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Facilities maintenance is my area of responsibility and as such the entirety of the Helena College campus is my area of concern.  
Facilities monitors and manages the campus environment with respect to heating and cooling. Additionally the facilities team manages 
and maintains the grounds, parking areas and the buildings themselves.  We are also the labor crew for the college in that we assist 
faculty and staff wherever necessary to support the demands and requirements of the educational function of the college.

Mission:
  The mission of the Facilities Department is to provide a safe, accessible and clean learning and work environment for students, 
faculty and staff at Helena College. 

Facilities mission aligns with the HC mission in that paths and tools necessary to assist learners achieve their educational and career 
goals are supported and presented in buildings maintained and managed by Facilities.

Recommendations:
There is no previous program review report available as Facilities has not completed a program review in last ten years.

Strategic Goals:
The primary focus of my work plan over the past two years is to organize and train the maintenance team such that we are able the 
absolute best service possible to HC.  This included “clearing the decks” of all unnecessary and/or unused material found throughout 
the facility areas.  This has, for the most part, been accomplished. The training of the maintenance team is an ongoing effort.  A 
secondary focus has been to rid HC of the massive amount of stored items that had no value and were for the most part forgotten by 
HC.  This effort supports the HC mission by making the facilities team better enabled to respond and react to the ever-changing needs 
of the college as it strives to achieve its mission goals.  

Our training is virtual and focuses on those systems necessary to managing facilities systems.  To date we are concentrating on "as 
needed training".  I am wanting to move to a more organized approach to training as we move forward. 

Strengths:
1)Our people and their willingness to perform the tasks necessary to support the college and to bring the most value to the college.
2)Our diverse skillset means that the college has a valuable resource to support its function.  It also means that we are well positioned
to complete many upgrades and improvements that have heretofore been accomplished by subcontractors.  Essentially we are
bringing far more value to the college for the same money.

3)Our project management experience helps to ensure that HC needs and wants are guaranteed during the planning and project
implementation phases of the project management function.  Examples of this would be successful outcomes for both SC projects,
completing three phases of smart classroom upgrades and many painting and infrastructure upgrades.

Successes:
1)Organizing maintenance shops and storage areas
2)Getting out of the “storage business”.  We now know what we are storing and are able to access our stored items much more
efficiently.
3)Successful completion of several projects
4)Completing several projects in house rather that hiring contractor.  An example would be that we have removed old rotten fencing on
our rental property and have replaced it with new chain link fencing.  This work was completed in house.

Challenges:

Narrative:

Section 1: Mission, Goals, Objectives
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1)Training-Providing our maintenance team with the training necessary to more efficiently service the campuses.
2)Staffing- Hiring within the facilities department in an effort to bring cost effective solutions to the college.  This primarily goes to
completing more work in-house as opposed to contracting.  We also need more custodial staff in order to free up maintenance
personnel to perform their function.  At this time Facilities maintenance is dedicating well over 60 mh's to the custodial function.
3)Tools and equipment-The maintenance team has made good progress but needs to continue to invest in tools and testing
instruments.  Our equipment is very old and has historically not been maintained properly.  The challenge is to bring this equipment to
a condition where it provides reliable and cost effective service to the facilities team and therein to the college.

Procedures:
Our procedures are tied to both the International Building Code and other codes such as NFP (National Fire Protection), Elevator 
codes and plumbing codes as well as the accepted process of construction.  We work to ensure that all work that we perform is 
consistent with the current code adopted by our Authority Having Jurisdiction (The city of Helena).  Our work also follows the standard 
and accepted process of construction.  This ensures that the work is done in the proper order which is the most cost effective in terms 
of time and material.  

Staff:

 Name Title                     FTE      Years     Highest Education
 Mike Marston             Maintenance II                    1.00     6.00        HS Grad
 Tommi Haikka             Assistant Director of Facilities & Maintenance 1.00     3.50      Prof Cert
 John Rutherford          Director of Facilities            0.05     3.00      Associate
 Jeff Nelson Maintenance Worker II             1.00     2.00        HS Grad
 Kelley Turner            Executive Director of Operations  0        0

Changes in Staffing Needs:
The staffing level for facilities has dropped dramatically over the past several years.  My plan is to bring the staffing to where the 
facilities department can service the college and its users adequately and  commensurate with the staffing levels of UM for both the 
maintenance and custodial function.

Staff Professional Development:
 Mike Marston
interplay skill training

 Tommi Haikka
- Boiler Engineering License
- 3 Years Civil Engineering
- Effective Management Program Certificate
- OSHA 30 hour General Industry Safety and Health
- Defensive Driving Certificate
- CPO (certified pool operator)

 John Rutherford

 Jeff Nelson
Vector online

 Kelley Turner

Collaborations & Dependencies:

Section 2: Procedure for Operation

Section 3: Staff Profile

Section 4: Organization context and Impact
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The nature of the Facilities function dictates that we collaborate with all staff, faculty and departments.  We are also in a position where 
we are dependent on UM, State A&E and BOR in order to move many of our projects forward creating a dynamic that results in or 
inability to move forward in a manner that is in the best interest of Helena College.  I would like to see the college given more 
autonomy to pursue a complete their agenda as the Dean deems appropriate.

Primary customers/stakeholders:
The primary customers of the facilities department are the students, faculty and staff of both campuses of Helena College.

Service to stakeholders/customers:
I assess my department's effectiveness by establishing positive relationships with our customers to the greatest degree possible so 
that they feel comfortable communicating to me by whatever method is appropriate their maintenance needs as well as ideas on how 
facilities can help them to improve their experience or the experience of those that they impact.  We continually strive to maintain our 
campuses to ensure that they are code compliant and that all systems employed by the college are functioning as designed.  We also 
work to make facility improvements wherever we can in order to allow the college to provide the best possible product and experience 
to our students.

Decision Making Support:
Decision making in the facilities department is a collaborative process which includes our customers, our staff. Myself, my immediate 
supervisor and the Dean.  Also included is the Director Business Services for budget support.  This process allows decisions to be 
based on customer needs, staff capacities, administrative priorities and budget realities.

Changes in revenue and expenses:
The facilities budget suffered a 5% reduction during my first full fiscal year at Helena College.  This budget reduction along with 
increased costs across the board due to inflation and the pandemic effect has greatly reduced our capacity to perform our function.  

Improved Efficiency:

Resource Needs:
Like all departments, Facilities needs more resources in terms of money and personnel.  Our current vehicle average age is 29 years.  
We are currently serving the college with two full time custodians, each of whom is responsible for over twice the square footage as the 
UM Missoula campus.  

My objective since accepting this position has been to transition the maintenance function from a "dial up" to a hands on or in house 
process.  We are upgrading existing equipment and acquiring new equipment as necessary to facilitate this objective.  I have also 
implemented a web-based training program that will allow the maintenance personnel to become more conversant with the buildings 
various systems and the maintenance needs of those systems as well as how to effect repairs.  This has resulted in improving our 
capacity to better serve the college moneys saved by not hiring contractors.  It has also given our maintenance team an opportunity to 
become more familiar with the system infrastructure of both campuses.

New Collaboration:
I would like to see a relationship develop directly with a legislative liaison whose primary focus as it relates to higher education is 
Helena College.  My hope is that we would be able to state our needs and intention without the filter used by UM or MSU.   

Section 5: Stakeholders, Data, and Assessment

Section 6: Budget and Efficiencies

Section 7: Recommendations and Preliminary Implementation Plan
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Rec # Title RecommendaƟons
1 FaciliƟes Rental 

ProperƟes
RecommendaƟon:
Review all Rental property to assess opportunity for increased revenue.

I would like to convert one of our rental units to a duplex in an eīort to maximize the rental income moving 
forward.  AddiƟonally, I would like to conƟnue to bring the rent charged for each unit to coincide with the local 
rental market.  I also want to conƟnue to improve each unit and the property it occupies.

RaƟonale:
The raƟonale for this is to provide a substanƟal increase in rental income such that the rental program can be self
-sustaining as well as providing the faciliƟes department the funding necessary to improve the properƟes to a 
standard acceptable to the college as each of the properƟes is associated with the college.

Success Target:
A successful outcome will be indicated by all properƟes being improved to the point of being virtually 
maintenance free and the budget index shows a surplus.

Success Strategy:
Will need to install two legal egress windows in order to convert indicated unit to a duplex.  We will conƟnue to 
raise our rent incrementally and will conƟnue to use the funding available thru our rental income to improve 
properƟes.

Success Resource:
I anƟcipate that I will have to complete the work in house uƟlizing my exisƟng maintenance team.  I will also need 
the conƟnued support from the business oĸce.

Resp. Party:
FaciliƟes Department

Cabinet Feedback:
The cabinet agrees that maximizing our revenue from the rental properƟes is important.  As an insƟtuƟon, this 
presents a good opportunity to diversity our revenue.  We support this goal, and would like to see it expanded to 
include a review of all rental properƟes to assess the opportuniƟes for increased monthly income.  We 
recommend the ExecuƟve Director of OperaƟons and the Director of FaciliƟes work together and coordinate with 
the ExecuƟve Director of Fiscal Services to plan for the expense of renovaƟon and the procedures for increasing 
rent on other properƟes.
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2 FaciliƟes Staĸng RecommendaƟon:
Evaluate custodial needs across the campus environment. Determine whether hiring staī or using contracted 
services opƟons.

RecommendaƟon is to increase the faciliƟes staĸng levels such that we are able to saƟsfy the mandate of Helena 
College and the University of Montana.  This would require the hiring of two full Ɵme custodians.

RaƟonale:
Helena College currently employs two full Ɵme custodial employees to service 190,000 square feet of buildings 
on two campuses.  In support of this eīort, Helena College has a custodial supervisor.  This staĸng level is 
woefully inadequate.  The University of Montana currently is staīed such that each custodian is responsible for 
36,000 square feet where our custodians are responsible for 85,000sf.  This has necessitated a restructure of 
duƟes of our maintenance team.  Every member of the maintenance team is now required to perform speciĮc 
custodial duƟes each day which takes away from our ability to meet the needs of the college with regard to 
facility maintenance.

Success Target:
Success will be achieved with the hiring of two full Ɵme custodial employees.

Success Strategy:
Work through the HC administraƟon to reach the University, BOR and legislaƟve bodies to secure the requisite 
funding to support these state owned buildings.

Success Resource:
Human resources in the form of advocates to bring our concerns forward.

Resp. Party:
AdministraƟve Aīairs

Cabinet Feedback:
Assessing our staĸng needs in this department is criƟcal.  The ExecuƟve Director of OperaƟons will do an 
assessment of duƟes and expectaƟons of custodial staī, as well as other members of the faciliƟes department to 
provide a recommendaƟon on how to best move forward with ensuring work is completed.  This invesƟgaƟon 
will include researching the feasibility of contracƟng with a vendor for custodial services. 

3 FaciliƟes RecommendaƟon:
Develop inventory of all major faciliƟes equipment and coordinate long-range replacement plan

RaƟonale:
Provide adequate budget forecasƟng for capital replacement

Success Target:
CreaƟon of inventory replacement schedule

Success Strategy:
Conduct inventory
Coordinate with industry standards
Develop replacement schedule

Success Resource:
Maint/Facility personnel

Resp. Party:
AdministraƟve Aīairs

Cabinet Feedback:
This is a goal that was added based on cabinet conversaƟon with the department.  In order to ensure we have a 
plan to replace equipment when it reaches end of life, it is important to track and budget for future costs.
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4 Evaluate Service 
Contracts

RecommendaƟon:
Evaluate service contracts to meet needs, balance resources and improve outcomes

RaƟonale:
Explore compeƟƟve opƟons 

Success Target:
Establish right-size service values

Success Strategy:
Review annual contracts

Success Resource:

Resp. Party:
FaciliƟes Department

Cabinet Feedback:
This goal was added during cabinet conversaƟon with the department.  Some of our exisƟng service contracts 
have not been reviewed for several years, and beƩer opƟons may be available.  A review of these contracts is an 
important project to ensure we have the best, most cost-eīecƟve opƟons to meet our needs.

5 ImplemenƟng 
CMMS ƟckeƟng

RecommendaƟon:
Implement CMMS ƟckeƟng track all maintenance through work orders

RaƟonale:
Provide trend analysis and producƟvity capability

Success Target:
Implement CMMS by 30 JUN 2024

Success Strategy:
Review opƟonal CMMS
ID resources
IT mgmt

Success Resource:

Resp. Party:
AdministraƟve Aīairs

Cabinet Feedback:
In order to gather staƟsƟcs on producƟvity and types of common faciliƟes issues on campus, it is important to 
implement a ƟckeƟng system.  Having this informaƟon will assist us with proper planning and resource allocaƟon. 
This informaƟon came out in the cabinet conversaƟon with the department, and this goal was added.  

Cabinet

Cabinet Overall Feedback:
Good conversation between Facilities & Maintenance department and Dean's Cabinet.  During our conversation, several additional 
goals were discussed and added to the plan (more detail provided on each recommendation).  The addition of an Executive Director 
of Operations will provide additional support for this department in order to achieve the goals set out in the recommendations.  
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AƩachment # AƩachment Title AƩachment URL

42 FaciliƟes OperaƟng Statement_20 21 22.pdf hƩp://hc-curriculum.helenacollege.edu/ViewAƩachment.aspx?id=42
43 AWP 3-Year Summary FaciliƟes.xlsx hƩp://hc-curriculum.helenacollege.edu/ViewAƩachment.aspx?id=43

File Attachments
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Years: AY 2019-20, AY 2020-21, AY 2021-22

Plan Developer Year Goal # SGO Goal Status Action Item Indicator Results Future Actions

Rutherford, John 2019-20 1 SG5.1 Ongoing
To get two certified Montana low pressure 
boiler operators with a current license in the 
maintenance department.

Train the maintenance staff and encourage 
them to attend low pressure boiler classes.

Rutherford, John 2019-20 2 SG5.1 Ongoing

To set up and maintain a complete 
inventory system to track equipment and  
materials within the maintenance 
department.

Keep organizing the Maintenance 
department including shops, cold storage 
and garages.

We have made great progress in  working 
with Surplus to identify and dispose of 
obsolete items.  This has freed a lot of 
space.  This first step is crucial to completing 

Organize remaining items according to their 
use while maintaining ability to identify and 
access items easily and efficiently.  This will 
allow us to track and manage accordingly.

Rutherford, John 2019-20 3 SG5.1 Ongoing
To obtain a better tracking system for 
incoming work order and completed work 
orders.

Create a complete asset list of preventive 
maintenance for both campuses by utilizing 
the Famis system.

This is a worthwhile goal that has not 
progressed.  

Permanent director will load and study 
Famis system and implement as 
appropriate.

Rutherford, John 2019-20 4 SG5.1 Ongoing
Maintain a safe and clean environment for 
students and staff.

Add security cameras and better lighting 
throughout both campuses. Ensure 
maintenance staff is educated on different 
cleaning procedures and proper chemical 
usage and storage.

Security cameras are the purview of the IT 
department.  We have implemented 
cleaning and sanitizing procedures 
necessary to keep students, faculty and staff 
safe.

Lighting project is on-going.  We have 
identified lighting experts from different 
facets of the industry and are in the process 
of beginning the requisite conversations to 
bring this to fruition.

Rutherford, John 2019-20 5 SG1.1 Ongoing

Implement a sustainable key control 
management system that ensures the 
integrity of both campuses and allows users 
the ability to access authorized areas only.  

Perimeter of both campuses secured and a 
key program identified.  This includes proper 
protocols relative to on-boarding and off-
boarding.

Rutherford, John 2020-21 1 SG5.1 Ongoing

To get two certified Montana low pressure 
boiler operators with a current license in the 
maintenance department, one each at 
Donaldson campus and Airport Campus.  
Also have the selected employees complete 
an online HVAC class in order to better 
understand how the HVAC systems work.

Expected outcomes and measurements of 
success will be as follows:  A) Enroll selected 
employees in appropriate online HVAC 
course.    B) Enroll selected employees in 
State approved LPBO class.    C) Successful 
completion of both courses of study by both 
employees.

Due to travel restrictions and budget 
constraints I was not able to get two 
employees to the requisite class to obtain 
their boiler license.

My intentions is to have these two 
employees complete online HVAC classes 
that can be documented and certified.

Rutherford, John 2020-21 2 SG5.1 Ongoing

Organize and maintain maintenance related 
tools, equipment and supplies so as to have 
the ability to perform both scheduled and 
regular maintenance functions as well as to 
be able to respond effectively to the 
unexpected.  

Remove unwanted and unused items so as 
to create project  professionalism to the 
public and to create much needed storage 
space.    Organize existing shop areas as to 
increase efficiency and ability to maintain 
shop equipment ensuring that all equipment 
is ready for use 24/7.    Organize supplies 
such that the maintenance personnel can 
easily assess supplies on hand and to track 
their consumption.  This will allow us to 
better budget for our annual needs.

We were able to make significant progress 
in reducing our storage volume which 
allowed us to us available space to organize 
our supplies inventory.  

Continue to work toward tool management 
and security.

Rutherford, John 2020-21 3 SG5.1 Ongoing

To assess work order system that has been 
available but, to date, unused and to use it 
to better support the maintenance function 
at Helena College.

Install FAMIS and secure tutorial.  Assess 
system and its value to the maintenance 
department and Helena College.      Initiate 
use of FAMIS as necessary and required.    
Use system to increase efficiencies, initiate 
tracking of labor and supplies and better 
plan campus work and communicate that 
work to our customers.

We have scheduled and recieved some 
initial training in the use of FAMIS.  We are 
in the process of moving data from our 
current system to FAMIS.

Complete the process of moving to the 
FAMIS platform.

Area: Facilities
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Years: AY 2019-20, AY 2020-21, AY 2021-22

Plan Developer Year Goal # SGO Goal Status Action Item Indicator Results Future Actions

Area: Facilities

Rutherford, John 2020-21 4 SG5.1 Ongoing
Maintain a safe and clean environment for 
students, faculty and staff.

Rekey areas as necessary to ensure campus 
security.     Initiate effort to bring greater 
security to campus thru the installation of 
security cameras.      Re-lamp key areas to 
provide safe ingress and egress to buildings 
and safe passage thru buildings.  Also re-
lamp areas to improve the learning 
environment.    Maintain strict standards 
relative to cleaning and sanitizing that will 
mitigate to the greatest degree possible the 
transmission of communicable virus and 

We were completely successful in providing 
the students, faculty and staff a safe and 
sanitary environment during the pandemic.  
Due to these efforts the college was able to 
operate without interruption.

Continue to provide the environment that 
we have provided this past year.

Rutherford, John 2020-21 5 SG1.1 Ongoing

Implement a sustainable key control 
management system that ensures the 
integrity of both campuses and allows users 
the ability to access authorized areas only.  

Perimeter of both campuses secured and a 
key program identified.  This includes proper 
protocols relative to on-boarding and off-
boarding.    Institute policy that ensures the 
direct transfer of keys to and from the key 
custodian and college personnel.    Set an 
baseline relative to key inventory and 
maintain accordingly to the degree that the 
college can definitively state who has access 
to any given area.

We rekeyed the exterior doors of both 
campuses thereby securing the buildings to 
a far greater degree than in years past.  
Additionally, we have essentially completed 
the project to convert 70 of 108 doors on 
Donaldson campus to electronic access.

Secure funding to convert remaining doors 
at Donaldson campus as well as the doors at 
Airport campus to electronic access.

Rutherford, John 2021-22 1 SG5.1 Ongoing

To get two certified Montana low pressure 
boiler operators with a current license in the 
maintenance department, one each at 
Donaldson campus and Airport Campus.  
Also have the selected employees complete 
an online HVAC class in order to better 
understand how the HVAC systems work.

Expected outcomes and measurements of 
success will be as follows:  A) Enroll selected 
employees in appropriate online HVAC 
course.    B) Enroll selected employees in 
State approved LPBO class.    C) Successful 
completion of both courses of study by both 
employees.

Still not able to complete.  I have identified 
an on-line training program that 
encompasses many of the mtc functions to 
include HVAC.

Amend this goal such that we no longer 
require a low pressure boiler certification.  
All maintenance employees will be 
encouraged to complete online HVAC 
courses.

Rutherford, John 2021-22 2 SG5.1 Completed

Organize and maintain maintenance related 
tools, equipment and supplies so as to have 
the ability to perform both scheduled and 
regular maintenance functions as well as to 
be able to respond effectively to the 
unexpected.  

Remove unwanted and unused items so as 
to create project  professionalism to the 
public and to create much needed storage 
space.    Organize existing shop areas as to 
increase efficiency and ability to maintain 
shop equipment ensuring that all equipment 
is ready for use 24/7.    Organize supplies 
such that the maintenance personnel can 
easily assess supplies on hand and to track 
their consumption.  This will allow us to 
better budget for our annual needs.

Essentially completed this goal COntinue to improve where possible

Rutherford, John 2021-22 3 SG5.1 Ongoing

To assess work order system that has been 
available but, to date, unused and to use it 
to better support the maintenance function 
at Helena College.

Install FAMIS and secure tutorial.  Assess 
system and its value to the maintenance 
department and Helena College.      Initiate 
use of FAMIS as necessary and required.    
Use system to increase efficiencies, initiate 
tracking of labor and supplies and better 
plan campus work and communicate that 
work to our customers.

We may have an opportunity to opt out of 
FAMIS and remain with our current facilities 
management system saving the college 
several thousands of dollars.

I will opt out as soon as possible.
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Years: AY 2019-20, AY 2020-21, AY 2021-22

Plan Developer Year Goal # SGO Goal Status Action Item Indicator Results Future Actions

Area: Facilities

Rutherford, John 2021-22 4 SG5.1 Ongoing
Maintain a safe and clean environment for 
students, faculty and staff.

Rekey areas as necessary to ensure campus 
security.     Initiate effort to bring greater 
security to campus thru the installation of 
security cameras.      Re-lamp key areas to 
provide safe ingress and egress to buildings 
and safe passage thru buildings.  Also re-
lamp areas to improve the learning 
environment.    Maintain strict standards 
relative to cleaning and sanitizing that will 
mitigate to the greatest degree possible the 
transmission of communicable virus and 

We will continue to make improvements in 
safety and security.  This to include installing 
security gates at the East Lot.  We were able 
to install a security gate controlling access to 
the Airport Campus storage lot.

We are in the process of ordering gates and 
providing power for them.

Rutherford, John 2021-22 5 SG1.1 Ongoing

Implement a sustainable key control 
management system that ensures the 
integrity of both campuses and allows users 
the ability to access authorized areas only.  

Perimeter of both campuses secured and a 
key program identified.  This includes proper 
protocols relative to on-boarding and off-
boarding.    Institute policy that ensures the 
direct transfer of keys to and from the key 
custodian and college personnel.    Set an 
baseline relative to key inventory and 
maintain accordingly to the degree that the 
college can definitively state who has access 
to any given area.

This goal will be completed once we are able 
to install electronic access throughout both 
campuses.  Material for this have shipped 
are scheduled to arrive in August

Install electronic access function throughout 
both campuses.
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Count of SGO Column Labels
Row Labels Ongoing Completed Grand Total
SG1.1 3 3
SG5.1 11 1 12
Grand Total 14 1 15
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