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Background Information
Hall School is 100 hundred years old and Center School is 70 years old. The cost of maintaining these
aged schools is burdening the town financially, and the buildings do not provide a 21st-century learning
environment. With declining enrollment, which appears to have plateaued, there is a duplication of
personnel and services with the two buildings that adds additional costs. The Board of Education had a
professional facilities study (Friar, 2017) completed and requested a school building committee be
formed after significant data collection and public presentations. The Board of Selectmen, following a
town meeting vote to do so, appointed a Town School Building Committee and charged the members
with the following responsibilities:

1. Defining a Pre-k-grade 8 school to meet Willington's educational needs in cooperation with the
Board of Education.

2. Recommending competent architectural and engineering and other appropriate services for the
preparation of plans and specifications for constructing, furnishing, and equipping the school.

3. Developing a building proposal with associated financial commitments for Town approval and
developing a strategy for obtaining approval of that proposal.

4. Cooperating in the securing of state funding to support the building program.
5. Finding and recommending a site, if necessary, to meet school construction and Town needs.
6. Reviewing architectural plans, specifications, and proposed construction contracts.
7. Working with the Treasurer and Board of Finance and other officials to secure funding/bonding

for the projects.
8. Adhering to state statute at all stages of the project.
9. Obtaining the approval of the town legislative body for all obligations incurred throughout the

building process.
10. Identifying potential future uses of the two current school buildings, if necessary.
11. Overseeing construction and completion of the project.

(School Building Committee Charge adopted December 7, 2020 by Willington Board of Selectmen)

The Board of Education began studying school options as a result of rising costs and declining

enrollment. They also shared concerns about outdated/non-existent ventilation systems, minimal air

conditioning, roof replacement needs, limited electrical capabilities, aged windows, compliance with

the Americans with Disabilities Act, outdated plumbing, and overall building conditions that don’t meet

21st-century learning expectations.

The Board of Education studied school options with information from the Friar facilities study (2017)

and public feedback (survey, community engagement sessions, and round table feedback sessions).

In 2017 Friar Architecture completed a facilities study and identified the following options:

• Repair our schools

• Renovate our schools

• Build a new school
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In May 2019 a community survey was issued to solicit feedback on how the board should address the

aging facilities

• 92.2% of respondents noted that they were well-informed or familiar with the issues

• 66.7% of respondents did not agree with only doing minimal maintenance

• 64.7% of respondents supported having all students in one school

• 53% of respondents supported building a new PK-8 school

History of the Facilities

Center Elementary School, 1953
• Addition in 1959, 1980
• Renovation in 1995 for ADA compliance
• Current total square footage: 30,500 square feet
• Currently serves preschool through grade 4 with approximately 220 students

Hall Memorial School, 1922
• Provided at no charge to the town of Willington, but must be used as a school
• Addition in 1960’s, 1980
• Current total square footage: 63,016 square feet
• Renovation in 1995 for ADA compliance
• Currently serves grades 5 through 8 with approximately 175 students

Facilities study completed in 1987

• CES deficiencies noted: lack of special education resource room space, lack of
separate music room, small conference room, minimal storage space, inadequate
parking

• HMS deficiencies noted: cramped special education resource rooms, conflict of use
of stage and music area, lack of space for special staff offices, inadequate computer
facility space, cramped storage for library

• Study was followed by a 1992 Willington School Building Committee Report:
recommendation to secure land to purchase for the future construction of a new
school building.

Regionalization Discussion 2009-2010
• Discussion with Ashford, Mansfield and Region 19 for a prek-12 district
• Cost was determined to be excessive (union costs/positions, transportation)
• Willington would not have a seat on the Board (Mansfield wanted to tuition students)

Regionalization Discussion 2016
• Discussion with Mansfield to send all Willington students to Mansfield
• Initial discussion was a per pupil cost plus transportation and special education cost

• Conversation ended when Mansfield only wanted students (no regional school, only
tuition-in resulting in their ability to cancel the agreement with 1 year's notice)

3



Facilities study completed in 2017

• Study identified options (new school, renovation, capital projects) with preliminary
rough order of magnitude costs

• Similar deficiencies noted from the 1987 report
• Board of Education utilized report to recommend building a new school on a new site

Information Gathered by the School Building Committee
• Enrollment projections were completed by Dr. Peter Prowda, January, 2022

• Colliers Project Leaders was hired in the Spring of 2022 (School Building Committee’s
Owner’s Project Manager)

• BOE drafted educational specifications to confirm programmatic needs

• Conceptual options developed for renovations/additions or building new (based on the
educational specifications)

• Conceptual budgets and schedules have been developed for the options

• Over 120 potential building sites were reviewed for a new school building

• A new centrally located building site has been identified

• Phase I site environmental studies for HMS and the proposed new building site have been
completed

The SBC hired an Owner’s Project Manager to assist in the process following a regional search. SBC

hired Colliers Project Leaders as their Owner’s Project Manager (OPM) to facilitate the work of the

committee. Scott Pellman, Senior Project Manager at Collier’s, provided extensive experience to the

SBC.

Educational Specification Development
Educational specifications (Appendix B) serve as the connection between the educational program and

the facilities. They provide clear descriptions of the various learning activities and spatial requirements

needed within a building/site. School staff and community members provided input during the process

to ensure they meet the needs of our school community. Education specifications were developed by

the Board of Education. Many factors were discussed when developing the final document, and an

overview of the process can be found online in the Educational Specifications Identification meeting

document. The educational specifications will be used as the driving force behind developing a

preschool through grade 8 building concept.

To design the ed specs, the Board of Education focused on the following:

• 21st Century PK-8 School that maintains all current programs and provides flexibility, new
educational opportunities, and long-term operational efficiencies

• Provides learning environments to implement research-based instructional strategies

• Compliments the Willington Portrait of a Graduate

• Implements contemporary school safety design

• Meets current fire and building code requirements
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• Utilizes updated technology, ventilation, heating and cooling systems

• Provides accessibility for all school community members (ADA requirements)

Enrollment Study (2022)
Dr. Peter Prowda completed an enrollment study (Appendix C) for the School Building Committee. An

updated enrollment study is required by the Office of School Construction Grants and Review to

determine the district's reimbursement rate.

State School Construction Grant Information
State reimbursement is based on the following:

• All work over the property line is not eligible for reimbursement

• Square footage over the space standard calculation reduces the reimbursement rate (a
space waiver can be requested once the grant is filed)

• Eligible new construction grant reimbursement rate: 53.21% (rate changes annually and will
be set once the grant is filed) (2023 rate)

• Eligible alterations/renovation grant reimbursement rate: 63.21% (repair or replacement
costs of existing building components are ineligible) (2023 rate)

• Renovation status is not automatic for state reimbursement and a “Renovation as New”
application must demonstrate that renovation is less expensive than building a new school

RENOVATION STATUS
Section 10-282 (18) of the C.G.S. defines “Renovation” as “a school building project to totally refurbish
an existing building (A) which results in the renovated facility taking on a useful life comparable to that
of a new facility and which will cost less than building a new facility as determined by the
department…(B) which was not renovated in accordance with this subdivision during the 20 year
period ending on the date of application, and (C) of which not less than 75 percent of the facility to be
renovated is at least 30 years old.”

Two meetings (July 20, 2022, and September 5, 2022) occurred with the State of Connecticut Office of
School Construction, Grants and Review to discuss projects and reimbursement. The State and
Governors's office is encouraging municipalities to consolidate schools, but will not comment on what
project the community should pursue; an option needs to be selected and approved at a referendum
before a reimbursement grant can be submitted. Grant applications are due by June 30 each year to be
on the priority list for legislative approval and project funding. The State bases the initial grant
commitment on the highest projected student population within 8 years of the grant filing (419
students in 2023-2024, projections based on the 2022 enrollment study).

Utilizing the Office of School Construction Grants and Review space standard calculator, the initial
building size to maximize reimbursement is 57,654 square feet, which is based on population and grade
range (419 students 2023-2024). Square footage over the space standard calculation reduces the
reimbursement rate from the State. The State will not comment or issue any potential waivers for
additional reimbursement until a project has been formally submitted after a successful referendum.
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During the September meeting members of the Office of School Construction Grants and Review
acknowledged that their current space standard calculation does not adequately address a PK-8 school
for 419 students.

Identified Project Options
Project options were identified utilizing gathered information to determine the best preschool through
grade 8 facility option. The options below were reviewed concurrently including feasibility, cost, and
building timeline schedule. It was determined Center School was not an appropriate location for a
combined school because the land could not support the addition of a middle school. It was also
determined that the middle school location was not large enough to accommodate the construction of
a new school while the existing school was in operation.

New School, new site

Option 1 Build a new PK-8 school on a centrally located site providing for future expansion

Option 1A Build a new PK-8 school on a centrally located site providing for future expansion
along with a new auditorium for approximately 425 people
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Option 1/Option 1A: New PK-8 School
The SBC had “fit-test” designs completed by Colliers and QA+M to get an idea of building placement.
These were only samples utilizing square footage and not final designs. QA+M was hired to do a more
thorough review of the options being considered: new school new site, and renovation/addition of Hall
Memorial School. QA+M created drawings with potential placement along with a list of criteria with
rankings for each option (see QA+M Project Selection Criteria Overview below).

Colliers Design

QA+M Design
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Renovate Hall School

Option 2 Renovate HMS, demolish existing locker rooms and 2-story academic wing. Add a
two-story addition to consolidate the PK-8 grades and small area for expansion

Option 2A Renovate HMS, demolish existing locker rooms and 2-story academic wing. Add a
two-story addition to consolidate the PK-8 grades and construct a new
auditorium for approximately 425 people

Option 2 (sample layout)
The SBC had “fit-test” designs completed by Colliers and QA+M (utilizing square footage only).

Option 2A
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QA+M Designs

Public Engagement
The School Building Committee hosted numerous public engagement events but had limited
attendance. A survey was conducted as well. A subcommittee also published postcards to all Willington
community members with a mailing address and submitted articles to the Willington Wire. A tax
calculator was also posted on the town webpage to allow residents to estimate their taxes. All meetings
were posted and published on YouTube. A Frequently Asked Questions document was also published.
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Site Selection (state recommended)

The size of suitable land for a new PK-8 school is 15 acres plus one acre per hundred students (19.2
acres based on enrollment student). That is the maximum amount of land that would be reimbursed.
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Over 120 public and private undeveloped sites were reviewed utilizing the following criteria:

• Minimum 19.2 usable acres

• Topography that would allow a school and fields to be constructed

• Centrally located

• Safe vehicular access and site lines for bus and parent traffic

• Proximity to utilities

• Future expansion

• Minimal impact to wetlands

• Ability to meet educational specification requirements

Site selection was carefully considered by an SBC subcommittee. The search began utilizing 2019 data
provided by the Superintendent and Assistant Land Use Agent when a review was completed for the
Board of Education. The SBC subcommittee completed the same search utilizing the variables listed
above. Very few sites were identified as potential school sites due to a variety of factors including
wetlands, location, and topography. The recommended site on Adamec Road was by far the most
suitable property for a new school.

The Youngerman property was deemed inappropriate as a new school site as documented in the 1992
School Building report. This School Building Committee agreed the Youngerman property was not an
appropriate site for a new school.

Youngerman Property Evaluation (from 1992 School Building Committee Report)
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A Site Selection Matrix was developed to help the SBC identify the best piece of land for a new school.
Each property was ranked using the criterion to narrow the search. The search resulted in 4 properties
that best met the criteria, with the property on Adamec Road having the highest rank.
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Estimated Cost Savings (BOE operating budget)

The Superintendent, in collaboration with the Board of Education and Business Manager, identified
estimated savings ($532,000) based on moving all preschool through grade 8 students into one
building. The savings were primarily in staffing, however, no specific details were shared so staff would
not feel their position was in jeopardy and leave the district when a project might not occur (which is
what happened).

Estimated Capital Improvement Project Cost
Collier’s helped provide a cost avoidance summary utilizing the Friar Report, escalating prices to 2025
as done with the cost of a new building. If no building project were to occur, an estimate of the cost of
repairs was provided ($18,972,806). The cost estimate assumes all projects would occur in the same
time period and did not include added costs due to phasing, repeated contracting and procurement
requirements, and additional escalation for deferred projects.

Project Cost Summary
The following budget summary was provided to the public to share the cost of the potential projects.
The budget summary proved confusing to many townspeople and probably should have been retained
by the SBC as a reference. The same graphic was utilized to help determine the tax impact should a
project have occurred.
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Factors Considered for Project Selection (for referendum)

The SBC was tasked with consolidating the existing PK-4 Center Elementary School and the Grade 5-8

Hall Memorial School into a single PK-8 facility that:

● Provides 21st-century school with flexible learning spaces
● Addresses short and long-term deficiencies
● Updates mechanical systems for improved air quality and comfort
● Reduces operational and maintenance expenses
● Addresses all code-related issues
● Maximizes natural light and sustainability
● Provides for latest security and safety measures

The SBC considered a significant number of factors when making their recommendation to the Board of
Selectmen to hold a referendum to build a new school on a new site rather than an
alteration/extension of the existing facilities. Factors included:

● Age of facility and existing conditions
● Inability to engage professionals willing to work on older facilities due to concerns about

uncovering hidden conditions
● Room for expansion
● Timeline of construction
● Impact on education during construction
● Impact on educational programs
● Separate ball fields and opportunities for future development
● Cost
● Potential for hidden conditions within the existing facilities
● Parking capacity
● Improved student drop-off and bus lane
● Site location
● Community feedback

QA+M Project Selection Criteria Overview
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Referendum Results
A referendum for a new school on a new site was held on March 28, 2023. The committee separated
out Question 1 and Question 2 to allow taxpayers the opportunity to support a new project with or
without the additional cost of an auditorium. The following are the questions that were on the ballot.
The text of the questions on the ballot were very specific for legal reasons (requirement of the bond
council) and communicating this information to the public well before the referendum would have
clarified the cost after reimbursement and been beneficial to the community.

1719 checked voters
42 absentee ballots
34 grand list voters

School Building Committee Recommendations

Funding
The SBC was efficient in its use of town funds ahead of the referendum. However, a more
comprehensive and developed investigation/proposal (at an additional initial cost) could have provided
additional clarity about the project and its impact on the Town ahead of the referendum. This
investment could lead to better community engagement and understanding. Care should be taken to
clarify if early costs are reimbursable.

The Charge
The charge the SBC was operating under proved to be too limiting for an adequate assessment of the
full project and cost impact on the Town. A more flexible charge or the willingness to explore its
implementation more flexibly could have been beneficial. It would have been beneficial for the
committee to be able to consider a more comprehensive financial impact regarding the school project
in coordination with non-school-related projects.
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The work of an SBC may be able to be completed in two committees. The first would be a planning and
direction-setting committee, which would be tasked to determine the right solutions to the problems
and get the project through the public approval phase. The second would be tasked to implement the
solutions. This model allows the second group to focus only on “getting it done well” and not on what
should be done.

A lack of uniform support of the charge by some SBC members led to confusion and distrust of both the
SBC and the Town. Successful projects result from supportive environments. It was shared by the OPM
and by 2 different architects, who do school projects, that it is atypical for SBCs to have dissenting
members carry their disapproval beyond key decision points. It is more typical for the democracy of the
committee to guide the direction that all members then support once key decisions are made. As best
as possible, committee members should move forward towards their common goal as a committee
following the outcome of a vote.

Cost
Further definition and clarity regarding the financial impact of 'doing nothing' and improving the
existing schools would have provided a fuller financial impact picture to the town. This effort is moving
forward now through recent decisions by the BOE but would have been more beneficial if explored in
greater detail concurrently with the exploration of a new PK-8 proposal.

Once it became clear the only practical proposal was a new Prek-8 school on a new site, the process
dragged on exploring multiple cost and project options right up until a few months before the
referendum. A much clearer proposal could have been provided to the town if the SBC had been more
decisive in its direction earlier on.

Any future School Building Committee and Board of Education should consider the impact of escalating
costs and phasing in capital planning.

As shown in the SBC report from 1992 as seen below and as further confirmed through this SBC’s
process, additions to either building would be extremely challenging.

Technical Expertise
An Owner’s Project Manager could have been brought on much earlier in the process to better guide
the SBC through a complicated decision-making and application effort.

Earlier solicitation of the assistance of an architectural and engineering team to explore and vet design
opportunities and cost impacts could have resulted in a more efficient process.

Community Involvement/Communication
Greater participation should have been a larger focus of the SBC. Although BOE and SBC meetings are
public meetings, there was a notable lack of involvement in engaging the town and its various
constituencies in developing what a new PK-8 school should be. Although the SBC worked valiantly and
spent significant time ahead of the referendum to get the word out about the project, public
understanding remained a significant limitation and hindrance. Communications through email, mail,
social media, and the school website were utilized. The "present to speak" format allowing for an
opportunity for residents to speak about the project, provided no opportunity for true dialogue.
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A future SBC should consider an avenue that allows ongoing 2-way communication with members of
the community to help answer questions and rebut inaccurate information. Public engagement
sessions and visioning workshops would have allowed the community to develop a relationship with
the project and underlying need and built greater support within the community. A future SBC should
consider hiring a marketing firm or other technical expertise to guide advancement and engage
taxpayers (community outreach expertise). This could also be coordinated with the services of an
educational planner to write a community-focused set of educational specifications.

Any future SBC should evaluate alternative meeting approaches and community outreach strategies.
Consideration of eliminating public engagement during SBC meetings in lieu of separate and regular
community engagement workshops may be one approach.

Social media played an impactful and often negative role in public engagement. While the SBC did take
informative positions, social media was not managed in the manner that was needed to disseminate
accurate information and correct inaccurate information. Social media also created blurred lines
between committee members as individuals and as representatives of the committee.

Regarding the referendum questions, it would be important to communicate the cost of the project to
the Town (net cost after reimbursement) vs. what is on the ballot (total project cost) early and often in
the process.

Future committees should address any and all of the powerful methods of the current times.

Land
Future committees should review contiguous properties as the properties searched were single
parcels/properties. Also, a future search should include properties with domiciles (e.g. 22 acres with a
house was not placed on our list).

Considerations
Despite the failed referendum, the School Building Committee believes:

● The most effective and efficient means of implementing a combined PK-8 school is through
new construction on a new site.

● The property identified by the SBC as the proposed site of the new school is an excellent site
candidate for the proposed use, and of the properties examined at the time of the study it
remains the most advantageous available.

● The existing school facilities at Hall and Center are in need of significant and very costly
improvements to maintain their integrity for continued use and to support the advancement
of a contemporary educational model into the future. The SBC's efforts support the
recommendation that new school construction is anticipated to have the most advantageous
cost-benefit analysis in the long term.

● The Town should actively plan for a significant financial investment in school infrastructure
improvements (either new construction or renovations) within the next few years. It is
important for taxpayers to understand that the state will not provide reimbursement for the
majority of school improvement projects when done through the CIP process.

● The Town should consider its land inventory, if not open space, and perhaps sell the
unneeded parcels to purchase a more suitable lot for a future school.

● The Town may consider connecting with their local elected officials (senator, state
representative) to determine if they would support special legislation to get Willington a
higher reimbursement rate for a renovation project or a new school.
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Appendix A: Colliers Executive Summary
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Appendix B: Board of Education Educational Specifications Square Footage (11/8/22)

ACADEMIC CLASSROOMS SQUARE FEET TOTAL

Grades
PK-K

4 Classrooms Grades PK-K 900 3,600

4 Individual Toilet Room (In Each Classroom) 56 224

1 Common Storage Area 200 200

1 Breakout Area 150 150

1 Resource Room (Flex Space) 350 350

Grades
1-4

9 Classrooms Grades 1-4 800 7,200

2 Multi-Stall Toilet Room 325 650

1 Teacher Work/Lunch Room 800 800

2 Common Storage Area 200 400

2 Breakout Area 150 300

1 Resource Room (Flex Space) 350 350

Grades
5-8

10 Classrooms Grades 5-8 800 8,000

1 Teacher Work/Lunch Room 500 500

2 Common Storage Area 200 400

2 Multi-Stall Toilet Room 325 650

2 Breakout Area 150 300

1 Resource Room (Flex Space) 350 350

  24,424

SPECIALIZED ROOMS  SQUARE FEET TOTAL

2 Science Room 1,200 2,400

1 Prep Room 180 180

1 STEAM Classroom 1,000 1,000

1 Art Classroom 1,200 1,200

1 Art Storage 150 150

1 Kiln Room 100 100

1 Foreign Language 800 800

1 Instrumental Music 1,400 1,400

2 Practice Room 80 160

1 Instrument Storage 200 200

1 Chorus Room 1,000 1,000

1 Intervention Room 800 800

1 School Based Health (Mental Health) 150 150

1 Health Classroom 800 800

  10,340
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SPECIAL EDUCATION  SQUARE FEET  TOTAL

1 Self-Contained Classroom With Bathroom 400 400

4 Self-Contained Classroom 350 1,400

2 Speech/Language Office 150 300

2 Psychologist/Social Worker Office 150 300

1 School Counselor Office 150 150

1 Occupational/Physical Therapy Room 400 400

 2,950

ADMINISTRATIVE AREA  SQUARE FEET  TOTAL

1 Reception/Clerical Area 600 600

1 Secure File Storage 120 120

2 Administrative Office 180 360

1 Conference Room 200 200

1 Conference Room 300 300

1 Staff Toilet Room 60 60

1 Nurse's Office 150 150

1 Nurse’s Patient Waiting/Cot Area 300 300

1 Nurse's Exam Room 150 150

1 Nurse's Toilet Room With Shower 85 85

1 Teacher Storage Closet 50 50

1 Paraeducator Storage 50 50

4 Faculty Toilet Room 60 240

2 Single User Toilet Room 60 120

1 Pupil Services Office 300 300

1 Curriculum Office 150 150

 3,235

COMMON AREAS  SQUARE FEET  TOTAL

1 Learning Commons (Library, TV Studio) 2,400 2,400

1 Learning Commons Storage 150 150

1 Librarian's Office/Work Room 125 125

1 Cafeteria (Design For 3 Waves Of 150) 2,600 2,600

1 Kitchen, Food Storage, Office 1,400 1,400

1 Gym 7,200 7,200

2 Locker Room 400 800

1 Physical Education Storage 250 250

1 Physical Education Exterior Storage 250 250

2 Gym Office 120 240

1 Auditorium 8,000 8,000
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2 Public Toilet Room (With Changing Table) 300 600

1 Family Toilet Room 80 80

  24,095

SERVICE AREAS & GROSSING FACTOR
(WALLS, CORRIDORS, STAIRS)

 SQUARE FEET TOTAL

1 Information Technology (IT) Room 400 400

1 Main Distribution Frame (MDF) Room 150 150

2 Independent Distribution Frame (IDF) Room 50 100

1 Custodial Office And Lockers 250 250

3 Custodial Closet 70 210

1 Custodial Outdoor Storage 200 200

1 General Storage 200 200

1 Receiving 200 200

1 Mechanical 1,000 1,000

1 Electrical Service 150 150

2 Electrical Closet 40 80

1 Fire Protection Service 150 150

Subtotal Of Above 3,090

Grossing Factor (Walls, Stairs, Corridors) 15,000

 18,090

EDUCATIONAL SPECIFICATIONS NET SQUARE FOOTAGE 83,134
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Appendix C: Enrollment Study (1/11/22)
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Appendix D: Land Study

SBC Site Evaluation (private sites)
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SBC Site Evaluation (private sites) continued
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SBC Site Evaluation (town properties)
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Appendix E: SBC Financial Report
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