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Introduction 

This Project Management Plan has been prepared to describe a proposed process to be 

implemented in order to develop comprehensive Facility Master Plans for all schools that make 

up the Santa Rosa City Schools (SRCS).  In order to respond to goals already established by SRCS 

and achieve success, this plan aims to describe a process that includes the following; 

• Transparency: The process and decision making should be intentionally shared with the 

Community.   

• Inclusive and Thorough:  The process should encourage anyone interested in the process 

to participate at the appropriate level. 

• Identifies the tasks needed to complete the Master Planning project. 

• Identifies responsibilities of SRCS, Quattrocchi Kwok Architects (QKA), the Executive 

Committee, the Subcommittees, and the individual School Sites. 

• Incorporates a timeline for individual tasks and project completion. 

This plan has been developed to ensure that the Master Planning process is responsive to the 

goals established by the SRCS, as identified in the Santa Rosa City Schools Strategic Planning 

Document, the School Climate Transformation Grant Plan, and the two Local Control 

Accountability Plans.  This plan has also been developed to respond to the needs of the 

communities in which the SRCS serves.  The underlying goals of this plan include; 

• Providing all students with a core set of knowledge and skills across all subject areas in 

order to ensure each student is College and Career Ready. 

• Providing all students with a Balanced Education that promotes healthy growth 

intellectually, socially, and mentally. 

• Serving all Students with a fair, just and equitable distribution of resources: personnel, 

financial, and instructional. 
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• Providing Learning Environments and Resources that are supported by clean, safe, and 

inviting facilities with relevant learning materials, technologies, and support staff. 

Organization 

This Project Management Plan aims to be inclusive, transparent, and thorough.  Committees 

will be created to ensure that a consistent level of attention is applied to each grade level, each 

school, and each community.  A diagram of the organizational plan is as follows; 
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The following Committees will be established to carry out the plan: 

Executive Committee: The Executive Committee, working directly under the School Board, will 

lead the Master Planning efforts.  The Committee will include the SRCS Superintendent, 

Assistant Superintendent of Business Services, Assistant Superintendent of Human Resources, 

Assistant Superintendent of Curriculum and Instruction, Chief Technology Officer, Director of 

Maintenance and Operations, Executive Director of Facilities (pending Board approval), and 

QKA.  The Executive Committee will be responsible for; 

• Ensuring that the process and final Master Plans are supportive of the goals established in 

the Strategic Plan. 

• Establishing a decision making process. 

• Developing Education Specifications. 

• Establishing three Facilities Master Planning Subcommittees (High School, Middle School, 

Elementary School). 

• Identifying what items go before the Board of Education for approval. 

Subcommittees (High School, Middle School, Elementary School): Three Subcommittees, 

working under the direction of the Executive Committee, will be assembled by SRCS.  Each 

Subcommittee will work side by side with the Architect team.  The High School Subcommittee 

will include a member from each high school, the Middle School Subcommittee will include a 

member from each middle school, and the Elementary School Subcommittee will include a 

member from each elementary school.  In addition, the Subcommittees may include classified 

and certificated staff, cabinet members, counselors, school front office and clerical staff, and 

English Learner Advisory Committee (ELAC) and District English Learner Advisory Committee 

(DELAC) members.  The Subcommittees will be responsible for the following items; 
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• Presenting a consistent message to all schools at each grade level. 

• Ensuring equity amongst schools at each grade level. 

School Site Committees:  Each school will have its own site committee, established by each 
school’s Principal.  The Site Committees will be responsible for; 

• Listening to the goals of the Master Plan as presented by the Subcommittees. 

• Providing feedback and identifying site shortcomings that impact the school’s ability to 

support their educational programs. 

• Encouraging participation from students, teachers, parents, and community members.  

Community Engagement 

School Site Meetings: Two meetings will be held at each school.  The meetings will be led by 

QKA and be supported by the appropriate Subcommittee.  The meetings should include school 

Site Committees as well as students, staff, parents, community members, and other interested 

individuals.   

• The focus of the first meeting is information gathering.  The information gathered will be 

used in development of the Master Plan drawings and documents. 

• The focus of the second meeting will be presentation of the Master Plan documents and 

solicitation of feedback.  The feedback will be used to refine the Master Plan documents 

as well as prioritize the improvements at each site.   

Community Meetings: Upon completion of the school site meetings, an additional series of 

Community meetings will be held to present the Draft Master Plans and receive feedback that 

can be used to refine the plans prior to final completion.  At each meeting, the Master Plan 

drawings for one high school and surrounding middle schools and elementary schools will be 

presented.  The School Site Committees will lead the effort to encourage participation. 
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Educational Specifications 

The Educational Specifications are  an important, foundational piece of the overall Master 

Planning process.  The purpose of the Educational Specifications is to identify and standardize 

the required facilities to meet the intended educational programs at each type of school within 

each District.  They serve as a benchmark used to evaluate all schools equitably and to focus on 

facilities improvements that have a direct link to the educational process.  The development of 

the Educational Specifications will build on the work that SRCS has already completed in the 

development of the Strategic Plan, the School Climate Transformation Grant Plan and the Local 

Control Accountability Plans.  These documents were developed with a great deal of input from 

across the SRCS Community.  They describe the current educational programs and SRCS goals 

for the future of its schools.      

An Educational Specifications Committee will be created to lead the development of the 

Educational Specifications document.   The Committee includes the members of the Executive 

Committee, curriculum directors, school principals, teachers, and staff.  The purpose of this 

committee is to provide insight, direction and information to the Master Planning team to 

develop the Educational Specifications.  The Committee will meet five times.  The first meeting 

will be a general informational meeting to 

establish ground rules.  Separate meetings, 

focused on high schools and middle 

schools, and elementary schools will follow.  

Finally, all committee members will be 

reconvened for a wrap-up meeting to 

review the final document before a 

presentation to the Board. 
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Working with the Educational Specifications Committee, QKA will develop the Educational 

Specifications document.  The Educational Specifications will support the goals of the SRCS 

Community and School Board as expressed in the Strategic Plan, School Climate Transformation 

Grant Plan, and Local Control Accountability Plans.  The Educational Specifications will identify 

the general facilities requirements in a variety of areas for each type of school:  High Schools, 

Middle Schools and Elementary Schools.  (The K-8 Charter Schools will utilize aspects of both 

the Elementary and Middle School requirements) These general requirements will serve as a 

starting point and guideline for the specific discussions of facilities needs and potential 

improvements that will take place with each school site during the Master Planning process.  

The intent is not to define exactly what facilities each school campus should have, but instead, 

provide a clear set of facility standards to promote an equity of educational experience across 

all schools.  In the development of the Master Plans, QKA will work with the Site Committee at 

each school to determine how these requirements are best addressed at that school site. 

Indicators of Quality 

Much work has been done by the 

SRCS and Community as 

demonstrated by the completion of 

the Strategic Plan, the School 

Climate Transformation Grant Plan, 

and the Local Control Accountability 

Plans.  The goals developed were a 

direct result of the many discussions, 

long hours, hard work, and feedback 

received from the Community.  Therefore, it is critical that the projects ultimately implemented 

as a result of the master planning process support these goals.  A common issue faced by all  
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School Districts when developing a Facilities Master Plan is that the “needs and wants” 

developed during the process far outweigh the funding that will be available.  Prioritization of 

projects becomes a critical task.  While all stakeholders will not get what they want, it is 

important that everyone understands how projects will be prioritized and that it is done 

through a clear and rational process.  The development and use of the Indicators of Quality will 

provide an equitable and transparent way of evaluating the proposed improvements of 

different types and at different schools to determine those that are highest priority.  The 

Indicators of Quality will be focused on identifying and prioritizing those improvements that 

have the highest long term impact on improving the educational environment for students.   

Each Indicator of Quality will describe a particular aspect of the school facilities that is 

important to providing a quality learning environment.  Each proposed facility improvement will 

then be given a numerical score for each Indicator of Quality.  As not all Indicators are of equal 

importance, there will be a weighting factor for each Indicator to adjust its relative importance 

within the overall score.  The total score for each improvement will be used to determine the 

relative importance of each proposed improvement and as a major factor in selecting which 

projects are included in the Implementation Plan for Measures I and L.   

The Indicators of Quality will be identified and developed in parallel with the Educational 

Specifications and with the completion of the facilities assessments.  The Indicators will align 

with and support the requirements identified in the Educational Specifications, which are in 

turn based on the LCAPs, Strategic Plan, and School Climate Transformation Grant Plan.  QKA 

will work directly with the Executive Committee to shape the Indicators of Quality.  We will also 

review the preliminary Indicators and the scoring system closely with the Board and 

Educational Specifications Committee.  Additionally, the Indicators of Quality will be reviewed 

with each Site Committee.  All of these steps will ensure that the Indicators of Quality are an 

indication of what is most important to the SRCS, schools and community.   
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As described above the Indicators of Quality will be developed with multiple modes of 

community input.  However, we wanted to provide some examples of what the Indicators of 

Quality might be to illustrate the concept and how it would be used.  These preliminary 

Indicators of Quality are based on our initial understanding of SRCS and will be revised and 

further defined through the process described above:  

1. The School Facility provides learning spaces that support the core educational programs 

The facilities of a school should provide the technical, logistical and technological 

infrastructure necessary for faculty and staff to provide excellent instruction to all students.  

Examples include adequate science labs to support science instruction, specialized facilities 

to support Career Technical Education (CTE) at the high school level, adequate space for 

music instruction at the middle school level, etc.  

2. The School Facility has appropriate features to support community use and community 
programs. 

Schools are community resources and school facilities should have appropriate features to 

allow safe and appropriate use by both formal and informal community functions.  Examples 

include meeting spaces and offices for the Full Service Community Schools program, sports and 

play facilities with appropriate public access, multi-use rooms which can accommodate 

community groups, a clear entry and welcoming appearance to encourage community 

engagement, etc. 

3. The School Facility provides a comfortable, healthy, high performance learning 
environment.  

The facilities of each school should provide learning spaces that are dry, well ventilated, well 

lit and at an appropriate temperature at all times of the year.  Examples include Heating,  
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Ventilating and Air Conditioning (HVAC) systems that are functioning properly, appropriate 

daylighting in classrooms, etc. 

4. The School Facility should require an appropriate amount of ongoing maintenance and 
utility costs. 

The school facilities should not present a disproportionate financial or logistical burden on 

the SRCS for maintenance or utility costs.  Examples of improvements which may be 

necessary in this area included replacing clogged or damaged drainage systems, replacement 

of old or broken window systems, replacement of inefficient HVAC systems. 

  5. The School Facilities and grounds provide a safe and secure school environment. 

The school facilities should provide, as much as possible, a safe and secure environment for 

teachers and students.  Examples include a secure campus perimeter, adequate exterior 

lighting, buildings and systems which meet current code requirements, etc.   

6. The School Facility supports the school programs and operations. 

The school facilities should provide the necessary amenities, building spaces and exterior 

spaces to support the school programs which complement the core academic programs.  

Examples include athletic facilities to support school sports programs, adequate multi-use 

rooms to support food service programs, performing arts facilities to support arts programs, 

etc. 

7. The School Facility should meet current codes and regulations. 

The school facilities should meet current building and health code requirements.  This 

includes requirements for accessibility, structural safety, fire and life safety and food 

preparation safety.  
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Facility Assessments 

The Facilities Assessments will focus on all twenty four (24) school sites, with the aim of 

identifying facility deficiencies and recommended improvements including;  

• Deferred maintenance issues 

• Improvements to remediate physical, health, fire, life, safety, and accessibility issues, to 

comply with current Division of State Architect (DSA) building codes.  

• Establishment of SRCS standards for materials, equipment, and systems. 

Each site’s Assessment Report will 

identify those improvements and 

remedial upgrades, along with their 

associated costs, required to provide 

safe, secure and well-maintained 

campuses, appropriate to the needs of 

current educational programs. 

 

 

Method of Assessment 

To accomplish this, QKA will conduct facility assessments and document reviews, including site 

visits with SRCS Maintenance and Operations staff to give us valuable insight into each site’s 

unique deficiencies and assets.  We will visually survey the existing conditions at each campus, 

with follow-up reviews at selected sites that are more complex or have a greater number of 

issues. For documentation, we will take notes and photographs of each site during the  
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walkthroughs, with the aim of illustrating typical examples of facility deficiencies, and Division 

of State Architect (DSA) non-compliant construction.  

Assessment Inclusions 

The QKA project team will evaluate each facility in the following areas: 

Architectural:   

 Site inspection of the building envelope and finishes, identifying areas where surfaces and 

components are nearing the end of their useful life and where corrective repairs are 

needed.   

 Identify areas on each campus that require renovations to meet current accessibility, 

health, or building code requirements.  

 Identify areas where improvements are needed to meet current student safety standards, 

such as door hardware and security systems.  

 Survey existing facilities to recommend SRCS standards for wall and floor finishes, doors 

and hardware, windows, toilet accessories, roofing, and paint.  

Landscape:   

 Site inspection of the landscaping and irrigation to identify areas where planting and 

irrigation are at the end of their useful life and where corrective repairs are needed. This 

will include landscaping and irrigation around the buildings and in the play fields. 

 Inspect and identify play structures and play areas on each campus that require 

renovations or replacement to meet current accessibility requirements.  
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Site Utilities:   

 Evaluate condition and performance of storm drainage systems. 

 Evaluate condition and adequacy of fire department access and hydrant locations. 

 Review record drawings and interview maintenance staff to identify underground utilities 

issues. 

 Evaluate paving, walkways, and site drainage for remaining service life. 

 Evaluate site accessibility, including parking and pathways and identify areas where they 

do not meet accessibility requirements. 

 Evaluate roadways, parking lots, and play areas, identifying suggested repairs and 

improvements. 

Plumbing and Mechanical: 

 Evaluate the condition of existing plumbing fixtures and mechanical systems.  

 Review hot water heating systems, and recommend upgrades, or replacement.  

 Recommend improvements and repairs to decrease maintenance, energy, and water 

consumption, and improve performance. 

 Survey existing fixtures and equipment, and select recommendations for adoption of 

District wide standards. 

Electrical & Low Voltage: 

 Review adequacy of main electrical service at each campus. Recommend upgrades or 

replacement at older campuses. 

 Review current fire alarm system and identify any improvements necessary to meet 

current DSA or SRCS standards. 

 Review current phone infrastructure, and typical classroom standards, for compliance to 

existing SRCS standards.  
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 Assess condition of phone, clock/bell, and P.A. systems, and recommend where upgrade 

or replacement is required. 

ASSESSMENT EXCLUSIONS 

• Technology infrastructure assessment 

• Concealed structural systems 

• Concealed and/or inaccessible areas 

PROJECT TEAM 

Architect: Quattrocchi Kwok Architects, Santa Rosa, CA 

Civil Engineer: Brelje & Race Consulting Engineers, Santa Rosa, CA 

Plumbing, Electrical & Low Voltage Engineer: Guttmann & Blaevoet, San Francisco, CA 

Landscape Architect: Carducci & Associates, San Francisco, CA 

Consulting Cost Estimator: Counterpoint Construction Services, Sebastopol, CA 

 

Presentation of Findings 

The general site assessment work will be completed prior to the first round of meetings at each 

school.  The assessment work will provide the QKA with a solid understanding of conditions at 

each school site and will aid in the discussions.  
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Master Planning 

After the first school site meetings, QKA will process the information gathered and begin the 

process of designing physical 

solutions that support the SRCS goals 

and the educational programs at 

each site.  In addition to this design 

work, a cost estimate will be 

prepared for each site.  The solutions 

will be presented to each school 

during the second round of School 

Site Meetings for further community 

input and refinement.  

Communications 

Communication is critical to the success of this plan and the master planning process.  The SRCS 

goal to implement a process that is transparent will be supported by the following 

communication plan; 

 Regular Updates at School Board meetings: QKA will present to the School Board at 

critical milestones during the course of the project.  The updates will include; project status 

and major milestones,  schedule updates, and upcoming tasks. 

 

 QKA will assist SRCS with the posting of project updates, meeting schedules, and general 

project information on the SRCS website in order to keep all interested parties aware of 

progress. 
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Schedule 

The work identified in this Project Management Plan will be carried out as shown on the 

attached Project Schedule (Exhibit A).  The schedule is subject to change as needed to 

accommodate a process that meets the goals and expectations of the SRCS.  While it is 

important to complete the master planning project in a timely manner, a quality process is 

most important.  

Deliverables 

• QKA’s final deliverables will include the following documents, printed and bound into 

binders, and delivered to the SRCS. 

o Project Management Plan 

o Facility Assessments 

o Facility Master Plans 

o Cost Estimates and Phasing Plans 

o Phase 1 Project Schedules 

 

 

 

 

 



ID Task Name Start Finish

1 Facilities Master Plan Mon 2/2/15 Fri 12/18/15

2 Phase 1 - Information Gathering Mon 2/2/15 Fri 5/29/15

3 Phase 2 - Processing Mon 6/1/15 Fri 9/4/15

4 Phase 3 - Presenting and Feedback Mon 9/7/15 Fri 12/18/15

5

6 Board Approval of QKA Wed 1/14/15 Wed 1/14/15

7 Board Study Session Wed 1/21/15 Wed 1/21/15

8 Project Kick-Off Mon 2/2/15 Mon 2/2/15

9 Project Agreements Thu 2/12/15 Tue 3/10/15

10 Create Project Management Plan Tue 2/3/15 Fri 2/27/15

11 Formation of Committees Tue 2/3/15 Fri 2/27/15

12 Board Update Wed 3/11/15 Wed 3/11/15

13 Develop Education Specifications Mon 3/2/15 Fri 4/24/15

14 Information Gathering Tue 2/3/15 Wed 4/8/15

15 Facility Assessments Mon 2/23/15 Wed 4/8/15

16 Board Update Wed 4/8/15 Wed 4/8/15

17 Individual school meetings Mon 4/13/15 Fri 5/29/15

18 Summer Break Mon 6/8/15 Fri 8/21/15

19 Board Update Wed 6/10/15 Wed 6/10/15

20 Master Plan Development Mon 6/8/15 Fri 9/11/15

21 Cost Estimating Mon 7/20/15 Fri 9/4/15

22 Board Update Wed 9/9/15 Wed 9/9/15

23 Master  Plan Presentations Fri 9/18/15 Thu 11/5/15

24 Board Update Wed 10/14/15 Wed 10/14/15

25 Master Plan Final Plans Fri 11/6/15 Wed 11/25/15

26 Master Plan Final Report Fri 11/6/15 Tue 12/8/15

27 Master Plan Board Approval Wed 12/9/15 Wed 12/9/15

Updated Schedule 150302

85 days

70 days

75 days

4 11 18 25 1 8 15 22 1 8 15 22 29 5 12 19 26 3 10 17 24 31 7 14 21 28 5 12 19 26 2 9 16 23 30 6 13 20 27 4 11 18 25 1 8 15 22 29 6 13 20 27 3 10
Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan
2015 2016

Santa Rosa City Schools - Master Planning
Project Schedule
Prepared by: Quattrocchi Kwok Architects
March 2, 2015 
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