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Background  

Norwood Town Hall is a gorgeous historical building in the heart of the town of Norwood, MA. 

It is made of Weymouth granite and boasts one of the world’s largest historic carillons. As a day-

to-day functioning building, Norwood Town Hall houses many historical records, functioning 

town departments, and approximately 100 employees. 

  

                                                             Client Requirements 

 

The clients at Norwood Town Hall are seeking ways in which they can save money and create a 

more sustainable future for their historic building. They wish to see solutions from the easy “low 

hanging fruit” to long-term preservation of their carillon and historical assets. Specific requests 

include solutions for heating, and for organizing the town’s many historical records. 

  

Specific areas of focus include research and development of options for: 

●      Heating/Cooling to assist with the humidity and zone issues, and money savings 

●      Better archiving and organization of existing space 

●      Better energy use with the existing electric setup 

●      Easy adaptability and change for existing employees 

●      Create tiered solutions that will introduce sustainability slowly and at different cost points 

  

Opportunities & Risks 

Opportunities - Money saved on utilities and new procurements of buildings, cleaner energy and 

heating/cooling, better use of space and improved relations with community members,  increased 

organization and improved archiving, proper protection of carillon. 

  

Risks - Increased costs, storage units having to be continually leased, frustrations over use of 

space and heating/cooling issues, carillon sustaining expensive or irreparable damage, fire safety 

issues.  

Key Stakeholders 

 

Paul Halkiotis - Planning and Economic Development Director for the town of Norwood,   

reports to the town manager 

Patrick Deschenes - Assistant Town Planner, point of contact 

Catherine Carney - Building Manager for the town hall, Contract Administrator for the   town of 

Norwood, in the purchasing office 

Recommended Initiatives 
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Tier 1- low hanging fruit 

1. Replacing everyday paper-goods such as toilet-paper and paper towels with bamboo or 

sugarcane-based products  

a. This can be implemented by sharing a list (See Appendix A) of sustainable 

alternatives offered through W.B. Mason and encouraging incorporating these 

alternatives and sustainable practices wherever possible. This initiative does not 

offer cost savings for most products but does significantly reduce the amount of 

waste created in production, reducing Norwood’s footprint without requiring 

behavioral change. These simple initiatives are the first steps in promoting a 

sustainable mindset.  

2.  LED’s  

a.  Most lights have been converted to LED’s already for the energy savings, doing a 

sweep to ensure all new bulbs are LED only in every part of the building will be 

the final step 

3.   Replacing cleaning products with green, non-toxic alternatives 

a. (Cleaning products can also be found in Appendix A) 

4.   Energy efficient, surge-suppression power strips 

Tier 2 - 

1. Re-sealing walls, doors and windows where there are drafts 

a. Most windows are now but not all, including (but not limited to): 

i. Office on the third floor where new wall meets brick   

ii. The Carillon doors 

1.  Into the tower space 

a. This door should also be kept shut to maintain climates in 

the carillon and third floor respectively 

2. The trap door at the top 

b. This simple solution alone can save up to 10-20% on energy with an estimated 

cost of $3-$30 and only a few hours, as little as one, to complete according to 

Energy.gov. Additional resources also available in references and further reading. 

2. Other areas for improvement can 

3. Conduct an energy audit for assistance/information on recommendation one as well as 

other, varying tier solutions. See Tier 3 heating section, page 7, for additional information 

free energy audits.  

 

 

4.  Implementing a composting plan 

a.   Norwood already promotes composting on its website, information on 

composting as well as signs that can be used in implementation are available here, 
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and it has the infrastructure in place with a composting site within short walking 

distance of the town hall that is not currently being fully utilized  

b.  This has the potential to drastically reduce waste each week and can be easily 

measured. The EPA estimates approximately 30% of waste could be diverted to 

compost where it will be converted to fertilizer for reuse, benefiting the planet, 

rather than entering landfills where they will be unable to decompose as they 

would in a composting operation and will instead  release methane gas, increasing 

global warming. Additional reading on benefits and practices is also available in 

references and further reading 

Tier 3- 

Archiving - 

As per the Massachusetts Secretary of State, each office/custodian of records has multiple 

options for archiving and digitizing their records.  

Any questions one may have on proper digitization or retention can be directed to the Mass 

Records Management Unit. The requirements for proper digitization and databasing can be 

found at - https://www.sec.state.ma.us/arc/arcpdf/Electronic_Records_Guidelines.pdf  

Questions on record retention are to be directed to -  

Massachusetts Records Management Unit (RMU) 

617-727-2816 (Phone) 

 617-288-8429 (Fax) 

 RetentionHelp@sec.state.ma.us  

Step-by-Step Recommendations for the Digitization Process  

1. Pull every piece of paperwork from the building and storage areas that does not need to 

be physically on hand for day to day processes, including paperwork in: 

a. Storage - The “attic,” “garage”, and storage areas 

b. Filing cabinets throughout the building 

c. Offices/desks 

Each office determines which course or courses of actions to take with each type of 

record they service 

d. Massachusetts Retention Schedules are consulted for each record/Form 

http://retweb.sec.state.ma.us/retweb/default.asp  

e. A master list of retention schedules specific to each office is compiled and 

emailed to RetentionHelp@sec.state.ma.us for cross checking and approval 

f. Volunteers use the approved master list to determine what is to be destroyed, what 

is to be digitized, and what is to be kept in its original form 

https://www.sec.state.ma.us/arc/arcpdf/Electronic_Records_Guidelines.pdf
mailto:RetentionHelp@sec.state.ma.us
http://retweb.sec.state.ma.us/retweb/default.asp
mailto:RetentionHelp@sec.state.ma.us
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g. Paperwork approved for destruction is shredded and recycled 

2.   Have chosen company archive the documents to a database 

a. The documents would be searchable online by customers (for a small fee) and 

staff (for free) 

b. The database would be compatible with the new program/software the town hall 

is currently rolling out to go paperless 

3.   Employee Training 

a.     Ensure employees are well educated on the changes 

i.   Able to help customers 

ii.   Employees don’t get frustrated/give up 

iii.   Employees realize this is easier and get excited about the changes 

b. Individual small group training by office for each department 

c. Easily accessible customer help line 

d. Memorable and fun training 

e. Directions and training easily accessible (emailed to each employee) 

4.   Customer Training on retrieval of documents from the database 

a.   Banner advertising new forms on the town’s website 

b.  Small fee to access the paperwork online to offset costs 

c. Easily digestible step by step directions  

d. Clear statement on how and where the forms go after filling them out online/what 

to do next 

e. Easily fillable forms (think online shopping) 

f. Customer support in person and on the phone 

 

For additional support, especially for records designated as PERMANENT, or those which will 

not be digitized, the state offers the Roving Archivist Program. This free of charge program 

brings an archivist in to review your programs and provide strategic assessment or offer 

arrangement and description training. More information on the program and an application can 

be found in Addendum B, or at this website - /www.sec.state.ma.us/arc/arcpdf/Institutional-

Application-for-Roving-Archivist-Services.pdf   

  

 Heating/Cooling to assist with the humidity & zone issues, & money savings 

1.  Air-source heat pump 

a.  Energy efficient down to 5 degrees Fahrenheit, after which they still work but 

become less efficient 

b.  Lower cost up front, have the option of zone control so that different sections of 

the building can be different temperatures 

c.  Provides air conditioning in the summer 

d. Dehumidifying, which could protect the structure of the carillon, improve air 

quality, and reduce mold and mildew growth 

http://www.sec.state.ma.us/arc/arcpdf/Institutional-Application-for-Roving-Archivist-Services.pdf
http://www.sec.state.ma.us/arc/arcpdf/Institutional-Application-for-Roving-Archivist-Services.pdf
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e.  The diffusion heads can be tailored and are not that hard to rework 

f.  Can be implemented in sections, for example only in the Carillon (reducing 

upfront cost) 

g.  Last for 15 to 20 years with maintenance 

2.  Geothermal Heating 

a. The most energy-efficient heating system 

b. Higher upfront cost 

c. Provides air conditioning in the summer 

d. No zone controlled-heating and cooling 

e. Estimated that approximately a four loop, vertical system would be needed 

f. Can’t be implemented in smaller sections  

g. Could last for 50 years with maintenance 

 

Both Air-Source and Ground-Source (geothermal) heat pumps are sustainable 

alternatives that could be implemented in the town hall and offer potential savings in the long 

term. Two main concerns when deciding between the two are upfront costs and how long they 

will last.  

 

Estimates range drastically for cost comparisons and payback periods for air-source heat 

pumps compared to propane, oil, electric, and natural gas systems, with a Mass Energy 

Consumer Alliance estimate placing annual costs at $660 higher than natural gas for an average, 

2,000 square foot home. However this estimate was made assuming $1.38 per therm while 

Norwood has been spending over $2 per therm and no less than $1.60 and also uses information 

from older heat pumps. The $0.62 per therm difference between the estimated used and the 

reality in Norwood when using over 5000 therms as Norwood did in January is a cost difference 

of over $3,000, so it is reasonable to assume costs would be lower than this estimate projects.  

 

Heat pumps have also been continually improving in performance over the past decade 

and have become significantly more efficient. Estimates provided by Synapse suggest $261 in 

increased costs compared to natural gas, significantly lower, using information from a UNH 

Sustainability Institute & Climate Solutions New England report that also notes increasing 

efficiency and, importantly, heat pumps produce less than half the greenhouse gas emissions 

natural gas does.  

 

These estimates also compare heating costs but do not account for savings that can come 

from cooling and dehumidifying capabilities. Files throughout the town hall have experienced 

mold damage due to humidity in the summers, and humidity in the Carillon is a primary concern. 

The walls of the structure  surrounding the carillon are cracked and crumbling from expansion 

and contraction of water brought on by excess humidity, which can damage the wooden frame of 

the instrument itself.  
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Better managing heating, cooling, and humidity can save significantly on maintenance 

costs for the carillon, a priceless part of Norwood’s history. In order to obtain an accurate 

estimate for the cost of an air-source system, it will be necessary to consult with a contractor on 

which model would need to be used for the space, to determine its efficiencies and to factor in 

the value of monitoring humidity and cooling, as well as comparisons in heat costs to the 

existing system.  

 

All sources agree that, as noted above, a geothermal system will provide greater 

efficiency and cost savings compared to other systems and reduced carbon emissions. This 

makes geothermal more attractive specifically from a cost savings perspective, however added 

costs must be factored in when comparing to an air-source system. Geothermal does not offer 

humidity controls, which leaves the carillon at risk and does nothing to address mold and 

humidity concerns throughout the building. Geothermal must also be installed throughout the 

building at once, and does not  have zone controls.  

 

The town hall currently has different heat settings throughout its offices, adjustments 

would need to be made if all offices needed to be set to a consistent temperature. Offices are 

already using personal-use electric heaters, which increase costs and are potential fire hazards, 

and without zone controls this is more likely to continue. Cultural shifts in the way the office 

operates would need to be made to avoid those costs. This is easier to solve than the carillon 

preservation and could be addressed as a separate, cost savings and efficiency initiative (tier 2, 

standardize heating). 

 

 It would be possible to combine both options and utilize air-source only with the 

Carillon room. Air-source can be both installed in sections and zoned, so it would be possible to 

install a pump only in the carillon which would be a significantly lower cost option than full 

implementation of either ground or air source heat pumps. Future investments could be made to 

either expand the air source or use geothermal throughout the rest of the building after the initial 

implementation, depending on its success, future funding, and town approval. 

 

With both, it is essential to find a good contractor. If choosing to invest in a complete 

geothermal system, it is recommended to consult with the local facilities who have already 

converted as they can provide the most accurate feedback on the effectiveness of the system for 

them, cost estimates, and review of the installation process. Even with high upfront costs, this 

would be simple to propose to the town as it has a proven track record in the area. However, 

again, it would be a very significant investment and is reliant upon funding and approval.  

 

With an air-source system, Mitsubishi was recommended by a sustainable energy expert 

and architect from a Massachusetts residential clean energy and sustainable resource solution 
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organization consulted on potential heating alternatives. Mitsubishi can be contacted for local 

contractors to provide estimates. Contractors can also be found easily through Mass Save. 

 

 Prior to investing in either heating option, we recommend first visiting tier 2 solutions 

around sealing drafty areas and consistent heating plans as these will reduce costs and improve 

efficiency. A free energy audit through Mass Save is available and will provide professional 

feedback on areas that can be improved. These audits are provided by local sponsors in each 

area. National Grid is the sponsor for gas, which includes information on air sealing and 

weatherization, pipe insulation, heating system controls, among other measures, for the town of 

Norwood. Norwood’s own municipal light department is the local sponsor for electric, which 

includes information on HVAC system upgrades and controls, among other measures. Both 

opportunities would be beneficial for the town hall and could provide additional resources when 

looking to install new heating systems.  

 

National Grid can be contacted at efficiency@nationalgrid.com or contacted at 1-800-

332-3333 for small business or 1-800-843-3636 for gas energy efficiency program and rebate 

information. Additional information on these options as well as applicable programs and grants 

is available in the references section, where resources for additional research can be found. 

 

  

 

 

 

 

 

 

 

 

Fostering Sustainable Behavior  

mailto:efficiency@nationalgrid.com
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Sustainability Capital Reserve 

  

In order to ensure that future sustainable projects can be funded and implemented quickly and as 

needed, a new account for Sustainability Capital Reserve (SCR) should be opened. It should be 

funded in both of the following ways - 

  

1. Collecting the money saved by switching to more sustainable, cheaper solutions. For 

instance, if the old electric bill was $1000, and the new bill is $400, the difference, 

($1,000-$400=$600) of $600 should be set aside in the SCR account. 

2. Each meeting to determine budgeting for the year should include a line item in the budget 

for future sustainable projects. Thus, setting aside additional money for this Sustainability 

Capital Reserve account to pull upon for projects throughout the year. 

  

  

Performance Metrics & Reporting 
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● Compare utility/supply bills before initiatives to after initiative implementation 

● Account for newly opened square footage/usage possibilities in both the building and 

storage 

● Compare before and after humidity levels in Carillon Tower 

● Employee inquiry about comfort of office temperatures after changes are made 

● Compare paper use amounts from before the implementation of digital 

applications/records to after 

● Compare waste before and after implementation of compost 

  

Recommendations: Future Initiatives 

Use reserve to invest in additional green marketing for the town to promote initiatives throughout 

Norwood, including: 

●  Educational events on simple home improvements that can be made 

●  Further promoting pre-existing initiatives such as composting 

●  Partnering with other sustainability-focused towns 

●   Investing in a full, new, sustainable heating system (if electing only to use air-source 

heat pump in the carillon) 

● Automatic locks and lights 

● Sensor lighting  

  

 Roadmap 

  

April - Present solutions of possible initiatives to the stakeholders 

May  - The sustainability initiatives are presented and voted on at the town meeting 

June - Low hanging fruit solutions begin to be implemented 

  

If budgeted and approved - 

  

June - Files are sorted through by employees and volunteers 

July  - Archiving company begins taking boxes to be databased 

Town begins new training for those offices who will be using paperless records/applications 

Town rolls out advertising on their website saying paperless/archiving coming soon! 

Sept. - Database is finished 

Link is added to website walking people through how they may now get their records online/file 

new ones via the website 
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Presentation Event Plan 

   

1. Date/Time/Location: April 23, 2019 at Norwood Town Hall 

  

Stakeholders to attend - 

  

●      Paul Halkiotis 

●      Patrick Deschenes 

●      Catherine Carney 

  

2. Agenda & Approach; 

 

●      Present solutions via PowerPoint and information packet with detailed financials and next 

steps for each option. 

●      Bring examples of simple, Tier One solutions to install and demonstrate ease of use for the 

stakeholder 

●      Outline implementation plan 

●      Take questions from the stakeholders as to how to implement each of the suggested 

initiatives’ 

●      Follow up (as needed) with 

●  Help presenting for the budgetary meetings 

●    Assistance in training the workers 

● Assistance in creating a campaign to educate customers on the new digital forms  
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Appendix A 

 

 

 

Addendum B
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