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1. INTRODUCTION: 

On January 7, 2019, the Board of Education appointed the members of the CMS Task Force with the charge 
to “evaluate and describe the costs and efficacy of safely reopening Coleytown Middle School as an 
educational facility in whole or in part by the start of the 2019-2020 school year, and to report back to the 
Board of Education no later than the end of January 2019”.  

CMS Task Force (CMSTF) held its first meeting on January 9, 2019 at Coleytown Middle School and 
frequently throughout the month (January 11, 15, 17, 22, 26, 29 and February 1) to discuss and evaluate 
the condition of the building and the process to remediate it. The CMSTF was also taken thru the building 
by maintenance staff and observed several of the exterior destructive testing holes originally provided for 
KG&D (see listing of observations – Appendix A) as well as several site visits to view areas of the school 
where maintenance staff opened up areas of the interior walls, exterior louvers and ceilings for the CMSTF 
to verify conditions of construction. 

As part of evaluation process CMSTF reviewed drawings, documents, reports and site conditions for a 
better understanding of the actual condition of the building. The BOE and the Town of Westport provided 
in whole or part the following drawings: 1963 original floor plans (partial), 1994 JCJ A/E plans (phase II) 
for renovations and additions, 1998 JCJ A/E plans (phase III) for renovations and additions. The BOE also 
provided the KG&D report, Turner Building Science Report, WJE peer review, ESC Energy Performance 
plans for CMS, partial balancing report as well as several testing reports from Hygenix and Phoenix Labs 
and copies of electric bills for the previous year. The CMSTF also received a report from Yale School of 
Medicine as well as a proposal from Encon.  

2. HISTORY: 

Coleytown Middle School was first built in 1963 and renovations and additions were added in 1994 and 
1998. Air conditioning was added to the building during the additions/renovations in the 1990’s. Upgrades 
to the HVAC controls were installed during the Spring of 2018 as part of a Town Wide Energy Performance 
Contract (EPC).  

Reports document a history of water/moisture incidents within the building dating back to 2003, however 
these appear to be mostly isolated issues until recently. The issues during the Summer of 2018 seem to 
be have been more significant than those in the past. The recorded humidity levels within the building 
appear to be significantly higher during this time than would be expected. The exterior conditions during 
the Summer of 2018 were considerably damper than a typical Summer, which appears to have aggravated 
the delicate balance within the building. Additionally, the new controls which were installed to save 
energy appear to have shut down some of the systems which also further aggravated the situation. The 
records obtained from the maintenance staff shows that the school was remediated, and testing was done 
by Hygenix and considered satisfactory prior to students returning to school and again in September after 
some mold was found on ceiling tiles. The maintenance staff, to reduce the humidity levels in the building, 
installed two dehumidifiers in early September to help alleviate the humidity levels within the building. 
During the week of September 14, 2018 one of the belts within the dehumidifier broke and an odor of 
burnt rubber permeated the building. Students and staff began to complain about odors within the 
building due to the rubber smell. Due to ongoing smells the following week, the school was closed. 
Currently the school remains unoccupied and humidity levels within the building appear to be what would 
be expected for this time of year. 
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3. CMSTF METHODOLOGY: 

The CMSTF concluded based on their investigation and reports provided that a combination of water 
intrusion, excessive moisture entering the building, the EPC related system shut-downs and the inefficacy 
of the existing/modified mechanical system to deal with this excessive moisture has contributed to the 
indoor air quality concerns at CMS. 

To better evaluate if the school could be safely reopened by the beginning of the 2019-2020 school 
calendar year, the CMSTF started evaluating if there was a short-term solution to eliminate or at least 
mitigate the moisture/water incursion, what steps would be required, and what would be the timeline 
necessary to correct those problems prior to the beginning of the 2019 school year.  

To that end the CMSTF toured the building with the maintenance staff, reviewed all plans, reports and 
tests performed as provided by the BOE. The CMSTF requested several of the destructive test holes be 
opened for inspection (see probe notes in Appendix C), several interior walls and ceilings opened up to 
verify types of construction, and several window sills removed and exterior louvers opened up to 
adequately evaluate the operation and conditions of the unit ventilators. The CMSTF held most of their 
meetings at CMS to evaluate these areas and so that the public, if in attendance, could also see what the 
CMSTF was seeing. 

It was also requested of the CMSTF to determine if a partial opening of CMS would be possible as a short-
term solution. With the way the building is laid out, the primary separation point is at the stairwell 
(classrooms on one side, cafeteria/auditorium on the other). There was discussion on separation vertically 
(upper level, lower level), but this didn’t appear feasible based on the mechanical configuration. The 2-
pipe distribution piping for the boiler and chilled water runs throughout the building and have branches 
that run up and down to supply units on the 1st and 2nd floor. In addition, the exhaust system pulls air from 
several classrooms from the lower level and upper level through a single vertical chase that runs to a roof-
mounted “mushroom” exhaust fan. Preventing cross over from occupied and unoccupied spaces is not a 
feasible option in the CMSTF’s opinion. 

4. BACKGROUND:  

Existing Envelope/ Site: 

For clarity of the CMSTF study, the “Envelope/Site” of the building consists of existing grading adjacent to 
the building, exterior walls, insulation, vapor barrier, roof and gutters, openings (windows, louvers, vents, 
and doors), and structures attached to the exterior walls. 

The grading of the property at the exterior of the building in many locations slopes toward the building 
and in some cases the grade is elevated above the exterior CMU, which does not allow for proper water 
flow away from the building. In many locations, the sidewalks and walkways adjacent to the building were 
installed flush with the adjacent floor level and bottom of unit ventilators, while also not maintaining 
proper slope away from the building. Additionally, there is no means of draining away rain water from 
these areas other than a few drains recently installed by maintenance staff. 

The exterior walls of the building consist of four different wall types that we were able to identify, there 
may be additional construction types that were not visible (described interior to exterior). Due to 
maintenance and renovations in the past some of the interior walls may be different than the original 
walls shown on the original drawings:  
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Type I – Typically found in the 1963 construction: CMU back up wall, an exterior coating of 
bituminous damp-proofing, 1-1/2”-2” rigid insulation, air cavity, exterior ground faced CMU 
(unable to determine if any exterior sealant was applied to these areas, typical at all types). 

Type II – Typically found in the 1963 window wall construction: Metal stud back up with batt 
insulation (additional rigid and batt insulation added by building maintenance staff in some 
locations), air cavity and exterior masonry (no exterior sheathing or vapor barrier visible). 

Type III – Typically found in the 1994/8’s era window wall construction: Metal stud back up with 
batt insulation (additional rigid and batt insulation added by building maintenance staff in some 
locations), exterior gypsum sheathing, vapor barrier/flashing, air cavity (exterior sheathing 
deteriorated and vapor barrier detached in some locations). 

Type IV – Typically found in the 1994/8’s era construction: CMU back up wall, vapor barrier, 1-
1/2”-2” rigid insulation, air cavity, exterior ground faced CMU. 

Note: Maintenance staff has built several standard (metal stud/gypsum) low insulated partitions 
on the classroom side of the existing exterior walls in locations where there are unit ventilators 

The existing louvers that supply outside air to the existing unit ventilators are approximately 16” in height 
and 6’-0” in length and penetrate the exterior ground face CMU. They are located at grade on the lower 
level adjacent to either a sidewalk or grass area.  It appears that only a small portion (10-20%) of this 
opening is used to draw in outside (untreated) ventilation air. There is noticeable air leakage felt at the 
inside of the rooms in these locations. To that end the maintenance staff removed a few of the interior 
laminated counter tops and exterior UV louvers to verify the construction. The openings that were seen 
appeared to only be partially sealed to the exterior, which is allowing air to penetrate to the interior of 
the wall cavity where the heating and cooling pipes are run. 

In 1998, sunshades were installed as part of the renovation. It is unknown if the sunshades were installed 
as part of an architectural feature or if they were installed as part of the overall HVAC design (to minimize 
solar heat gain through windows) as well. The sunshades were not installed in accordance with the design 
drawings. There appears to be no flashing or waterproofing and anchors appear to allow water into the 
masonry wall assembly. 

The existing roof is over 100,000 square feet and consists of two different types of construction: EPDM 
rubber and Hypalon roofing. The roof in general (based on probes) appears to be keeping water out of 
the building, however the roof is old and would be considered to have reached the end of its useful life.  

Mechanical: 

As for the CMSTF “Mechanical” study, the building consists of unit ventilators (UV), distribution pipes, 
boilers, cooling tower, chillers, controls, CO2 detectors, occupancy detectors, exhaust fans, and rooftop 
units. While the mechanical systems for CMS are further outlined by OLA Consulting Engineers in the 
KG&D report, the basic overview is: 

Classrooms: Unit ventilators provide classrooms with space conditioning (heating and cooling) and 
ventilation. These 2-pipe unit ventilators are fed hot water from a central boiler plant or chilled water 
from a central cooling tower depending on season. Ventilation (outdoor air) is drawn through louvers in 
the exterior wall (at grade level) into the unit ventilators where it is mixed with the return air before being 
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conditioned and supplied to the classroom. Each classroom has an 8x8 ceiling grille that connects to 
rooftop exhaust fans to pull stale air out of the spaces. In most classrooms, controls were upgraded in the 
past year through a Noresco energy performance contract (EPC) to control the unit ventilator’s space 
conditioning on/off controls and outside louver dampers for ventilation air. These new controls use 
temperature (on/off), occupancy sensors from the lighting system (on/off override), and CO2 (outside 
louver position). These unit ventilators have been connected to a new building management system 
(BMS). However, there are still a number of unit ventilators that are on temperature only sensors and are 
not on the new BMS. 

Common areas are typically conditioned by rooftop units (RTUs) that are fed by the central boiler and 
chilled water. The gym RTU is just heat and ventilation only.  

The 2-pipe distribution piping for the boiler and chilled water runs throughout the building and have 
branches that run up and down to supply units on the 1st and 2nd floor. This pipe primarily has original 
insulation and it is missing in some locations (joints, bends, floor penetrations, etc.). This insulation was 
not upgraded when the system added chilled water, so there is the potential for condensation on the 
pipes where insulation and vapor barrier are missing or insufficient. 

Some specific observations about the mechanical systems: Many of the classrooms have two outdoor 
louvers feeding a single unit ventilator. The unit ventilators are typically located in the center of the 
classroom’s exterior wall in front of a structural column. Therefore, to provide outdoor air across the 
length of the outdoor air damper, louvers were installed on both sides of this structural column. However, 
only about 1/6 of each louver is actually ducted to the unit ventilator, so the majority of this louver is just 
an unnecessary thermal break in the building envelope. While the louver is enclosed with sheet metal, 
these are not air-tight and significant amounts of outdoor air leak through these louvers into the unit 
ventilator and wall cavity (even when unit ventilator is off). Several of the louvers were temporarily 
covered with plastic, but there was still significant air leakage into the classrooms during our field 
observations.  

Unit ventilators are constant volume fans, but use a modulating valve for the feed water to vary discharge 
air temperature based on space load. This leads to reduced dehumidification capabilities. From Trane’s 
unit ventilator manual: “The sensible cooling capacity of a constant volume system decreases to match 
the smaller sensible cooling load. Any latent cooling (dehumidification) capacity is purely coincidental.” 
(https://www.trane.com/Commercial/Uploads/Pdf/1092/uvprc003en.pdf, page 12). Simply put, these 
unit ventilators are not designed to control humidity.  

The rooftop exhaust fans pull from several classrooms through a vertical chase, but are not interconnected 
to any other system. Therefore, when new controls were applied to the unit ventilators to shut-down to 
save energy over the summer, the exhaust fans were still operating continuously. This would result in 
classrooms being depressurized. With the leakage in the exterior walls, humid air was likely being drawn 
into the classrooms but was not being treated (as unit ventilators were in unoccupied “off” mode). While 
the unit ventilators are off, there is still chilled water being circulated throughout the building, so exposed 
chilled water pipes would have condensation issues due to the high indoor humidity levels. 

5. SHORT-TERM versus LONG-TERM RECOMMENDATIONS: 

The CMSTF is recommending short-term and long-term repairs to alleviate the moisture incursion at CMS. 
Should the BOE decide to implement the short-term recommendations in the expectation of re-opening, 

https://www.trane.com/Commercial/Uploads/Pdf/1092/uvprc003en.pdf
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they MUST complete the remediation work with ample time to allow for evaluation/testing/dry run of the 
building to test the efficacy of the work done. These are short-term recommendations and there is no 
guaranty that they will work. The BOE MUST have a back-up plan in place in the event that similar 
conditions as last summer repeat themselves. There may need to be some dehumidification equipment 
to bridge the month of August should the exterior humidity levels reach similar levels as last summer. 
Should the BOE elect to take the long-term approach with the intent of opening CMS for the 2020 or 
beyond school year, the majority of the short-term repairs MUST be completed to maintain the building 
in the interim until the long-term repairs are in place. There MUST be a testing/dry run period prior during 
the Summer (during times of high outside relative humidity) prior to re-opening the school. 

Note: It must be noted here that these short-term recommendations (both envelope and mechanical) are 
not meant to be a permanent fix for the building. The short-term repairs are meant to hold the building 
until the long-term repairs are accomplished. If CMS, as current configured (layout, space, etc.) meets the 
needs of Westport Public Schools (as determined by BOE), then the CMSTF recommends that the Town 
put in place a plan to implement the long-term repairs to remediate and repair the building.  

6. EXTERIOR, ENVELOPE & INTERIOR SHORT-TERM PROPOSED REPAIRS: 

A. There are two existing pipe tunnels running below the school. The tunnels are not ventilated 
and have tested positive for mold in the past. The tunnels should be cleaned, waterproofing of 
the interior surfaces should be completed and the tunnels should be ventilated. Additionally, 
any subsequent rooms that have indications of mold must be remediated. 

B. Re-grading to direct water away from exterior walls at both solid and landscaped surfaces. Drop 
grade 4”-8” at all landscaped areas adjacent to building. Regrade all grass/dirt areas to create 
positive drainage (multiple locations around school). Swales may have to be created in some 
areas. (see long term solutions for further grading suggestions).  

C. Remove all sidewalks and planting areas that abut existing CMU walls at building perimeter 
(with exception of front entrance, which is covered). Re-install sidewalk areas 4’-6’ away from 
building and at 4"-8" below existing height (exposed foundation to be water-proofed). Sidewalks 
to properly slope away from building. Install landings where necessary for egress and ADA 
compliance. 

D. Install crushed stone for 3’-4’ at building perimeter adjacent to the building and incorporate 
perimeter drainage at areas where sidewalks were removed and drain to daylight (spread). 

E. Install perimeter drainage around school in areas where the grade cannot be dropped and divert 
flow to daylight. 

F. Waterproof interior spaces that are fully or partially below grade areas (from exterior if allowed 
and/or interior as necessary). These areas may also require additional ventilation. 

G. Re-point existing masonry joints where needed at perimeter walls. There are areas of mortar 
separation in both the 1998 and 1963 portions of the building. 

H. Remove and replace sealant and expansion joints at exterior masonry wall joints 
I. Clean existing CMU and apply a breathable water repellant coating to exterior. A/E firm should 

investigate manufacturers and recommendations for each type of wall assembly, water tests 
may be required to test efficacy of sealant. Sealant will need re-application every few years. 

J. Remove existing sunshades and supports from the perimeter of the building, repoint masonry 
and seal openings and joints with sealant. Investigate with A/E team a possible film to be 
applied to the surface of the windows to prevent heat gain. 

K. Re-caulk ‘wet seal’ the existing windows throughout the building. 
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L. Extend break metal flashing where necessary at window heads and parapet flashing to direct 
water away from vertical face of façade. 

M. Insulate (closed cell spray foam) behind all existing metal wall panels in the areas of metal stud 
back-up wall construction above ceiling from the top of first floor windows to the bottom of the 
upper floor windows to prevent air infiltration.  

N. Remove unit ventilator louvers from exterior of building, install closed cell spray foam at all 
areas not used for air intake and re-install louver and seal perimeter. The metal sleeve in the 
louver for the unit ventilator to draw outdoor air may need to be extended to provide a 
separation between the intake duct and the foam insulation. Alternatively, it may be possible to 
install new insulated sleeves from exterior to the rear of the unit ventilator. Additionally, areas 
at the interior wall area where the unit ventilator is accessible could also be insulated/sealed 
(only accessible areas).  

O. Repair the existing roof and copings where necessary as well as the vertical faces of flashing up 
the inside of parapet walls where required, clean all drains, re-pitch areas with scuppers to a 
leader/downspout away from building and reseal all coping joints. 

P. Remove the existing windows at the upper rotunda. Replace the windows and re-flash the 
openings. 

Q. Re-route existing scuppers and leaders away from building, and add additional gutters, 
downspouts where needed. 

R. Insulate all piping within the building walls and ceilings (including all gaps, transitions, elbows 
and thru floor locations) and make sure condensate piping drains to exterior. 

S. Anti-microbial, high NRC ceiling tiles should be used for any needed ceiling tile replacements. A 
complete swap out to these ceiling tiles should be done as part of the long-term repairs. 

7. MECHANICAL SHORT-TERM PROPOSED REPAIRS:  

These short-term fixes will improve the space conditioning operation of the building, but are not seen as 
a long-term solution based on some design limitations and age of equipment. In addition, there is no 
guarantee that these short-term repairs will completely solve the issue (once envelope issues have been 
addressed). Performance of this solution will need to be verified through field testing/monitoring over 
the summer.  

A. Revise the controls of the unit ventilators.  
i. Disconnect the occupancy sensor integration 

ii. Change or add temperature/relative humidity/CO2 sensors to each classroom. It is also 
recommended that this sensor be relocated more central to the room (potentially 
attached to ceiling grid). The unit ventilators would be operated based on temperature. 
The outdoor air damper would be operated based on CO2 thresholds. Needs to be 
confirmed that the outdoor air damper modulates. In cooling season, the unoccupied 
schedule would be overridden by the relative humidity sensor if humidity levels exceeded 
a threshold. Finally, any control for free cooling (closing indoor return and only bringing 
in outdoor air) would need to be overridden if outdoor relative humidity is high to avoid 
excess humidity being drawn into the classrooms. 

iii. Exhaust fans should be interconnected with the unit ventilators of the classrooms that 
are on the same exhaust duct distribution. If all unit ventilators are off in that zone, the 
exhaust fan should also be off. If exhaust fans can be modulated, evaluate whether 
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mechanical exhaust dampers could be installed per classroom and interconnected with 
each unit ventilator.  

B. Balancing of unit ventilators (outdoors ventilation amount) and exhaust fans. 
C. As described above in recommendation 6.N, from the exterior, use closed cell spray foam to air 

seal the perimeter of each louver box and insulate the louver enclosure. 
D. Insulate all piping within the building to ensure suitable thermal and vapor barrier are provided 

on pipes. 
E. Verify that unit heater condensate lines properly drain 
F. As described above in recommendation 6.A, provide exhaust ventilation to the mechanical 

tunnels to provide continuous air circulation in these spaces. 
G. The cooling tower needs some maintenance to extend its service life. Replacement of the cooling 

tower is not recommended as it is not proposed as part of the long-term solution. 
H. While recommendation 6.M should minimize the air leakage into the drop ceiling area, including 

an air pathway (eggcrate ceiling tile) between the classroom and drop ceiling may be desired to 
have better air circulation within this space.  

These changes should be done at a minimum, but this doesn’t mean that the mechanical system can 
provide the humidity control needs of the school. This is a bit of trial and revise, as the true capabilities of 
the original system are unknown. July-August 2018 was extremely hot and wet, so it may have been one-
time issue as a result of extreme conditions and EPC modifications.  

For the testing period, CMSTF proposes two efforts: 

I. Pressure testing of the building. This should occur after the exterior walls are remediated (based 
on short-term recommendations)  

• What is the general pressurization of the school during normal operation? The kitchen 
exhaust hoods do not have any make-up, so when the cafeteria is operating, what impact 
does that have on building pressures? What other constant exhaust are operating 
throughout the school (bathrooms, labs, art rooms, etc.)? 

• What are classroom pressures during normal and unoccupied conditions? 
II. Relative humidity monitoring of building once envelope and mechanical short-term 

recommendations have been completed. 
• During a week of high summer conditions, are relative humidity levels able to be 

maintained throughout the school at levels recommended by OSHA/ASHRAE. 

The 480-volt exterior dehumidifiers that were rented and used over this past summer should be at the 
ready in case the short-term repairs are not sufficient to control indoor conditions. If these dehumidifiers 
are used again while the long-term repairs are being implemented, there are (2) two options for powering 
these dehumidifiers. The first option is to rent a portable generator, which would be located within code 
required distance from the school which would provide 480 volt power to the units. When locating 
potential generators, seek to avoid locations near fresh air intakes. The second option would be to utilize 
the school’s electrical distribution system. Based upon the actual maximum electrical demand on the 
electric service to the building, there is sufficient capacity to power the dehumidifiers. The electric service 
is 208 volt and the dehumidifiers are 480 volt. A 208-volt service switch would be required at the existing 
electrical service equipment which would feed a step-up transformer to provide 480 volts required for the 
dehumidifiers. A 480-volt feed could run across the roof from the transformer to power the dehumidifiers. 
Both options would work and at the time the dehumidifiers were required, a determination would need 



CMSTF Report 
 

9 
 
 

to be made based upon how long the dehumidifiers were needed and what would be the associated costs 
of each option.  

8. ENVELOPE LONG-TERM PROPOSED REPAIRS: 

A. Design new grading and drainage plan for the site as part of an overall campus plan.  
B. Exterior wall options: 

i) New exterior façade over existing CMU Options (in order of complexity and cost): 
a) Stucco or EIFS over existing CMU with integral vapor barrier could be looked at as a 

solution in certain areas. A further review of the wall components by A/E firm would be 
necessary to determine the efficacy of this approach. 

b) Metal clad panels over existing CMU (similar to an Alucobond/Reynoldbond panel 
system) as new rainscreen curtainwall with integral vapor barrier. A further review by A/E 
firm of the wall components, dew point and structural integrity to allow panel attachment 
would be necessary to determine the efficacy of this approach. 

ii) New wall option: Remove existing CMU (in areas where the cavity wall has deteriorated) and 
exterior sheathing down to existing stud back-up (replace studs where necessary). Install new 
insulation, exterior sheathing, vapor/water barrier, exterior insulation, mortar net, air-cavity, 
possible exterior of metal cladding or masonry. 

C. Windows – While sealing of the windows over the short term may buy some time, there are many 
areas where the seals have failed, flashing and weeps are inadequate. In the end the window 
system should be replaced. This can be done in a phased approach. The areas of window wall 
where the metal stud back up and unit ventilator locations appear to be the in the worst condition. 
In a phasing approach this area may be the area to begin.  

D. Roof – Currently there are only minor repair issues with the roof. However, the roof is probably 
at the end of its useful life. There should be a plan/schedule in place to replace the existing roof 
areas over the next few years…this schedule should be coordinated with mechanical 
modifications, additions and replacements. 

9. MECHANICAL LONG-TERM PROPOSED REPAIRS: 

The existing infrastructure of the school makes modifications to the mechanical systems challenging as 
there is limited space to run ductwork or piping above the drop ceilings. If the existing school is to be 
reused, it is anticipated that the following measures would be required to update the school: 

A. Remove all unit ventilator louvers in the exterior wall and rebuild walls. 
B. Ventilation would be provided to each classroom through the existing exhaust duct. Dedicated 

outdoor air systems (DOAS) units would be located on the roof (ideally, reroofing would be 
performed prior to setting any new units on the roof). These would provide pre-treated 
ventilation air to each classroom (there are options for heat/energy recovery, but further design 
is required). Modulating dampers in the ductwork can be interconnected with the room CO2 
sensors to vary the amount of ventilation that is provided to each classroom. An exhaust system 
from other common areas would need to be controlled to maintain a neutral pressure balance of 
these systems. Transfer grilles from the classrooms to the common areas would be required. 

C. There are three options for the unit ventilators: 
i. Provide heating and cooling as they currently do. 

ii. Only provide heating. In this scenario, variable refrigerant flow (VRF) air-source heat 
pumps would be utilized for space conditioning. The Encon proposal (dated 12/14/2018) 
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references this system (though they specify a cold climate “hyper heat” unit which would 
not be required as the unit is being used for space cooling only). Outdoor units would be 
located on the roof and refrigerant piping would need to be run to each classroom. Above 
the drop ceiling, a concealed air handler would be installed. 

iii. Option ii could also be pursued while replacing the unit ventilators with valved flat panel 
radiators.  

D. Replacing all the RTUs in the general spaces with new direct expansion RTUs with hot-gas reheat 
(to provide additional dehumidification capabilities). Gas lines would need to be plumbed to each 
RTU. 

E. Replace kitchen exhaust hoods with new commercial system that provides make-up air. 

10. PHASING/LONG TERM: 

The BOE/Town with assistance of the A/E firm should create a 2-4 year capital forecast to do the necessary 
work to re-occupy the building by the Fall of 2020 and complete full restoration during Summers, 
vacations and after hours as was done at other Westport schools while those buildings were occupied. 

11. PUBLIC OUTREACH: 

Parents and staff will want reassurance that CMS is truly safe in the near and long-term before CMS is 
reopened. It would be prudent to get some help early on from experts in the field. An Occupational and 
Environmental specialist has the expertise to be able to help assess the building prior to reopening and to 
also speak to the community. Engagement with and education of the community should happen as soon 
as possible, if the BOE decides to proceed with remediating CMS. It would be good to have several 
opportunities for an expert to present to the community and then to have open discussion forums to 
allow specific concerns to be addressed. 

12. PROJECT SCHEDULE: 

See attached example of a rough outline of a possible schedule, which reflects short-term work. The 
schedule does not reflect long-term envelope items as the method of repair has not been selected. 

13. CONCLUSION: 

The CMSTF was asked by the BOE to evaluate the building to determine if the school could re-open by the 
start of school 2019. The CMSTF cannot with certainty recommend or not recommend that the school will 
be ready to occupy for the upcoming 2019-20 school year. Several of the recommendations for repairs to 
the school envelope and mechanical systems are short term efforts and will need to be tested during a 
time of high humidity or temperature transition to evaluate the efficacy of the repairs. How much of this 
issue was a result of building envelope issues versus mechanical issues? Will we see a continuation of 
extreme weather in summers? Prior to the EPC modifications, did the systems operate adequately? Are 
the units properly sized? There is no way to answer these questions at this time.  

Additionally, as many of the recommendations cannot be accomplished by the maintenance staff, the 
process and time required for approvals, funding, bidding, design and actual implementation as well as 
testing will most likely exceed the time remaining prior to occupancy for the fall of 2019. A fast-track 
option would need to be considered by the BOE/Town in order to expedite approvals through all the 
governing bodies. Also, a double shift work day schedule could be implemented in order to minimize the 
overall project construction schedule. 
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The BOE/Town of Westport should expeditiously put in place a CMS Building Committee to be approved 
by the RTM. The CMS building committee/Town should hire an Owner Rep/Project Manager to facilitate 
the process. The newly formed CMS Building Committee should issue an RFP/RFQ to either hire an A/E 
firm or a Design Build (must include A/E firm as part of DB) firm to investigate, design and build the 
repairs/remediation work for CMS. Considering this is a Town asset and Town has numerous qualified 
volunteers and employees who have experience in building and construction as well as numerous 
professionals in Town who have worked successfully on school building committees, the Town should run 
the project not BOE. The Staples, Bedford and Saugatuck building committee approach worked very 
successfully in the past. The BOE should appoint one of its members as an ex-officio member of the newly 
created CMS Building Committee to report back to the board. The CMSTF would also recommend that 
each proposed member of the CMS Building Committee have building, design or construction experience 
and the size of the committee should be of a limited number. 

14. DISCLAIMER: 

The CMSTF’s scope was only focused on water incursion and mold growth. Several of the 
recommendations for repairs to the school envelope and mechanical systems are short term repairs and 
will need to be tested during a time of high humidity or temperature transition to evaluate the efficacy of 
the repairs. The BOE/Town should hire the necessary A/E consultants to evaluate the recommendations 
of this report as well as the KG&D report and the Peer Review by WJE and provide professional services 
to design any/all repairs to the building. 

The CMSTF does not have the resources to properly estimate the costs associated with any of these 
recommendations, therefore BOE/Town should enter into an RFQ/RFP process to hire professionals to 
determine the costs associated with the remediation. 
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The CMSTF was appointed as follows: 

Russell Blair 

Ward French 

Jay Keenan 

Srikanth Puttagunta, P.E. - Secretary 

Joseph Renzulli 

Vanessa Valadares, P.E. – Chair 

John Broadbin, RLA – Ex-officio 

 

Acknowledgements: 

Colleen Palmer – BOE Superintendent 

Jim Marpe – First Selectman 

Mark Mathias – BOE Chair 

Jeannie Smith – BOE Vice Chair 

Elaine Whitney- BOE Secretary 

Karen Kleine – BOE member 

Vik Muktavaram – BOE member 

Candice Savin – BOE member 

Neil Phillips – BOE member 

Elio Longo – Chief Financial Officer 

Theodore Hunyadi – Director of Facilities and Security 
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APPENDIX: 

A. LIST OF OBSERVATIONS: 

 

Date: Location: 
January 9, 2019 Tour inside and outside school 
January 9, 2019 Boiler Room 
January 14/15, 2019 Probes W1, W9, W14, W16, W18, W19 and W22 
January 15, 2019  Further inspections on many classrooms (236, 222, 221, 203, 204, 105, 205, 

121) 
January 17, 2019 Back side of unit ventilators @ classrooms 221, 205, 105 and 121 
January 28 – 30, 2019 Outside Louvers classrooms 118 and 123 

 

 



APPENDIX B

Week 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23 24 25 26 27 28 29 30 31 32 33 34 35 36 37 38 39 40 41 42 43 44 45 46 47 48 49

Jan Feb Feb Feb Feb Mar Mar Mar Mar Apr Apr Apr Apr Apr May May May May Jun Jun Jun Jun Jul Jul Jul Jul Jul Aug Aug Aug Aug Sep Sep Sep Sep Sep Oct Oct Oct Oct Nov Nov Nov Nov Dec Dec Dec Dec Dec

Activity 28 4 11 18 25 4 11 18 25 1 8 15 22 29 6 13 20 27 3 10 17 24 1 8 15 22 29 5 12 19 26 2 9 16 23 30 7 14 21 28 4 11 18 25 2 9 16 23 30
1. CMS Task Force 
recommendation

2. BOE Approval

3. Design RFP/RFQ prep

4. Advertise RFP/RFQ

5. Request Appropriation BOF

6. BOF Approval

7. RTM Approval

8. Board of Selectmen Approval

9. Contract

10. Notice to Proceed - Designer

11. Design Short Term Repairs 1 2 3 4 5 6 7 8 9 10

1. Advertise Bid

2. BOE Approval

3. Request Appropriation BOF

4. BOF Approval

5. RTM Approval

6.  Board of Selectmen Approval

7. Contract

8. Notice to Proceed - Contractor

9. Shop Dwgs/Submittals 
approval

10. Permit

Phase 3 - 
Construction        

1. Start of construction - 
construction period TBD

1. Testing

2. Certificate of Occupancy

CMS Rehabilitation Project - Estimated Project Schedule

Project Close-
out

2019

Starting

M
il

es
to

n
e:

 S
ta

rt
 R

u
n

 D
ry

 P
er

io
d

M
il

es
to

n
e:

 T
ea

ch
er

's
 b

ac
k 

A
u

g
 2

1

M
il

es
to

n
e:

 F
ir

st
 D

a
y 

o
f 

S
ch

o
o

l 
A

u
g

u
st

 2
7

Start Week

Jan 28, 2019
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Reference Document for wall probe photos:
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Wall Probe Photos – Inspected on 1/15/19 - all probe holes were dry. 

W-1 Probe – Front of building adjacent to main entrance.  Construction in this location is (from interior 
to exterior) CMU back up wall, bituminous damp-proofing (may also act as mastic to hold rigid insulation 
in place), 2” rigid insulation, air cavity, exterior 4” ground face CMU.  There is an asphalt/copper flashing 
at the base which extends inward horizontally to interior block and up approximately 8” vertically.  The 
opening appears dry with no immediate signs of moisture. 
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W-9 Probe   – North side lower on wall. The opening was at an area with concrete back up. The opening 
appears dry with no immediate signs of moisture. 

   

 

W-14 Probe   – East side of gymnasium.  Similar construction to W1.  There is an existing column that is 
rusted on the face and should be cleaned and painted.  The coping and drip edge at this location should 
be checked.  The opening appears dry with no immediate signs of moisture. 
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W-16 Probe - Corner at NW corner of gymnasium.  Similar construction to W1.  The coping and drip 
edge at this location should be checked.  The opening appears dry with no immediate signs of moisture. 
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W-18 Probe   – Addition adjacent to gymnasium.  Construction in this location is metal stud back up with 
exterior sheathing, vapor barrier/membrane, air cavity, exterior ground face masonry.  The exterior 
sheathing has deteriorated and is no longer in place (you can still see the screws which held it in place) 
as a result the membrane has sloughed down into the cavity.  There is some minor signs of rust, but 
does not appear to be degrading the structure.  The opening appears dry with no immediate signs of 
moisture. 
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W-19 Probe    
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W-22 Probe   - Curved pop out addition at lower level.  Similar to W1, able to see mortar net at this 
location, which has dropped mortar on top of it.  The opening appears dry with no immediate signs of 
moisture. 
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Unit Ventilator Outdoor Louvers – Room 118 and 123 

General Comments: 

1. The exterior screens and louvers appear to be easily removed without damaging the 
masonry.  The screens screw into the louver with (4) bolts and the louvers screw into the side of 
the opening with (4) bolts.  Gasketing and caulk had to be removed to pull out the louvers. 

2. There are significant reductions in the size of the overall louver to the intake to the UV's. 
3. There sheet metal plenums the length of the louver which appear to be un-insulated from the 

inside. 
4. The internal outside air damper at one of the 1990 addition was examined and concluded it is 

closing completely.  The linkage between the actuator and the damper will need to be tightened 
to insure the louver closes completely.  There is some sealing which would need to be done but 
would have to looked at on a unit by unit basis. 

5. The metal plenum at the exterior wall was completely sealed to the masonry on the 1990 
addition and there was a gap in the 1960 addition as Jay pointed out in his photos which allowed 
air to enter the wall cavity. 

6. All the sheet metal plenums would need to be checked to eliminate gaps between each plenum 
and the masonry walls. 
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Unit Ventilators from Inside - Classrooms 105, 205, 121,  and 219 
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Exterior 
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