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Maine Regional School Unit 21

2016 Master Facilities Plan
May 2016

Introduction

In the fall of 2015, the RSU School Board of Directors formed a subcommittee to revisit and update the 2011 Master 
Facilities Plan. This report reflects the work of that committee during the 2015-2016 school year and the current 
recommendations for future facilities usage.

Executive Summary

Given 2015 enrollment projections from Planning Decisions, Inc. the expiration of the Thornton Academy Middle School 
Contract, the renovations to three of our schools, and the continuation of choice for Arundel students in grades 9-12, this 
analysis supports the Harriman recommendation that we will have adequate space for all students in RSU 21 using 
existing and renovated facilities well into the future. Based upon actual numbers of classrooms in our elementary schools, 
we currently require 86 full size classrooms. Assuming accurate enrollment projections, classes at the Board 
recommended size, and a perfect distribution of students, we will need between 85 and 78 classrooms for grades K-5 over 
the next ten years. 

Once the building projects are complete, Kennebunk Elementary School, Kennebunkport Consolidated School, and 
Mildred L. Day School will have 70 full size classrooms collectively. Therefore, based upon the functional capacity of our 
schools and the current needs of our students, we are 16 classrooms too large to close Sea Road School. Further, assuming 
accurate enrollment projections over the next ten years, we will remain 8 and 15 classrooms too large. 

Since the 2015 Planning Decisions, Inc. Enrollment Projections are accurate to +/- 10% and we anticipate some 
fluctuation with renovated buildings and Arundel middle school students, we recommend that the RSU 21 School Board 
of Directors update and review the Elementary Student Enrollment Projections and Number of Classes Needed (Appendix 
A) annually. Once the K-5 enrollment gets close to 70 required classrooms, the Board should reinstate a subcommittee to 
discuss a proposal for the closure of Sea Road School.

Recommendations

 It is recommended that the RSU 21 School Board of Directors annually update and review the Elementary Student 
Enrollment Projections and Number of Classes Needed Report (Appendix A).

 Once the RSU 21 School Board of Directors determines that the required number of classroom spaces needed 
would fit into our existing facilities, it is recommended that a subcommittee be formed to develop a proposal for 
the closure of Sea Road School. 

o At a minimum, this proposal must adhere to the regulations set forth in state statute (Title 20-A, Chapter 
103-A, Section 1512). 

o As noted in statute, this proposal would be subject to a vote by both the RSU 21 Board of Directors and 
members of each municipality by referendum.

o The proposal should also include a relocation plan for Central Office, a transition plan for existing Sea 
Road School students, and a plan for the future usage of Sea Road School. 

 In an effort to attain class sizes that are outlined in the RSU 21 Board Policy, it is recommended that 
administration reach out to families who live in Arundel and Kennebunk to offer attendance at Kennebunkport 
Consolidated School.
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Background

On July 1, 2009, the school districts of Arundel School Department and Maine School Administrative District 71 joined 
together to form Regional School Unit 21 (RSU 21). The newly formed School Board of Directors commissioned two 
important pieces of work: the development of a district Strategic Plan (2010) and a Facilities Use Plan (2011). Both 
plans were intended to provide guidance and direction over a five-year period. 

The district contracted with a local architectural firm, Harriman Associates, to conduct a study of the existing facilities 
and develop a Facilities Use Plan. The final document was released in the fall of 2010, spanning 123 pages, plus 
appendices, and including a variety of recommendations for the usage of our schools. A subcommittee of the School 
Board of Directors and the Facilities Committee studied the full document and considered the viability of each of the 
possible recommendations. Concurrently, the RSU contracted with Planning Decisions, Inc. to attain a 10-year enrollment 
projection for the three towns. In the summer of 2011, the Facilities Committee presented the School Board of Directors 
with a 10-page Master Facilities Plan. Both documents can be accessed on our website or by contacting the district central 
office.

The 2011 Master Facilities Plan called for renovations to Mildred L. Day School, Kennebunkport Consolidated School, 
and Kennebunk High School. At the time, groundbreaking was projected to be in the fall of 2013. The voters defeated the 
referendum for $72 million to locally fund this three-school project in January 2014. The district continued to look at 
needed renovations and reduced the scope of the project to $56.5 million in “needs not wants.” Voters in all three towns 
overwhelmingly approved this new figure. The renovation projects broke ground in the spring of 2016, representing the 
largest locally funded school project in Maine to date.

The 2011 Master Facilities Plan also calls for an elementary school in each town, the use of only existing buildings with 
renovations to expand the life of each at least 20 years, and maintenance of a K-5 school configuration in both Arundel 
and Kennebunkport. To that end, the plan also recommended a K-5 configuration at Kennebunk Elementary School once 
the population declined to the degree that students from Sea Road School would fit into Kennebunk Elementary School. 

The purpose of the 2015-2016 Master Facilities Committee was to evaluate the viability of our existing and renovated 
buildings to meet the needs of our student population into the future and to discuss the configuration of our elementary 
schools. The committee evaluated the functional capacity of each of our schools relative to existing numbers of 
classrooms, the RSU 21 Board Policy on Class Size, and the newest enrollment projections. 

Functional Capacity

In an effort to determine the true functional capacity of our elementary schools, we began with the capacity that was 
determined by our architects, Harriman Associates, in the 2010 Facilities Usage Plan. This is a number of students per 
square footage number. However, looking at our actual number of classrooms and other instructional needs, it was clear 
that the 2010 Harriman figure did not match. According to Crabtree, Rohrbaugh & Associates Architects, “…the rated 
capacity of a school may be determined in a number of different ways. Most often, the simplest method is used; this is, 
counting the number of teaching stations and multiplying by 25 (or some other number). This process is known as 
architectural capacity. But that method does not account for the complexity of the modern educational program and the 
many different instructional modes that are accommodated within each building. A comprehensive rating of the functional 
capacity of a building is possible only by preparing an analysis of a number of interacting variables” 
(www.pomounties.org/cms/.../POASD_ES_Cap_Study-11-29-2010.pdf). The types of variables suggested by the authors 
include:

 Characteristics of the instructional program and student grouping techniques

 Maximum class size policies of the School Board or regulations of granting agencies

 Physical dimensions and resulting usable area of the teaching stations

 Type of space and student scheduling modes

The 2016 Master Facilities Committee followed the above definition of functional capacity in schools when determining 
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our actual facility needs. We conducted a thorough analysis of our existing instructional program needs and 
characteristics, reviewed the RSU 21 School Board Class Size Policy and the Essential Programs and Services Teacher to 
Student Ratios provided by the Maine Department of Education, evaluated existing floor plans, and met with teachers and 
administrators to understand student space and scheduling needs. This process led us to the development of a current 
functional capacity in each of our schools. 

Kennebunk High School

Based upon the September 2015 Enrollment Projections Report from Planning Decisions, the number of students 
attending Kennebunk High School in 2015-16 are 668. Additionally, there are 135 students who live in Arundel that 
attend Thornton Academy High School and 22 attending other high schools of choice. Therefore, there are 825 students in 
grades 9-12 who live within the school district. This number is projected to be 800 in 2024-25. Given the fact that Arundel 
students had high school choice prior to consolidation, they retain high school choice into the future. As we face the end 
of the Thornton Academy Middle School contract, we anticipate more Arundel students staying in the RSU and choosing 
Kennebunk High School as their school of choice. If 100% of Arundel student chose Kennebunk High School as their 
school of choice, the projections indicate 800 students in the year 2024-25 with an error rate of +/- 10%. (See Figure 1). 
We do not anticipate the full 100% of Arundel students will choose to attend Kennebunk High School. 

Figure 1. Planning Decisions, Inc., 2015, High School Enrollment Projections

The renovations on Kennebunk High School began in April 2016 and will be complete in December 2018. The renovated 
high school will have a student capacity range of 700-973 (with 17-24 students per classroom). Given the existing 
enrollment projections, the committee believes that the renovated Kennebunk High School will have the capacity to 
educate students in grades 9-12 well into the future. Should the high school enrollment grow beyond these projections, the 
School Board of Directors could revisit the Kennebunk High School building plans, as there is an expansion capability of 
4 classrooms in the design.
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Middle School of the Kennebunks

The 10-year contract that was originated between the Town of Arundel and Thornton Academy in 2006 and inherited by 
RSU 21 in 2009 through consolidation, expires June 30, 2016. After that point, RSU 21 will no longer be obligated to 
tuition Arundel middle school students to Thornton Academy Middle School. By way of a formal Resolution, the RSU 21 
School Board of Directors has agreed to allow current students to complete their middle school years at Thornton 
Academy Middle School and current Arundel 5th graders the option to attend Thornton Academy Middle School for their 
middle school years should they choose to do so and adhere to the requirements set forth in the Resolution. For purposes 
of this report, Arundel students attending Thornton Academy have been included in Figure 2.

Figure 2. Planning Decisions, Inc., 2015, Middle School Enrollment Projections

Currently, some of the class sizes at Middle School of the Kennebunks are below Board policy. However, given the 
content specific role of teachers in grades 6-12, the enrollment would exceed Board policy with fewer teachers. In other 
words, we currently have 17.5 students in each sixth grade math class. Board policy recommends 22 students, with a 
range of 18-25 students per class at the middle school grade level. However, if we went from two sixth grade math class 
to one we would significantly exceed the policy at 35 students. Currently, all classrooms spaces are in use at Middle 
School of the Kennebunks. There are two existing computer labs, which have been identified as possible classroom spaces 
in 2018-19, when the number of grade six teachers expand from 8-10 to accommodate the incoming full class from 
Arundel. Projected enrollment at Middle School of the Kennebunks indicates that we can adequately house all of the K-8 
students in Kennebunk, Kennebunkport, and Arundel well into the future with minimal staffing increases and no 
additional facilities needs.
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Mildred L. Day School

One of the cornerstones of the RSU Consolidation Plan, approved by the voters in 2009, is the existence of an elementary 
school in each town. The School Board of Directors, Facilities Committee and Master Facilities Committees have held 
strong to this assumption. Additionally, as noted in the Harriman Facilities Use Report of 2010, the benefits of having a 
K-5 grade span in the same school include, minimizing transitions, opportunities for mentoring, consistency of teachers, 
families, and administrators, and an overall sense of community schools. 

Renovations to the existing Mildred L. Day School are underway and projected to be completed during the fall of 2016. 
The renovated building will house 12 regular education classrooms (2 per grade level) as well as space for allied arts, 
special education, related therapies, gifted and talented, and English Language Learners. According to the 2015 School 
Enrollment Projections Report, students in grades K-5 in Arundel have fluctuated from 246 to 279 over the past 10-year 
period. Over the next 10-year period, this enrollment remains stable, fluctuating between 247 and 255. The trend indicates 
the school is adequately sized to meet the needs of Arundel elementary school students in grades K-5, given the districts 
class size guidelines.

Figure 3. Mildred L. Day Enrollment 2015-2016

School   Grade Average Class Size Policy and (Range) Number of Classrooms

MLD K 18.5 18 (16-20) 2
MLD 1 19.5 18 (16-20) 2
MLD 2 22 20 (18-22) 2
MLD 3 18.5 20 (18-22) 2
MLD 4 19 22 (18-24) 2
MLD 5 18 22 (18-24) 2

Kennebunkport Consolidated School

Again, having a K-5 community school is a cornerstone to the Consolidation Plan and a priority for the RSU School 
Board of Directors and subcommittees. Renovations will begin in May 2016 and conclude in August 2016, in time for the 
beginning of the 2016-17 school year. According to the 2015 School Enrollment Report, the school-aged population in 
Kennebunkport is declining. Between the years 2004-05 and 2012-13, enrollment fluctuated between 182 and 220 
students in grades K-5. That number declined to 171 during the 2014-15 school year and is projected to drop fairly 
consistently to 119 by 2024-25.  Unlike the scenario at Mildred L. Day School, Kennebunkport Consolidated School class 
sizes are consistently under the district policy. (See Figure 4).

Figure 4. Kennebunkport Consolidated School Enrollment, 2015-16

School Grade Average Class Size Policy and (Range) Number of Classrooms

KCS K 13 18 (16-20) 2
KCS 1 23 18 (16-20) 1
KCS 2 14 20 (18-22) 2
KCS 3 19 20 (18-22) 2
KCS 4 19 22 (18-24) 2
KCS 5 15.5 22 (18-24) 2

The district administration has recognized this over time and granted parental requests from students living in Arundel and 
Kennebunk to attend Kennebunkport Consolidated Elementary School. During the 2015-16 school year, 27 students living 
in Kennebunk and 6 students living in Arundel attended Kennebunkport Consolidated School. These students are included 
in the above enrollment figures. Increasing class size in Kennebunkport will allow students access to a class size that is 
more closely aligned with the other schools in the district. Additional efforts should be made to continue to sustain and 
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increase class size in Kennebunkport. However, growing Kennebunkport Consolidated School to the class sizes 
recommended in policy will not result in the ability to close a different elementary school. There simply isn’t that much 
room at this time. 

Kennebunk Elementary (K-3) and Sea Road School (4-5)

With the exception of kindergarten, class sizes at Kennebunk Elementary School and Sea Road School are within the 
School Board Policy ranges. Between the two schools, there are 34 regular education classrooms. See Figure 5.

Figure 5. Kennebunk Elementary School and Sea Road School Enrollment, 2015-2016

School Grade Average Class Size Policy Size (Range) Number of Classrooms

KES K 15.6 18 (16-20) 6
KES 1 18 18 (16-20) 5
KES 2 18.8 20 (18-22) 6
KES 3 21.3 20 (18-22) 6
SRS 4 19.2 22 (18-24) 5
SRS 5 22.5 22 (18-24) 6

As noted in the introduction of this report, the 2011 Master Facilities Report recommended a K-5 configuration at 
Kennebunk Elementary School once the population declined to the degree that all K-5 Kennebunk students would fit into 
Kennebunk Elementary. 

The 2016 Master Facilities Committee spent extensive time analyzing whether or not all of the K-5 students in 
Kennebunk would fit into Kennebunk Elementary School. Between Kennebunk Elementary School and Sea Road School, 
we currently need: 34 regular education classrooms, 10 special education classrooms, 7 smaller therapy spaces, 3 response 
to intervention, gifted and talented, and Spanish full size classrooms, 2 additional classrooms divided in 4 for smaller 
spaces, and 3 additional allied art rooms (art, music, band). Kennebunk Elementary School has 34 full size classrooms. If 
we move Central Office, we gain 5 additional renovated spaces but remain 13 classrooms and 9 smaller spaces too small. 

District-wide Enrollment in Grades K-5

The 2016 Master Facilities Committee spent extensive time analyzing whether or not all K-5 students in the three towns 
would fit into three elementary schools if attendance lines were adjusted. In grades K-5 in RSU 21, we currently require 
87 classrooms to meet our existing programming needs and class size ranges. In Kennebunk Elementary School, Mildred 
L. Day School, and Kennebunkport Consolidated School, we have 70 full-size classroom spaces available. See Figure 6.

Figure 6. Available Full Size Classroom Spaces with Three Elementary Schools Open

Kennebunk Elementary School (34 regular plus 5 renovated)   39
Kennebunkport Consolidated School           15
Mildred L. Day School 16

Total number of classrooms spaces available: 70

If we consider current district-wide enrollment, eliminate all town boundaries, and assume a perfect distribution of 
students in each class, we arrive at the number of classrooms noted in figure 7.
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Figure 7. Projected Class Size Requirements

Total Classrooms 
Required 

2015-
16

2016-
17

2017-
18

2018-
19

2019-
20

2020-
21

2021-
22

2022-
23

2023-
24

2024-25

Top of class size 
range

80 79 78 76 75 74 74 74 74 74

Recommended class 
size

85 83 83 81 79 79 79 78 78 79

Bottom of class size 
range

93 92 91 88 86 86 86 85 85 86

The 2015 Planning Decisions, Inc. K-5 Enrollment Projections are noted in figure 8.

Figure 8. Planning Decisions, Inc., 2015, Elementary K-5 Enrollment Projections

Conclusion

Based upon enrollment projections, the expiration of the Thornton Academy Middle School Contract, the renovations to 
three of our schools, and the continuation of choice for Arundel students in grades 9-12, this analysis supports the 
Harriman recommendation that we will have adequate space for all students in RSU 21 using existing and renovated 
facilities well into the future. Based upon actual numbers of classrooms in our elementary schools, we currently require 87 
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full size classrooms. Assuming accurate enrollment projections, classes at the Board recommended size, and a perfect 
distribution of students, we will need between 85 and 78 classrooms for grades K-5 over the next ten years. 

Once our elementary schools are all renovated and if we decide to relocate and renovate Central Office, we will have a 
total of 70 classroom spaces. Since the enrollment projections are accurate to +/- 10% and we anticipate some fluctuation 
with renovated buildings and Arundel middle school students, we recommend that the RSU 21 School Board of Directors 
update and review the Student Enrollment Projections and Number of Classes Needed (Appendix A) annually. If the K-5 
enrollment gets close to 70 available classrooms, the Board should reinstate a subcommittee to discuss a proposal for the 
closure of Sea Road School. 
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Appendix A: Student Enrollment Projections and Number of Classes Needed Report
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Appendix B: Additional Questions Explored

What would it cost to rent space for Central Office?
 5656 square feet
 In one of the 3 towns
 Average rental is $12-$14 per square foot
 5656 X $13 = $73,528 per year

What is Sea Rd School worth in today’s market?
 58,230 square feet
 Not zoned for commercial 

o Could only be a school, day care, church, funeral home or municipal building
o In this case, rent would be $6 per foot - 58,230 square feet X $6 = $349,380 per year
o In this case, it would sell for $30-$40 per foot – 58,230 X $35 = $2.0 million

 If an application was made through a Contract Zone, and approved by residents, the price would be around $90 
per square foot – 58,230 X $90 = $5.2 million

 Additionally, the size is unusual and office space of similar size sits empty even in commercially zoned areas in 
York and Cumberland Counties

What would our savings be if we did close Sea Road School?


