1330 Use of School & Town Facilities as a first reading as proposed.  A vote by roll call, 6-0-0, motion passes.
6.
AUDIT COMMITTEE SUBCOMMITTEE PRESENTATIONS – PART I (Part II to be on July 1, 2008)
Chairman Greco stated that Part I of the Audit Committee Subcommittee presentations will be heard tonight and part II will be heard on Tuesday, July 1st.  Chairman Greco introduced Jim Brislan, Audit Committee Chairman to Board and Council members.
Mr. Brislan thanked the Board for the opportunity to serve on the Audit committee and commented that a lot of work was completed by each member.  Mr. Brislan further commented that Audit committee members hope that Board members taken into consideration their recommendations.

Mr. Brislan recognized committee members that resigned during the committee’s charge – James Pines, Roxanne Cray, Nikki Price and Kathryn McGann.  Each member provided valuable input and their work was appreciated greatly.

Mr. Brislan stated that Part I will include presentations from the Budget subcommittee and the Staffing subcommittee regarding Custodial Services.  Part II will include presentations from the Teacher Internship subcommittee and Energy/Utilities and Assets subcommittee.

Mr. Brislan stated another district overspent their budget by $1.2 million.  They also had an external audit performed and mismanagement was proved.  Audit committee members do not want to see what happened in Greenfield to happen in Enfield.  
Mr. Scheele introduced members of the Staffing subcommittee – Rosanne Captain-Desautels, Mike Galiszuski and Glenn Hart.

Mr. Scheele reviewed inquires into school management and the processes used acquiring comparable district data.  Mr. Scheele reviewed current custodial management, operations, wages, benefits and time off.  Mr. Scheele reviewed custodial salaries, benefits, supplies and other associated costs totaling $4,444,947.  Mr. Scheele reviewed custodial operations and rental of facilities.  Mr. Sheele reviewed the positives and negatives for custodial operations.  

Mr. Scheele compared Enfield salaries to other districts and stated that Enfield is similar to other districts.   Enfield benefits are also comparable to other districts.
Mr. Hart stated that other districts are comparable to Enfield with salaries and benefits.  Some districts use contracts for night cleaning and we do not have detailed information for this.  Mr. Hart compared plant operation and maintenance costs for Enfield compared to other districts.  Enfield is about in the middle.  The committee also compared plant operation and maintenance costs per student with other districts and Enfield is a little high.  The committee compared custodial salaries with other districts and Enfield is a bit lower than the average.  The committee compared custodians per square foot for day and night.  Enfield is in the middle for custodians per square foot.  The committee compared salary and supply costs per square foot with other districts.  Enfield is a bit higher than the average for salaries and supply costs.  Mr. Hart compared Enfield to Southington and Enfield to Suffield. 

Mr. Hart reviewed potential options:  

Remain as status quo - maintain current operations; examine number of nighttime custodians; monitor custodial supply cost; better tracking of work orders for maintenance personnel; possibly reduce maintenance personnel.  Mr. Hart stated this would be the easiest to implement and the district could see some cost savings.
Status quo + - set budge friendly objectives during contract negations; increase employee contributions for benefits; low percentage wage increase, no payout for sick days upon retirement or separation; savings based on negotiations.  Status quo + would leave potentially an unhappy workforce.

Outsource maintenance operations – utilization can not be easily determined; presently Enfield is outsourcing a key maker; advantages of outsourcing would eliminate $463K in current salaries, benefits and pensions; would be perceived well by town businesses; disadvantages would include staff maintenance would not be available immediately.

Outsource all custodial/maintenance operations except for daytime – retain daytime custodians for familiarity with students and buildings routines;  advantages would include saving $2,956,450 in salaries, benefits and pensions; cost savings of 25 – 40%; perceived well by area business and disadvantages would be that the maintenance staff would not be available immediately.
Outsourcing operations possible advantages – higher expertise; better equipment and lower supply costs.

Outsourcing operations possible disadvantages – startup issues; community reaction; communication; custodial union; lower quality; higher turnover and liability.

Mr. Hart stated that Enfield custodial operations are comparable to like size/type districts.  Changes can be made for potential cost savings.  Savings and changes would not impact education.  

Mr. Sheele stated that further investigation is needed to examine the custodial supply budget and the extreme variations; examine the rental fees money trail; examine overtime controls for school requests for custodial and facilities overtime and the reasons for overtime.
Mr. Arnone thanked Audit committee members for volunteering their time.  Mr. Arnone stated we are comparable with other districts.  Outsourcing numbers are needed.  Mr. Arnone asked about the cost savings 25-40% for outsourcing.  Mr. Sheele stated that he received additional information from Southington that was not included in the presentation.  By outsourcing, they are saving 30-50%.  Suffield did not have a percentage but they believe they are saving money each year.  Mr. Scheele stated that you will save more with non-union personnel. 
Mr. Arnone asked if the salary schedule they used was current or older information.  Mr. Scheele stated it was the information that was used from each school’s website.  Mr. Scheele was not sure of the year.

Mr. Arnone asked about the salary per square foot.  Mr. Scheele stated the national average was used and gave a copy to Mr. Arnone.

Mr. Stokes thanked committee members for their time and the report.  Mr. Stokes asked about the cost savings for outsourcing and asked when our custodial contract is up for renewal.  Dr. Gallacher stated that the custodial contract will be up for renewal this year.  Mr. Stokes asked if the committee’s recommendation is for us to receive bids for services compared to current services.  Mr. Hart stated the savings would be based on union or non-union services.  If you use a non-union contract custodial service you will be closer to the 40% cost savings and union contract custodial services will bring your savings down near the 25% cost savings.  Mr. Scheele stated that is what the Board will need to look at how the changes will impact the savings.
Mrs. Lavelli-Hozempa thanked everyone for their tremendous time and effort they provided coming up with this report.
Mrs. Apruzzese-Desroches asked about the quality of service provided by outsourcing.  Mr. Scheele stated there were no areas of concern when they spoke to the other districts.

Chairman Greco asked about the salary figures they used.  Mr. Hart stated the figures came from the Board’s actual budget.  

Chairman Greco asked about work orders and not accountability currently in place.  Mr. Scheele stated during their investigation, they did not find any kind of accountability to monitor when a job has been completed.  There is no software available for inventory, everything is done manually.  Chairman Greco stated there is no way to monitor the cost per job per building to help Board members budget costs in the future.

Chairman Greco asked about the variance in supply costs from year to year.  Mrs. Lavelli-Hozempa stated one year supply costs were used for led cleanup costs.

Chairman Greco commented that he wondered why outsourcing was not used to clean the computer rooms.

Mrs. Apruzzese-Desroches asked why outsourcing is not recommended for elementary use.  Do you have any figures available?  Mr. Scheele stated that keeping custodians at the elementary schools during the day is needed.  He will look into outsourcing figures.  Mr. Arnone stated that custodians are needed as part of the day-to-day operation at the schools and the night custodians do the majority of cleaning.

Chairman Greco asked if any Council members had any questions for Audit committee members or you can e-mail me any questions and he will forward them to the appropriate committee for responses.  Mayor Kaupin agreed to forward any questions to Chairman Greco.

Chairman Greco thanked the Staffing Subcommittee for their presentation.

Mr. Brislan introduced Budget Subcommittee members – Mike Ludwick, Sean McGuire, Sheila Peruta and himself to Board and Council members.

Mr. Brislan reviewed governmental transparency to build citizen support.  Mr. Brislan reviewed the audit processes used by reviewing policies, procedures and tools used for fiscal management.  Mr. Brislan reviewed current budget management processes.  Mr. Brislan reviewed budget proposal and acceptance.  Mr. Brislan discussed recommendation #1 – functions are limited to central office; no direct ownership by principals in budget preparation process; solicit input from principals and department peers.
Mr. Brislan reviewed producing budgets – numbers are based on current year figures + automatic % increase for inflation; no year to date actuals from current or prior years produced or reviewed.  There is no way to identify trends or reasons for variance from budgeted figures or to determine if the increases are appropriate.  Mr. Brislan reviewed recommendation #2 – there is no due diligence, no measurement capability and no forecasting or trending capability; incorporate YTD and prior year actuals with explanations for variance.

Mr. Brislan reviewed chart of accounts categories – transferring of budgeted amounts; same line item and between line items; system-wide categories make tracking difficult.  Mr. Brislan reviewed recommendation #3 – system-wide categories mask true budget activity; create impression of impropriety.  This can be detrimental to school districts and is misleading to BOE and superintendent; account categories by school when appropriate; establish specific category for extraordinary/unanticipated items, no tainted figures in established accounts.
Mr. Brislan reviewed policies – business and non-instructional policies are important for running a school.  Current policies are limited and need to be detailed for budget management.

Mr. Brislan reviewed recommendation #4 – transfer of funds policy is to general, there are no specifics and no execution dates specified; review/adopt more detailed policies on Budget management.

Mr. Brislan reviewed budget policies – purchasing policy and transfer of funds policy.  The policy is outdated and needs to be reviewed.  Mr. Brislan reviewed recommendation #5 – polices are outdated and need to be updated, especially the 3000 series.

Mr. Brislan reviewed budget training – there is a significant learning curve; training is informal; lacks consistency; daily tasks of the business manager.  Mr. Brislan reviewed recommendation #6 – training process is inefficient and inconsistent; training documentation is needed; budget training for new Board members with an annual refresher course and support the business manager with training. 

Mr. Ludwick reviewed community input – current process with budget conversation is adequate; take message to the public; hold budget meets at schools or fire house throughout the district with no agenda.  Mr. Ludwick reviewed recommendation #7 – community/parents are less likely to feel ownership and involvement with budget process, trust needs to be built; conduct meetings outside of Town Hall; market budget process and product; educate people how the budget works.  Mr. Brislan remarked this is CRM (customer relations management).
Mr. Brislan reviewed pool of funds – funds are available on July 1; school money is kept in Town of Enfield accounts; grants, special accounts, student activities accounts.  Mr. Brislan reviewed recommendation #8 – using student activity account for discretionary holdings, not sent directly from payroll (misleading name for account); determine if usage as repository is necessary/appropriate; more transparency needed.

Mr. Brislan reviewed purchase order procedure – process is accepted and followed throughout the district; business manager has the final sign-off; procedures are not published or documented; student activities accounting handbook has guidelines only, no purchase order procedure.  Mr. Brislan reviewed recommendation #9 – standard documentation for purchase order use is needed; Superintendent should issue standard or policy; Superintendent should direct the Business Manager to document current purchase order process; Superintendent should communicate purchase order procedure throughout the district; Board should charge the Finance committee with regular test of process.
Mr. Brislan reviewed ADMINS System for tracking – bookkeeping system for Business Office; paper reports, time consuming and not easily modified; electronic format needed to facilitate budget review and analysis, web-base applications being investigated but no plans yet.  Mr. Brislan reviewed recommendation #10 – ADMINS system is outdated, need an easy accessible electronic format; actively pursue replacement and request interim fixes by IT department.

Mr. Brislan reviewed monitoring budget reports – reviewed by Superintendent and BOE Finance committee; variety of reports produced; no formal charge or requirement.  Mr. Brislan reviewed recommendation #11 – no consistently practiced control of the finance committee; BOE formally charge Finance Committee with appropriate reviews of selected budget entries.

Mr. Brislan reviewed budget variance reporting – monthly reports not produced for principals or department peers; common business tracking and reviewing not obtained; enable summaries of variances for Superintendent and BOE review, allows managers to work within assigned budget amounts and provides detail for future budget preparation.  Mr. Brislan reviewed recommendation #12 – no ownership of budgets for principals and department peers; business manager needs to provide monthly variance reports to schools and departments; request assistance from IT department; superintendent should require variance explanation from principals and department peers; BOE requires monthly explanation.
Mr. Brislan reviewed budget freeze and year end spend down process – Superintendent imposes budget freeze through most of the school year; allows for tight spending control; expenditures require superintendent approval; true up performed in spring; use it or lose it.  This approach works but does not promote good fiscal management.  Mr. Brislan reviewed recommendation #13 – freeze and spend seem the norm, removes principals and department peers from budget responsibilities; end of year spending not efficiently planned; BOE, Superintendent & TC should develop raining day fund for emergencies and strategic planning; reward successful budget management.

Mr. Brislan reviewed final conclusions – poor documentation of budget processes; accountability is needed; budget reporting and monitoring lacks transparency; line management should have control over own school/department budgets; entire system is exposed to the risk of financial calamity.
Mr. Brislan reviewed observations for future consideration – examination of school district budget and processes; examine contents and records of cafeteria fund; examine budget review process by BOE; examine contents and records of athletic account, vocational account and student activities account; and perform check of selected records between ADMINS, vendor checks and bank statements.

Chairman Greco thanked the Budget subcommittee for their presentation.

7.
QUESTIONS/COMMENTS FROM ELECTED OFFICIALS, IF ANY
Mr. Arnone commented that we need to go electronic, it is the 21st century.  Mr. Arnone further commented that we are aware of these problems and are looking into it.  Mr. Arnone stated year actuals are hard to complete in order to use them during the budget process.  Mr. Brislan stated that some companies are doing this with more up to date systems.
Mr. Arnone asked when we started with a centralized budget.  Dr. Gallacher stated that since he has been here, the budget has always been centralized.  Mr. Arnone stated that he has extreme confidence with Chris Drezek and the business office and knows we will not be the next Greenfield.  Mr. Brislan stated that documented procedures need to be in place.

Mr. Stokes thanked committee members for their presentation.  The items you discussed are exactly what we have been saying as Board members.  Your advise is parallel our comments.

Mrs. Lavelli-Hozempa thanked committee members.  Your work was tremendous and to have your recommendations documented will help us greatly.  Thank you

Mrs. Apruzzese-Desroches stated that she agrees with everyone.  The process should not be person dependent.  We need to have processes in place.  The budget review committee’s recommendations have been validated with your reports.  Mrs. Apruzzese-Desroches thanked committee members.
Ms. Hall stated that Board members receive a certain amount of money for the budget.  Budget line items have already been set.  If we were to set up an account for any unanticipated emergencies that may arise, we would need to set that account up with a $0 balance.  The last several years, we have had a few disasters.  Recommendation #13 “Rainy Day” account would address this concern.  Mr. Ludwick commented that Board members need to lobby legislators to be allowed to have contingency funds.  Other outside school districts are doing this.

Mrs. Apruzzese-Desroches stated creating a line item account for unforeseen occurrences is doable.  We have a policy for line item transfers.  We could just transfer money from other accounts with an explanation.

Chairman Greco thanked committee members.  Chairman Greco stated that the ITPC authorized an update for the ADMINS software.  Giving the principals more controls is a great idea.  Using year to date actuals is something that Mrs. Apruzzese-Desroches and Mrs. Lavelli-Hozempa have been trying to accomplish.  Policy recommendations need to be addressed.  Chairman Greco stated that the budget is confusing to Board members and the public.  Having a detailed step-by-step process will help everyone with transparency.  Community input is a great idea.   It could be held similar to the student conversations, where we sit down and listen to concerns.   Board members can also provide education to the public concerning the budget.
Chairman Greco asked Mr. Brislan about receiving recommendations from principals.  Mr. Brislan stated if the principals have a budget in front of them and by having them report to their boss on a monthly basis, it will make them more accountable.  Chairman Greco commented that if we could generate reports with ADMINS this could be accomplished.
Mr. Brislan thanked the administration for their help.  Mr. Brislan further stated that the administrative regulations need to be updated to address financial procedures.  Both the policies and administrative regulations need to be updated.

Mr. Stokes likes the idea of community input.

Ms. Hall likes the idea but has concerns with some of the potential ideas, wants and needs that will be addressed at the conversations.  We need to provide equality at all of our schools while maintaining our current budget.  Mr. Ludwick commented that open communication can be productive.  The more information that is received, the more informed the public will be.

Ms. Hall asked if we really have a problem with centralization.  Giving a principal more input is a good idea.  Is centralization bad or should it be modified to adjust for more input from leaders from within the buildings.  Mr. Brislan stated it is not bad, but ownership is a good idea.  There are benefits in both ways.
Mr. Stokes stated that he likes the idea of empowering the schools.  Mr. Stokes likes the idea of having dialog with community members and smaller group settings is a great idea.  Mr. Ludwick stated the most dangerous person is the misinformed angry person.  Open conversations will help with this.

8.
ADJOURNMENT
Mrs. Apruzzese-Desroches moved, seconded by Mr. Stokes to adjourn the Special Meeting of June 30, 2008.  All ayes, motion passed unanimously.

Meeting stood adjourned at 9:05 PM.

Joyce P. Hall





Respectfully Submitted,

Secretary

Enfield Board of Education 
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