
 
 
 

AGENDA
 

AUDIT COMMITTEE
OF THE BOARD OF TRUSTEES
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3100 Main Street, 2nd Floor Auditorium, Houston, Texas 77002
 



 
NOTICE OF A MEETING OF THE 

Audit Commi
ee
OF THE BOARD OF TRUSTEES

HOUSTON COMMUNITY COLLEGE

September 3, 2025

No�ce is hereby given that a Mee�ng of the Audit Commi�ee of the Board of Trustees of
Houston Community College will be held on Wednesday, September 3, 2025 at 2:30 PM,
or a)er, and from day to day as required, 3100 Main Street, 2nd Floor Auditorium,
Houston, Texas 77002. The items listed in this No�ce may be considered in any order at
the discre�on of the Commi�ee Chair and items listed for closed session discussion may
be discussed in open session and vice versa as permi�ed by law. Ac�ons taken at this
Mee�ng do not cons�tute final Board ac�on and are only Commi�ee recommenda�ons to
be considered by the Board at the next Regular Board mee�ng.

I. Call to Order

A. Opportunity for Public Comments

II. Topics For Discussion and/or Ac/on:

A. Risk Mi�ga�on Report: Deferred Maintenance

III. Adjournment to closed or execu/ve session pursuant to Texas Government Code
Sec/ons 551.071; 551.072 and 551.074, the Open Mee/ngs Act, for the following
purposes:

A. Legal Ma8ers

Consulta�on with legal counsel concerning pending or contemplated li�ga�on,
a se�lement offer, or ma�ers on which the a�orney's duty to the System under
the Texas Disciplinary Rules of Professional Conduct clearly conflicts with the
Texas Open Mee�ngs Laws.

B. Personnel Ma8ers

Deliberate the appointment, employment, evalua�on, reassignment, du�es,
discipline or dismissal of a public officer, employee or board member to hear
complaints or changes against an officer, employee or board member unless the
officer, employee or board member who is the subject of the delibera�on
or hearing requests a public hearing.

C. Real Estate Ma8ers

Deliberate the purchase, exchange, lease, or value of real property for Agenda
items if delibera�on in an open mee�ng would have a detrimental effect on the
posi�on of the System in nego�a�ons with a third person.

IV. Addi/onal Closed or Execu/ve Session Authority:

If, during the course of the mee�ng covered by this No�ce, the Board should
determine that a closed or execu�ve mee�ng or session of the Board should be held



or is required in rela�on to any items included in this No�ce, then such closed or
execu�ve mee�ng or session as authorized by Sec�on 551.001 et seq. of the Texas
Government Code (the Open Mee�ngs Act) will be held by the Board at that date,
hour and place given in this No�ce or as soon a)er the commencement of the
mee�ng covered by the No�ce as the Board may conveniently meet in such closed or
execu�ve mee�ng or session concerning:

Sec�on 551.071 - For the purpose of a private consulta�on with the Board's a�orney
about pending or contemplated li�ga�on, a se�lement offer, or ma�ers on which the
a�orney's duty to the System under the Texas Disciplinary Rules of Professional
Conduct clearly conflicts with the Texas Open Mee�ngs Laws.

Sec�on 551.072 - For the purpose of discussing the purchase, exchange, lease or
value of real property if delibera�on in an open mee�ng would have a detrimental
effect on the posi�on of the governmental body in nego�a�ons with a third person.

Sec�on 551.073 - For the purpose of considering a nego�ated contract for a
prospec�ve gi) or dona�on to the System if delibera�on in an open mee�ng would
have a detrimental effect on the posi�on of the System in nego�a�ons with a third
person.

Sec�on 551.074 - For the purpose of considering the appointment, employment,
evalua�on, reassignment, du�es, discipline or dismissal of a public officer, employee
or board member to hear complaints or changes against an officer, employee or
board member unless the officer, employee or board member who is the subject of
the delibera�on or hearing requests a public hearing.

Sec�on 551.076 - To consider the deployment, or specific occasions for
implementa�on of security personnel or devices, or a security audit.

Sec�on 551.082 - For the purpose of considering discipline of a student or to hear a
complaint by an employee against another employee if the complaint or charge
directly results in a need for a hearing, unless an open hearing is requested in wri�ng
by a parent or guardian of the student or by the employee against whom the
complaint is brought.

Sec�on 551.084 - For the purpose of excluding a witness or witnesses in an
inves�ga�on from a hearing during examina�on of another witness in the
inves�ga�on. Should any final ac�on, final decision, or final vote be required in the
opinion of the Board with regard to any ma�er considered in such closed or
execu�ve mee�ng or session, then such final ac�on, final decision, or final vote shall
be at either:

A. The open mee�ng covered by this No�ce upon the reconvening of the public
mee�ng, or

B. At a subsequent public mee�ng of the Board upon no�ce thereof, as the Board
shall determine.

V. Reconvene in Open Mee/ng



VI. Adjournment

CERTIFICATE OF POSTING OR GIVING NOTICE
 
On this 28th day of August 2025, this No�ce was posted at a place convenient to the
public and readily accessible at all �mes to the general public at the following loca�ons:
(1) the HCC Administra�on Building of the Houston Community College, 3100 Main, First
Floor, Houston, Texas 77002 and (2) the Houston Community College's website:
www.hccs.edu.
 
Posted By:
 
 
______________________________
Sharon R. Wright
Director, Board Services

http://www.hccs.edu


REPORT ITEM

Mee
ng Date:  September  3, 2025

Topics For Discussion and/or Ac
on:

ITEM #  ITEM TITLE PRESENTER

 A. Risk Mi
ga
on Report:
Deferred Maintenance 

Dr. Margaret Ford Fisher
Robert McCracken

James Walker
            

DISCUSSION
The enterprise risk management assessment of top risks to HCC iden�fied Deferred Maintenance as
a top 10 risk.  Since the annual deferred maintenance needs exceed available funding, effec�ve
mi�ga�on is needed to reduce the risk to the ins�tu�on.  This report provides an update on the
deferred maintenance risk mi�ga�on strategy and results.

COMPELLING REASON AND BACKGROUND
Effec�vely addressing maintenance of buildings and equipment minimizes the impact of deferred
maintenance.  By preven�ng the deteriora�on of building systems, the increased costs and
disrup�on to normal opera�ons associated with unplanned building system failures and equipment
breakdowns can be reduced. 

FISCAL IMPACT
Funding of Deferred Maintenance is included in the annual opera�ng budget.

STRATEGIC ALIGNMENT
1. Student Success, 4. Community Investment

ATTACHMENTS:
Descrip�on Upload Date Type
Deferred Maintenance Mi�ga�on Update 8/22/2025 Presenta�on

This item is applicable to the following:
Central, Coleman, Northeast, Northwest, Southeast, Southwest, District, Online 



Deferred Maintenance  
Program
Update
Dr. Margaret Ford Fisher, Chancellor

Sherry Hawn, Senior Vice Chancellor Finance and Administration 

Robert McCracken, Vice Chancellor Administration and 

Operations 

James Walker III, Chief Facilities Officer (Interim)

September 3, 2025



• Deferred Maintenance Risk

• Mitigation Strategy

• Preventative Maintenance & Monitoring Systems

• Strategy Overview

• BAS Monitoring

• Planned and Reactive Work Orders Breakdown

• Facilities Interruptions Tracking 

• Facilities Interruptions Update

• Deferred Maintenance FY 2025 Update: 

• DM Program Funding Overview

• Current Project Breakdown by Phase

• Financials Summary by College

• Financials Report

• Exigent Spend Summary

• Deferred Maintenance and Annual FCI by Year and Investment

• Deferred Maintenance Update for FY 2026 Update:

• Program Update

• DM 10 Step Process Update

• Annual Assessment Refresh Summary

• Proposed Deferred Maintenance Projects by Construction System for FY 2026

• Proposed Project Breakdown by Estimated Cost

2

Report 
Overview

September 2025 Report



• Annual deferred maintenance needs exceed 

available budget.

• Risks of postponing deferred maintenance leads 

to:

• Unplanned facility outages due to equipment 

failure

• Increased costs to complete repairs on due to 

exigent event (Ex. Boiler failure/ rupture) 

versus planned repair (Ex. Boiler seal and 

valve replacement)

• Degraded campus experience

• Decreased building value 

• Decreased resilience during utility outages 

and severe weather.

3

Deferred 
Maintenance 
Risk

September 2025 Report



• Preventative maintenance to maximize the life of 

building systems and equipment

• Continuous performance monitoring of critical 

systems

• Completion of a detailed Facility Condition 

Assessment

• Annual re-evaluation and update of the Facility 

Condition Assessment

• Prioritization of deferred maintenance projects to 

maximize the impact of available budgeted funds

• Project budgeting and tracking

4

Deferred 
Maintenance 
Mitigation

September 2025 Report
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Mitigation Strategy 

September 2025 Report
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• Deferred Maintenance Plan was implemented to replace obsolete equipment 

and prolong the operational life of critical systems

• Educate staff and vendors by routine and reoccurring trainings 

• Leverage technology to streamline the maintenance process 

• Prioritization of repairs that are urgent and impactful to operations

• Perform regulatory inspections on time and before expiration 

• Weekly visual inspections on systems 

• Building Automation System (BAS) monitoring of HVAC operations

• Work order documentation and tracking

• Outage tracking

Preventative Maintenance & System Monitoring

September 2025 Report
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Building Automation System (BAS) Monitoring

September 2025 Report

Example of alarm for the Condenser 

Water Bypass valve



• Work Order tracking metrics are based on 

the available data of rolling 12-month 

window. (August 2024 – July 2025). 

• Work Orders are divided into two types: 

• Planned Work Orders

• Reactive Work Orders 

• Planned Work Orders are preventative 

maintenance work that is proactive and 

performed with the intent of extending the 

life of equipment. These work orders are 

automatically issued per best practices 

schedules defined by the industry and 

manufacturer’s guidelines.

• Reactive Work Orders address maintenance 

work in response to an equipment breakdown 

or failure and other reported issues from end 

users. 

• Over time, the Work Order tracking will show 

the interrelation between Planned Work 

Orders, Reactive Work Orders, Outages and 

Deferred Maintenance. 

8

Facil ities Work Order Update 

September 2025 Report
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• Building interruptions are immediately a top priority for Facilities. 

• Increased deferred maintenance increases the risk of unplanned facility 

interruptions. 

• Tracking of building interruptions provides data to assess the effectiveness of 

the mitigation strategies.

• Tracking began December 2024. 

• Interruption metrics are tracked by location, hours, impact and cause.

• Interruptions are rated by: 

• Minor – Less than a day impact

• Moderate – Day long impact

• Major – Multiple days impact

Facil ities Interruption Tracking and Trending 

September 2025 Report



• Total Interruptions (8 months): 22 

• Interruptions are rated by time 
impact: 

• Minor: 22

• Moderate: 0

• Major: 0

• All interruptions between were 
rated as Minor with less than 8 
hours impact for any single 
interruption. 

• Interruptions were also rated as 
preventable: 

• Preventable: 10 

• Not preventable: 12

• Tracking interruption root causes 
and locations provides 
information on systems and 
locations that may need 
increased prioritization. 

10

Interruption to Operations Update 

September 2025 Report
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Deferred Maintenance Program FY 2025 Update

September 2025 Report



Deferred Maintenance Program
Deferred Maintenance Program created and funded annually since 2020.

Deferred Maintenance projects have been addressing the most critical deficiencies within budget limits.

In 2019, the funding need was estimated to be approximately $43M per year. 

FY Amount

2020 $13M

2021 $3.1M

2022 $8M

2023 $10M

2024 $10.98M

2025 $15M + $10M Amendment

2026 $15M Approved Budget in June 2025

TOTAL $85.1M

September 2025 Report 12
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Current 
Active 2025
Project List
Breakdown

Phase
Deferred Maintenance 

Project Counts

Design/Permitting 28

Procurement/Legal 9

Construction 17

Closeout 9

TOTAL 63

Active Project Count by Phase

* Counts current as of July 2025

September 2025 Report
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Deferred 
Maintenance 
Funds By 
College

September 2025 Report
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Deferred 
Maintenance
Projects 
Financials

September 2025 Report



• Exigent spend accounts 

for cost spent on repairs 

or entire or partial 

replacement of 

equipment due to failure.  

• Partial replacement 

would include changing 

out components to keep 

equipment in operation.  

• These items are in the 

MAPPS database but not 

flagged as a current 

deficiency needing urgent 

care during that year. 

• Continued underfunding 

of the Deferred 

Maintenance Program 

leads to increasing spend 

on exigent needs. 

16

Exigent Spend Summary by Year

September 2025 Report
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* Woodridge, Katy Mills and Gulfton are not included in the DM costs or FCI. 
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Deferred Maintenance Program Update for FY 2026

September 2025 Report



Deferred Maintenance current deficiencies Annual 
Assessment refresh with campus input completed in 
January 2025.

Funding approved by BOT in June was for a total 
of $15M for FY 2026 Budget and $10M Budget 
Amendment.

Prioritization scoring has been applied to the 
current deficiencies items and items have ranked.

2026 Deferred Maintenance Project list is 
currently under review and validation to be ready 
for FY 2026 implementation.

19

Deferred 
Maintenance 
Program 
Update for 
FY2026

September 2025 Report



1 Annual 
Assessment 

Refresh
2 MAPPS 
Update for 

Current 
Conditions

3 Prioritization 
Scoring and 

Ranking

4 BOT Budget 
Approval for 

Next FY 

5 Review by 
DM 

Committee

6 Project 
Packaging

7 Project 
Validation and 

Finalization

8 MAPPS 
Update for 
Proposed 
Projects

9 Project 
Implementation

10 MAPPS 
Updated for 
Completed 

Projects1. Annual Assessment refresh for campus report 
to validate and update current deficiency 
items and was completed January 2025.

2. MAPPS database updated with the campus 
reports, completed projects and RS MEANS 
construction costs.

3. Prioritization scoring then ranking of current 
deficiencies in April and May 2025. Begin 
preliminary project identification pending 
approved budget amount. 

4. Budget approved by BOT in June 2025.

5. Review of prioritization scored and ranked 
preliminary project list by DM Committee in 
July 2025.

6. Package funded items into projects to 
capture efficiencies of scale and logical 
grouping of work. 

Next Step: 

Project validation based on highest ranked 
deficiencies.

20

Deferred Maintenance 
10 Step Prioritization Process 
Update

* Criteria and definitions for Prioritization Scoring and Ranking are further described in Appendix.

Approved Budget $15M 
Amendment $10M

September 2025 Report

Current Step
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DM 
Annual 
Assessment
Summary

September 2025 Report

* Criteria and definitions for Prioritization Scoring and Ranking are further described in Appendix.



Proposed Deferred Maintenance Projects Budget
Project by Construction System Items MAPPS Budget

• Fire Life Safety - Fire Alarm and Security System Replacement 
12 $    1,993,972 

• HVAC Mechanical Equipment Replacements
27 $    7,156,978 

• Conveyances - Elevator Cab Replacement, Elevator Repairs, Modernization (software upgrades and parts)
1 $       346,524 

• Electrical - Replace Aged Panels and Transformers
19 $    6,702,310 

• Plumbing - Water Heater Replacements 
4 $    1,190,136 

• Roofing Replacement and Repairs 
6 $       297,069 

• Exterior and Structural - Wall Veneer Power-washing, Painting, Exterior Doors and Window Replacement
13 $  2,562,009 

• Site - Striping, Paving and Hardscape Repair/Replacement, Signage, Bollards, Benches Replacement, Tree, 

Grass, Turf 
3 $       946,457 

• Interiors - Wall Painting and Repairs, Flooring/Carpet Replacement, Door Repairs
0 $                   - 

• Specialties - Casework Replacement
0 $                   - 

Subtotal 85 $  21,195,456 

• Contingency/ Exigent Repairs $ 3,804,544

TOTAL 85 $ 25.0 M

* Construction System budget numbers are from the MAPPS database and are based on RSMeans construction cost estimates only. 

   Project associated costs not included are professional services, permit fees, constructability costs, etc. 

September 2025 Report 22



23

Proposed 
DM Projects 
Breakdown 
By Estimated 
Cost

September 2025 Report

Project Size Projects Items MAPPS Budget

$10,000 4 4 $28,758

$50,000 7 19 $222,643

$100,000 4 16 $353,776

$300,000 10 21 $2,122,613

$500,000 4 11 $4,275,393

$1,000,000 7 8 $5,737,841

Greater than $1M 2 6 $8,454,431

Total 38 85 $21,195,456

Project Size Projects Items MAPPS Budget

Small ($0-$100k) 15 39 $605,177

Medium ($100k-

500k) 14 32 $6,398,006

Large ($500k+) 9 14 $14,192,273

Total 38 85 $21,195,456



THANK YOU!

24September 2025 Report
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Appendix: Deferred Maintenance Program 
Criteria and Definitions for Prioritization and Ranking of 
Current Deficiencies

September 2025 Report



Prioritization Scoring Criteria and Definitions
Prioritization Score = FCA Priority + 

FCI Building Condition Assessment + Work Category

(Maximum score of 15)

• FCA Priority (1-5) 

Based on 2019 Jacobs FCA Report as defined by industry standards

1 Mission Critical affects the facility’s ability to stay open = 5 pts; 2 
Indirect Impact to Mission = 4 pts; 3 Short-Term Conditions are necessary 
but not immediate = 3 pts; 4 Long-Term Conditions are improvements = 
2 pts; 5 Enhancements improve the facility’s environment = 1 pt

• FCI Building Assessment (1-5)

Overall Building Condition Rating from Very Poor to Good based on 
Jacobs FCA Report updated annually for completed projects/ reset life 
cycle items

Very Poor (51-64%+) = 5 pts; Poor (31-50%) = 4 pts or NA; Below Ave 
(21-30%) = 3 pts; Ave (11-20%) = 2 pts; Good (0-10%) = 1 pt

• Work Category (1-5)

Addresses urgency of need 

Failure/ Emergency = 5 pts; Safety = 4 pts; Regulatory requirements = 
3 pts; Campus reported issues = 2 pts; FCA Assessment = 1 pt

26

Definitions 
for DM 
Program 
Process

September 2025 Report



Ranking Criteria
• Current Deficiencies Items are ranked by Prioritization Scoring 

then Construction System.

• Prioritization Scoring starting from 11. (No deficiencies scored 
12-15.)

• Construction system is in the following order: 

1. Fire and Life Safety

2. Mechanical

3. Conveyances/ Elevators

4. Electrical

5. Plumbing

6. Roofing

7. Exterior and Structural – building envelope, structural repairs, 
etc. 

8. Site – landscaping, irrigation, etc.

9. Interior – painting, flooring, etc. 

10. Specialties – casework, etc. 

27

Definitions 
for DM 
Program 
Process

September 2025 Report
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Appendix: Current Deficiency List FY 2026

September 2025 Report



Current Deficiency List
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Current Deficiency List
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Current Deficiency List
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Current Deficiency List
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Current Deficiency List
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Current Deficiency List
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Current Deficiency List
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Current Deficiency List
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Appendix: Summary of Expected Deferred Maintenance 
By Building

September 2025 Report



Summary of Expected Deferred Maintenance 
By Building
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Summary of Expected Deferred Maintenance 
By Building
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Summary of Expected Deferred Maintenance 
By Building
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