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Request at a Glance

$500,000
Borrowing Authorization

Funds Owner's Project Management and design/engineering 
services to bring the HVAC replacement project to bid-ready 
plans and specifications.

Based on an estimated cost range of $370,700 – $467,500, 
with contingency — rounded up for a margin of safety.

Construction-phase borrowing would be brought forward in a 
future article, once design is complete.

Why Now

• Building overall is in fairly good condition — the roof is 
under warranty, with 15–20 years of life expected

• Town Meeting appropriation and Green Communities 
grant recently supported repair of solar array

• HVAC is one of the last major building systems left to 
address to sustain the life of the facility

• CSI Engineering's June 2026 survey found most 
mechanical equipment well past its useful life

• Deferring replacement risks unplanned equipment 
failure, higher emergency repair costs, and classroom 
disruption due to non-compliance with DESE regulations
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Sutton Elementary School / Simonian Center

The Building

• 407-409 Boston Rd - The shared home of Sutton Elementary School and 
the Simonian Center for Early Learning

• At the time of CSI Engineering's June 30, 2026 survey, the building was 
observed to be in good to excellent overall condition — operational and 
well maintained

• The roof is still under warranty; facilities staff anticipate another 15–20 
years of service life from it

Why HVAC & Why Now

• District Administration had identified several classrooms were falling below 
DESE regulations to maintain classroom temperatures of at least 68 degrees

• HVAC replacement is one of the remaining major projects identified to 
sustain the life of the building

• Most mechanical systems were installed with the original building and are now well past their ASHRAE-published useful life expectancy

• Addressing HVAC now protects the Town’s investment in a facility that is otherwise in strong shape
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HVAC Systems Condition Assessment

CSI Engineering, LLC performed a field survey of all existing HVAC 
equipment in June 2026:

• Overall building systems (equipment, piping, ductwork, controls) were rated 
fair to good. Functional, but most equipment exceeds its ASHRAE published 
useful life expectancy

• Rooftop units (4) are 28 years old against a 15-year expectancy; RTU-4 has 
significant condensing coil damage

• Air handling units (4) are 27+ years old against a 15-year expectancy

• Exhaust fans are approximately 30 years old against a 20-year expectancy, 
with several no longer functional

• The Elementary school chiller (installed 2022) is rated in excellent condition 
with ample remaining service life

Rooftop unit — 1998, well past 15-year ASHRAE life expectancy

Air handling units on the roof — poor condition, 1999
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System-by-System Findings

10
SYSTEM TYPES ASSESSED

4
HIGH PRIORITY — REPLACE NOW

2
MID PRIORITY

4
GOOD CONDITION / LOW PRIORITY

System Age ASHRAE Life Exp. Condition Priority

Rooftop Units (4) 28 yrs 15 yrs Poor HIGH

Exhaust Fans ~30 yrs 20 yrs Poor — several non-functional HIGH

Fan Coil Units (4) ~28 yrs 20 yrs Poor HIGH

Unit Ventilators (60) ~28 yrs 20 yrs Poor – Fair HIGH

Air Handling Units (4) 27–28 yrs 15 yrs Poor MID

Air-Cooled Condensers 21–27 yrs 20 yrs Poor — uses legacy R-22 MID

Variable Air Volume Boxes (8) ~28 yrs 20 yrs Good LOW

Heat Pumps (District Office) 16 yrs 15 yrs Fair – Good LOW

HW / CHW Pumps (8) ~28 yrs 20 yrs Good — well maintained LOW

Chiller (250-ton, 2022) 4 yrs 20 yrs Excellent -
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Current HVAC Infrastructure at the SCEL and SES
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Current HVAC Infrastructure at the SCEL and SES (cont.)
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Additional Findings

Code Compliance

• Several exhaust/intake louvers are located within 10'-0" of one another, a 
violation of International Mechanical Code §401.4 (ERV-1, EF-17, EF-9)

• Correction requires relocating exhaust or intake equipment to restore 
code-required clearance

Refrigerant & Equipment Condition

• Existing condensers use legacy R-22 refrigerant, no longer available. 
Replacement condensers will require mandated A2L refrigerants and 
ASHRAE 15 safety compliance calculations

• Damaged and missing pipe insulation observed at multiple locations

• A hole in the medium-pressure ductwork feeding VAV-2 is allowing 
conditioned air to leak into the ceiling cavity

Roof-mounted condensers — poor condition, damaged coils/fins

Damaged pipe insulation observed during survey
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Estimated Construction Cost

$2.7M – $3.5M
Estimated Construction Cost Range

Full replacement of all high- and mid-priority HVAC 
equipment identified in the CSI Engineering assessment.

How the estimate was built

• CSI Engineering — the same firm that assessed the existing system — 
developed a quantity-based estimate covering materials and labor for every 
component recommended for replacement, totaling approximately 
$2,635,000

• That baseline was cross-checked against the Town's research of other HVAC 
replacement projects of similar scope recently completed at comparable 
schools

• The resulting range reflects reasonable escalation and market variability 
between now and an anticipated bid date, and provides the basis for the 
Feasibility Study & Design cost estimate
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Feasibility Study & Design — Borrowing 
Authorization

Line Item Rate Low High

Sutton Elementary School / Simonian Center

Estimated Construction Cost $2,700,000 $3,500,000

Feasibility Study & Design

Owner's Project Manager (OPM) 3% $81,000 $105,000

Design & A&E 8% $216,000 $280,000

Testing / Environmental Compliance Flat $40,000 $40,000

Subtotal $337,000 $425,000

Design Contingency 10% $33,700 $42,500

Total F/SD Borrowing Authorization $370,700 $467,500

Requested authorization of up to $500,000  to provide a reasonable margin for market conditions.
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Next Steps

1
Town Meeting 
Authorization

Vote to authorize 
$500,000 in borrowing 
for Feasibility Study & 
Design services.

2
Select an OPM & 
Designer

Town and District jointly 
procure an Owner's 
Project Manager and 
design/engineering firm.

3
Schematic Design 
& Testing

Develop construction 
documents; complete 
required testing and 
environmental 
compliance.

4
Return to future 
Town Meeting

Present final 
construction cost and 
request full 
construction-phase 
borrowing authorization.

5
Construction

Bid and construct the 
HVAC replacement, 
targeting the 
$2.7M–$3.5M estimated 
construction cost.
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Protecting Our Investment in Sutton Early Learning 
Center
• The building is otherwise well maintained with an approximate 15-20 

years remaining useful life expectancy

• HVAC replacement is the last major system standing between the 
building and a fully renewed useful life

• A modest, phased authorization now lets the Town and District return 
with a firm construction number before committing to the full project 
cost

• This is a shared Town–School District priority. The Town must 
continue to maintain conditions of facilities, particularly for our 
vulnerable populations

The building's 2022 chiller — an example of what well-maintained, modern 
equipment looks like
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Thank You

Austin Cyganiewicz  —  manager@town.sutton.ma.us

Caitlin Paget  —  pagetc@suttonschools.net


