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"Budget" Isn't a Bad Word

It’s not about how much we spend, but how long the 
equipment lives.

The budget is a moral document; it reflects our commitment 
to student safety and comfort.

The Goal: Moving from "Crisis Management" to "Asset 
Management."





















Preventive Maintenance on a Budget

The Real Secret Sauce

● Pay now with minutes or later with Dollars

● Preventing Emergencies, Down Equipment

● Micro-Preventive Maintenance SOP

● Reactive Preventive Maintenance

● Get in the Boiler Rooms! 

● Weekly Rotating Maintenance, Doors/Hardware, Restrooms, Mechanical rooms.

● How does your day custodian play into this?

● Most facilities budgets bleed from:

○ last-minute supply runs

○ buying from whoever has it today

○ paying shipping to fix planning.

● Use run-time scheduling + setpoint discipline (HVAC)



Preventive and Routine Maintenance

Shifting from reactive "fix-it-when-broken" repairs to proactive maintenance can cut emergency repair costs by 3-9 times.

● Schedule regular inspections and tune-ups for HVAC, boilers, plumbing, and roofs to extend equipment life and 

avoid breakdowns.

● Use work order/maintenance management software to track tasks, prioritize work, and reduce downtime.

● Train staff on best practices to prevent small issues from becoming expensive ones.



Preventive Maintenance on a Budget

The Real Secret Sauce

The 5 Biggies That Bankrupt Budgets When Ignored

● Water Leaks

● HVAC

● Doors Hardware

● Restrooms

● Roof/Drains/Exterior



Water Leaks 

● Mechanical Rooms

● Undersinks

● Water Fixtures in Classrooms & 

Mechanical Spaces

● Humidity

● Restrooms, Urinals Toilets

● Ice Makers

● Roof



HVAC 

● Filters, belts, batteries, bearings: replace when they show measurable/visible wear, 

not just by calendar.

● Supply and Return Vents

○ Keep Clean and clear. Air flow most important

● Condensate Drain Flush

● Seasonal, preheat, pre-cooling, short cycling. Listening!

● Avoid “all-on” Starts (stagger HVAC starts)



Doors/Hardware 

● Security

● Latch Function

● Alignment

● Door Closers

● Weather Seals

● Have High Demand 

Stocked Parts



Restrooms 

● Has the highest Traffic & 

easiest Failure Area

● Running toilets and urinals

● Slow Drains & Floor Drains

● Leaks

● Flush Valve Operation

● Partition Repair/Vandilizim 



Roof/Drains/Exterior 

● Follow Roof Maintenance for 

Warranty 

● Keep Roof Drains Clear

● Look for water ponding, 

Downspout Issues

● Caulking/Separation

● Water Ponding

● Record Keeping





Energy and Utilities Efficiency

Energy often represents one of the largest operational expenses. Districts can achieve 5-20% savings through better 

management without major capital outlays.

● Implement strict shutdown procedures for lights, computers, HVAC, and plug loads during off-hours and weekends.

● Use energy management software or tools to track usage, identify waste, and set thermostats for setbacks.

● Switch to LED lighting, Energy Star appliances, and efficient fixtures where feasible.

● Conduct regular building walkthroughs to spot issues like poor insulation or uncontrolled devices.

● Partner with utility providers for audits, incentives, or demand-response programs.

● SEM (Strategic Energy Management) - free resources to reduce energy costs AND receive incentive rebate checks.

● Tracking utility tracking - ALL



Transportation Optimization

Transportation is frequently a top budget item, 

especially in larger or rural districts.

● Optimize bus routes using software or 

shared services with neighboring districts to 

reduce fleet size, fuel use, and mileage.

● Explore shared or consolidated services 

across districts for buses, drivers, and 

maintenance.

● Consider alternatives like four-day weeks in 

some cases (which can cut busing by up to 

20%, though this has broader implications).

● Maintain vehicles preventively to improve 

fuel efficiency and lower repair needs.







Facility Utilization and Revenue Generation

Make better use of existing assets.

● Rent out school facilities (gyms, 

auditoriums, fields) to community groups, 

sports leagues, or events during off-hours to 

generate revenue that offsets operational 

costs.

● Go paperless or greatly reduce paper usage 

through digital forms, communications, and 

processes to cut supply and printing 

expenses.



Automation and Process Improvements

Technology can streamline operations and cut labor/administrative time.

● Automate work orders, invoicing, inventory tracking, and routine tasks to reduce manual effort and errors.

● Use software for energy monitoring, preventive maintenance scheduling, or procurement to improve efficiency.



Seek and Find!

● Solicit cost-saving ideas from staff and the community—many districts find hidden 

opportunities this way.

● Conduct regular audits (internal or external) to identify inefficiencies in operations.







Questions and Answers

We thank you for your time!



Thank You !
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