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MEMORANDUM 
 
To: Members of the Board of Education 
 
From: Jerry D. Weast, Superintendent of Schools 
 
Subject: Staff Work Group Report on Seven Locks Elementary School Project 
 
 
Executive Summary 
 
A joint County Council and Montgomery County Public Schools (MCPS) staff work group has 
identified that the least costly, most timely construction option for the Seven Locks Elementary 
School project is the original option already approved by the County Council and the Board of 
Education to build a replacement facility on Kendale Road.  The draft report of the staff work 
group estimates that the Kendale option is substantially less expensive than the six other options 
that would retain an elementary school at the Seven Locks site.  The only less expensive option 
would be to close Seven Locks Elementary School and reassign its students to other Churchill 
cluster elementary schools. The Kendale option provides a replacement school by December 
2007 for Seven Locks Elementary and simultaneous relief for overcrowding at Potomac 
Elementary. The comparative savings of the Kendale option range, in current dollars, from $4.3 
million for an option that would build an addition to Potomac Elementary in 2008 and modernize 
Seven Locks Elementary in 2011 to $963,000 for an option that would delay any improvements 
to either school until 2011—and all costs would escalate if more time is taken. I recommend that 
the Board of Education support the Kendale option with a modified core capacity of 640 students 
to address community concerns about the facility size and proceed with a public hearing, if the 
Board deems it necessary, and a recommendation to the County Council.  
 
Background 
 
On March 10, 2006, the proposal to form a joint staff work group was introduced by Mr. George 
Leventhal, president of the County Council, in a meeting with Mr. Michael Subin, chair of the 
Council Education Committee; Dr. Charles Haughey, Board of Education president; and me.  As 
proposed by Mr. Leventhal, the staff work group would evaluate options available to address the 
elementary school capacity and facility issues in the Churchill cluster and prepare a report of its 
findings. We supported the concept. At the Council work session on March 24, 2006, the full 
Council endorsed the work group plan, with all of the options to be evaluated. It was agreed that 
the work group findings would be forwarded to the Board and Council.  The Board then would 
use the report to formulate a request to address the Churchill cluster capacity issues.  The 
Council would use the report in reviewing the Board’s request. At that meeting, the Council 
voted to recognize the Board’s right to recommend the best option for students.  However, the 
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Council also noted there was very little support on the Council for the Kendale project, based on 
apparently little support in the community for building a new school on the Kendale site. 
 
The report of the staff work group is the latest in a series of events regarding the Seven Locks 
Elementary School project.  Earlier this year, on January 10, 2006, the Board of Education 
approved a special appropriation request to the County Council for the Seven Locks Elementary 
School replacement facility on Kendale Road. On February 15, 2006, the Montgomery County 
Office of the Inspector General (OIG) released an audit report on the Seven Locks Elementary 
School project based on “credible complaints from certain community members.” On February 28, 
2006, Councilmember Howard Denis introduced an amendment to build a replacement school on 
the existing Seven Locks site.  The Council held public hearings on the Board’s request and the 
Council amendment in March. 
 
As members of the Board of Education know, this project has a lengthy history prior to the special 
appropriation request in January.  This history has been well documented in responses to the report of 
the OIG and other documents. I will not repeat all of the information from these reports.  The 
information from these reports was used as the basis for my analysis and recommendation to the Board. 
 
Original Recommendation on Kendale 
 
In 2004, the Board of Education adopted and the County Council approved, as part of the FY 2005-
2010 Capital Improvements Program (CIP), a recommendation to build a replacement facility for 
Seven Locks Elementary School on a master-planned school site at Kendale. I recommended the new 
school as an alternative to a phased addition and future modernization project for Seven Locks 
Elementary School that has been approved as part of the FY 2003–2008 CIP to provide relief for 
overcrowding at Potomac Elementary School. The Kendale alternative best met the needs of students 
for several important and substantive reasons.  These include: (1) avoiding the exposure of 
staff/students to construction during the addition phase; (2) obviating the need to move to a holding 
facility for the modernization phase; and (3) placing the new school on a site that was safer from a 
traffic safety standpoint. Most importantly, it also was less costly than the phased 
addition/modernization. After a thorough review of the recommendation and related data, the 
Council approved construction funding for the replacement school at Kendale in May 2005 as part of 
the FY 2006 Capital Budget, with the project scheduled to begin February 2006 and be completed 
August 2007. 
 
During the County Council’s review of the Board of Education’s FY 2006 Capital Budget 
request in the spring of 2005, MCPS staff presented detailed data on changes in the global 
economy that were causing significant increases in national and local construction prices. Staff 
informed the Council that an approximate 20-percent increase in costs could be expected for all 
projects bid during FY 2006 because of the construction price increases. The Council concurred 
with the staff analysis and voted to set aside sufficient funds in the Capital Budget reserve to 
cover an average 20-percent increase in the programmed expenditures for MCPS in FY 2006 to 
avoid deferring any school projects. It was agreed that special appropriation requests would be 
submitted for individual projects, including the Seven Locks Elementary School replacement 
project on Kendale, as bids were received. 
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Bids were received for the replacement school on the Kendale site in December 2005, and a special 
appropriation request of $3.3 million was approved by the Board of Education on January 10, 2006, 
for the additional funds needed due to the price increases. This request was submitted to the County 
Council and remains pending.  The comparative data used by the staff work group includes the 
additional $3.3 million in the cost for the replacement school on Kendale. 
 
Office of the Inspector General Audit 
 
In November 2005, the inspector general notified MCPS that a financial audit was being initiated 
to review the costs and other relevant information related to the Seven Locks Elementary School 
project based on “credible complaints” from community members. The OIG stated that the 
primary purpose of the audit was to evaluate whether certain costs and related data associated 
with the project were fairly represented. The OIG indicated the audit report would be completed 
for the Board of Education and County Council to review prior to proceeding with the 
construction of the Kendale replacement project in February 2006.  
 
On February 15, 2006, the OIG released the audit report on the Seven Locks Elementary School project 
that, in part, raised concerns about the cost data and methodology used by MCPS to conclude that the 
Kendale replacement school was the most cost effective option. With regard to the cost data, the OIG 
reported that the information presented by the superintendent and staff to the Board of Education and 
County Council to justify the new school at Kendale was incomplete and failed to include less costly 
options. The OIG recommended that all available options and more reliable cost data be used to 
analyze facility construction options and present recommendations to the Board and Council. 
 
On February 21, 2006, I wrote to the Board of Education in response to the OIG report and 
outlined my objections to the report’s conclusions. Included with my response were supporting 
statements from two County Council members, one of whom was Council president when the 
Kendale replacement project was approved and the other who is the chairman of the Education 
Committee.  Supporting statements also were included from the current president and vice 
president of the Board. In summary, staff and I disagreed with the OIG audit methodology and 
conclusion that the cost data and information used to evaluate whether the Kendale replacement 
school option was the most cost effective option were incomplete and unreliable.  My response 
was in addition to an earlier statement by the chair of the Board’s audit committee questioning the 
legal standing of the OIG to conduct an audit of an independent state agency. 
 
The County Council then conducted a work session on the audit report to hear from the Board of 
Education and the OIG. Subsequent to the work session, the Council declined to vote on the 
Board’s special appropriation request for the Kendale replacement school project. 
 
County Council/MCPS Staff Work Group 
 
On March 24, 2006, the County Council endorsed the staff work group plan and options to be 
evaluated.  The work group, which was chaired by a Council staff member, includes four 
representatives of the Council and three representatives from MCPS:   
 

• Keith Levchenko, chair and staff legislative analyst for the Council  
• Lou D’Ovidio, confidential aide to Councilmember Michael Subin 
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• Ken Hartman, confidential aide to Councilmember Howard Denis 
• Patty Vitale, aide to Council President George Leventhal 
• Larry Bowers, chief operating officer, MCPS  
• Richard Hawes, director, Department of Facilities Management, MCPS 
• Joseph Lavorgna, Department of Facilities Management, MCPS 

 
The focus of the work group was to analyze the options and provide cost data and relevant 
information that could be used by the Board of Education and County Council to reach a 
decision on the best option to address the Churchill cluster capacity issue. The work group 
provided a draft report on April 19, 2006.  In this draft report, the work group provides the basis 
for a comprehensive evaluation and analysis of the cost and non-cost criteria of the eight options 
under consideration. The costs to complete each option are summarized in the following chart: 
 

Option Summary Cost Comparison from the Staff Work Group Report 
 

Costs to Complete 
(Based on 2 Core Sizes) 

 
Difference 

 
Options 

740 Core 640 Core 740 Core 640 Core 

Option 1 - Replacement school at Kendale to be 
completed December 2007 $18,165,000 $17,360,000   

Option 2A - Replace Seven Locks Elementary 
School at current site by December 2008 $20,956,000 $19,994,000 $2,791,000 $2,634,000 

Option 2B - Replace Seven Locks Elementary 
School at current site by August 2009  $20,207,000 $19,268,000 $2,042,000 $1,908,000 

Option 2C - Replace Seven Locks Elementary 
School at current site by December 2011 $19,262,000 $18,323,000 $1,097,000 $963,000 

Option 3 - Add to Potomac Elementary by 
August 2008 and replace Seven Locks 
Elementary at current site by December 2011 

n/a $21,692,000 n/a $4,332,000 

Option 4 - Add to Seven Locks Elementary 
School by 2008, modernize facility by Dec. 2011  $21,877,000 $20,983,000 $3,712,000 $3,623,000 

Option 5A - Balance enrollment across 5 schools 
n/a $18,557,000 n/a $1,197,000 

Option 5B - Balance enrollment across 4 schools 
and close Seven Locks Elementary School $12,384,000 n/a - $5,781,000 n/a 

 
Based on the work group’s cost analysis, the replacement school at Kendale is clearly the least costly 
choice, saving as much as $4.3 million from the most expensive option (Option 3) and $963,000 
compared to the least expensive option that still retains an elementary school (Option 2c). The only 
option that would clearly save money compared to the Kendale replacement option is Option 5b, 
which would save $5.8 million by closing Seven Locks Elementary School and distributing its 
students to other elementary schools in the Churchill cluster.   
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Option 5b has merit based on cost. The capital costs for option 5b are significantly less than all 
the other options. There also would be approximately $750,000 in annual operating costs saved if 
this option was implemented. This option would balance the enrollment at the four elementary 
schools in the cluster and result in the closing of Seven Locks Elementary School. It would 
require boundary changes to move students from the Seven Locks service area to the Bells Mill, 
Beverly Farms, and Potomac elementary schools service areas. The savings in this option are 
substantial.  These savings could be used to fund our plan to replace as many of our relocatable 
classrooms as possible or to help fund the much-needed improvements in the pension system for 
our employees.  Additional dollars for any of the options would be in direct competition with 
these two critical priorities as well as any other initiatives that should be funded.  However, 
while these savings are hard to ignore, the Kendale replacement school option provides the most 
balanced solution to the capacity issues in the Churchill cluster. 
 
The work group report notes that the following were the non-cost criteria that it considered: 
 

• Initial impact on cluster capacity and future growth potential 
• Impact on condition of facilities 
• Programmatic impacts 
• Environmental impacts 
• Potential for community support 
• Impact of project on students/staff 
• Complexity of implementation 
• Traffic safety 
• Policy constraints 

 
The work group reported that it was not feasible to rank the various options numerically against 
the non-cost criteria. Instead, the work group tried to identify areas where the various options 
could be differentiated. While there was some differentiation among the options with regard to 
certain criteria, the work group found it difficult to determine how to quantify the significance of 
the differences. The synopsis of the differences among the options for the non-cost criteria is 
included in the work group report (pages 12-15), and the checklist is on circle 17. 
 
Recommendation 
 
The staff work group should be commended for its thorough evaluation of the various options. 
The report provides the data and analysis needed to make an informed decision on the best 
option for the students and taxpayers, not only in the Seven Locks Elementary School 
community but also for the entire Churchill Cluster and the rest of Montgomery County.  I also 
want to commend Council President George Leventhal for proposing the formation of the work 
group and additional leadership provided by Education Committee Chair Michael Subin and 
Board of Education President Charles Haughey in endorsing Mr. Leventhal’s proposal. 
 
The report confirms my original recommendation that the Kendale replacement school is the best 
option. It saves time and money.  It provides the relief needed for overcrowding at Potomac 
Elementary School in the shortest timeframe, avoids moving staff/students to a holding facility, 
and places the new facility on the most appropriate site. The financial savings are not 
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insignificant.  Furthermore, the state has approved the project for reimbursement as a new 
school.  These are significant factors in considering a capital project. 
 
Creating a large school on the Seven Locks Elementary School site is not the most desirable 
option for students and staff given traffic concerns there.  This is well-documented in earlier 
reports. The increase in enrollment that would accompany a new facility on the Seven Locks 
Elementary School site would significantly increase traffic in an area already troubled by traffic 
congestion and expose students and staff to potential safety concerns. 
 
The Kendale project also has passed regulatory review.  Despite claims from certain community 
members that there are environmental constraints, this has not been borne out by independent 
agency reviews.  The storm water management plan and building permits have been approved by 
local code officials, and construction can start as soon as the special appropriation is approved. 
 
Not only is the Kendale site the safer and more appropriate location for a new school, the plan to 
build there is less costly than all of the options that build on the current site.  It is important to 
note that the work group report evaluates all options on a current cost basis. If the evaluation had 
included a net present value analysis of the various options, taking into consideration the 
timeframes for the proposed construction of each option, the differences between the Kendale 
option and the other options to build on the current site would be even greater. 
 
Therefore, I am recommending that the Board of Education reaffirm support for the Kendale 
replacement school project as the lowest cost, most timely option.  I make this recommendation 
with one modification.  Based on the current enrollment projections, it is apparent that five 
schools will provide sufficient capacity for the long-term needs of the Churchill cluster. I am 
recommending that the new school on Kendale be constructed with a 640 core capacity instead 
of the 740 core that is currently planned. This would reduce the cost of the project and still 
provide sufficient capacity for future enrollment growth. 
 
Staff will have to negotiate a time extension for the project since it can no longer be completed 
by August 2008, and the bid for the project has expired. This negotiation can include reducing 
the size of the core facility and the associated cost savings. Once the negotiations are completed, 
they will be submitted for Board approval and a plan forwarded to the Council on how the 
savings can be applied to other capital projects. 
 
My recommendation is a modification of the project in the Board of Education’s original request.  The 
Board may deem it necessary to hold a public hearing.  If so, the Board should identify the date for this 
hearing during its discussion at today’s meeting. Final action is scheduled at the May 9, 2006, Board 
meeting.  The County Council is scheduled to hold a public hearing on the options on May 2, 2006.  
Following the Board’s action on May 9, the Council will decide which option to support and include 
this decision in the final Council action on the FY 2007–2012 Capital Improvements Program. 
 
JDW:kmy 
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I. Executive Summary 
 

Background 
 

 On January 12, the County Council received a supplemental appropriation request and 
amendment (attached on ©1-5) from Montgomery County Public Schools (MCPS) for 
$3.3 million to address construction price increases in the Seven Locks Elementary 
School Replacement project. 
 

 On February 15, the County’s Inspector General released an audit report on the Seven 
Locks Elementary School project.  This report raised concerns about the completeness 
and accuracy of the FY05-10 CIP review and approval process for this project. 
 

 On February 28, the Council introduced an amendment to the same project (see ©8-10), 
sponsored by Councilmember Howard Denis that would have the Seven Locks 
Replacement School built on the existing Seven Locks Elementary School site. 
 

 Public hearings were held on March 7 and March 21 at which all individuals and 
community and school group representatives expressed opposition to the approved 
project to build the Seven Locks replacement school at the Kendale site.  
 

 On March 10, 2006 Council President Leventhal, Education Committee Chairman Subin, 
Board of Education President Haughey, and Schools Superintendent Weast, released a 
joint statement (see ©11) that noted the formation of an MCPS/Council Staff Working 
Group to review all options to address the elementary school capacity and facility issues 
in the Churchill Cluster. 
 

Staff Working Group Analysis 
 

 The Staff Working Group met five times between March 16 and April 17 and reviewed 8 
options for addressing the Seven Locks Replacement School issue and capacity concerns 
in the Churchill cluster in general. 

 
 Given the timeframe for review, the Staff Working Group focused on reviewing the 

capital costs estimates for each option.  However the Staff Working Group also looked at 
how the various options could be differentiated based on non-capital cost considerations 
as well. 
 

 A summary of the capital costs for each option is presented on the following chart.  All of 
the options with the exception of Option 2A were developed by MCPS Staff and 
reviewed by the Staff Working Group.  For Option 2A, because of the expedited schedule 
requirements, MCPS sought information for a “design-build” concept from two 
construction contractors and then added some cost elements (consistent with the other 
options) not developed by the contractors. 
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Option 740 Core** 640 Core**
Option 1 - SLES at Kendale 18,165,000          17,360,000          
Option 2 - Replace SLES at Current Site
Option 2A - replace by 12/2008 20,956,000          19,914,000          
Option 2B - replace by 8/2009 20,207,000          19,268,000          
Option 2C - replace by 12/2011 19,262,000          18,323,000          
Option 3 - Addition at Potomac, Future Mod at SLES N/A 21,691,269          
Option 4 - Addition at SLES, Future Mod at SLES 21,877,000          20,981,350          
Option 5 - Balance Enrollment Across Cluster
Option 5A - at 5 Schools N/A 18,557,000          
Option 5B - at 4 Schools (SLES closed) 12,384,000          N/A
*Costs are in FY06 dollars and do not include approximately $750,000 already spent for design in the
 approved SLES project.
**Refers to the sizing of areas such as the cafeteria, health room space,  media center, and other
   spaces and not to the actual number of seats built.

Summary Costs For Each Option
Costs*

 
 

 
 

 
 
 Options 2A, 2B, and 2C are within about a 6% to 15% range of Option 1 which is the 

lowest cost.  This relatively close grouping is reflective of the fact that under all of these 
options a similar school would be built.  The differences in the costs relate to several 
factors including: $750,000 that has already been spent on the design for Option 1.  This 
cost would have to be spent again under Options 2A, 2B and 2C.  While Option 1 has 
higher site-related costs, Options 2B and 2C would require the use of a holding school 
and new or replacement relocatable classrooms.  Option 2A represents an expedited 
design and construction schedule and is based on the lowest estimate for a “design-build” 
approach received from two contractors. 
 

 Options 3 and 4 represent options previously considered and approved by the Council in 
past years.  Both are more expensive than other options because they involve multi-stage 
projects. 
 

 Option 5A achieves some savings by avoiding a separate classroom addition project at 
Wayside Elementary School.  An addition at Potomac Elementary School and the Seven 
Locks Replacement School (at either Kendale or the current site) would provide 
sufficient capacity in the cluster.  Depending when the Potomac addition is done (either 
immediately or as part of a future modernization) Option 5A could be pursued in 
conjunction with Option 2A, 2B, or 2C. 
 

 Although Option 5B was substantially lower in capital costs than the other options, the 
Staff Working Group noted that it would also be the most controversial since it involves 
the closing of Seven Locks Elementary School.  The Staff Working Group was also 
concerned that this approach would represent a major change in MCPS policy that if 
pursued in this cluster should arguably be pursued in other clusters as well.  MCPS has 
not closed schools in order to balance capacity, since the early 1980s after years of 
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declining enrollments.  In the current case, enrollment in the Churchill cluster is projected 
to increase slightly through 2020. 

 
Conclusions 

 
 The Staff Working Group did not come to agreement on a single best option.  However 

the group agreed that Option 3 (Addition at Potomac ES, Future Modernization at Seven 
Locks Elementary School) was the least preferred option since it is the most expensive of 
all the options and leaves Seven Locks Elementary School as a disproportionately small 
school in the cluster. 
 

 The Staff Working Group agreed that, depending on the capacity assumptions assumed 
across the cluster, it is possible under Options 1, 2A, 2B, and 2C to build a replacement 
Seven Locks Elementary School at a 640 core (rather than a 740 core as currently 
approved and as assumed under Councilmember Denis’ proposed amendment). 
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II.   Background 
 
 On January 12, the County Council received a supplemental appropriation request and 
amendment (attached on ©1-5) from Montgomery County Public Schools (MCPS) for $3.3 
million to address construction price increases in the Seven Locks Elementary School 
Replacement project.  A draft resolution is attached on ©6-7.  A public hearing on this 
amendment was held on March 7, 2006. 
 
 The cost increase is based on actual construction bids received for the project.  On 
January 10, 2006 the Board of Education approved a construction contract for this project 
contingent upon approval of this special appropriation request by the Council. 
 
 On February 15, the County’s Inspector General released an audit report on the Seven 
Locks Elementary School project.  This report raised concerns about the completeness and 
accuracy of the FY05-10 CIP review and approval process for this project. 
 
 On February 28, the Council introduced an amendment to the same project (see ©8-10), 
sponsored by Councilmember Howard Denis that would have the Seven Locks Replacement 
School built on the existing Seven Locks Elementary School site.  Because this amendment 
represents an alternative to the original MCPS amendment, testimony on this amendment was 
heard both on March 7, 2006 (during the public hearing for MCPS’ request) as well as on its own 
hearing on March 21. 
 
III. Creation of a Staff Working Group 
 
 On March 10, Council President Leventhal, Education Committee Chairman Subin, 
Board of Education President Haughey, and Schools Superintendent Weast, released a joint 
statement (see ©11) that noted the formation of an MCPS/Council Staff Working Group to 
review all options to address the elementary school capacity and facility issues in the Churchill 
Cluster. 
 
 Participants on the Staff Working Group included: 
 

 Keith Levchenko, Legislative Analyst (County Council Central Staff) 
 Lou D’Ovidio, Confidential Aide to Councilmember Michael Subin 
 Ken Hartman, Confidential Aide to Councilmember Howard Denis 
 Patty Vitale, Aide to Councilmember George Leventhal 
 Larry Bowers, Chief Operating Officer, Montgomery County Public Schools 
 Richard Hawes, Director, Department of Facilities Management, Montgomery County Public Schools 
 Joseph Lavorgna, Department of Facilities Management, Montgomery County Public Schools 

 
IV. Churchill Cluster Issues at the Elementary School Level 
 
 There are two main concerns that are wrapped into the Seven Locks Elementary School 
issue:  cluster capacity and aging facilities. 
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Capacity 
 
 The following chart presents utilization projections in the Churchill cluster. 
 

FY07 FY08 FY09 FY10 FY11 FY12 2015 2020
Cluster Capacity 2119 2029 2029 2029 2029 2029 2029 2029
Cluster Enrollment 2374 2357 2398 2407 2452 2486 2500 2500
Space Available -255 -328 -369 -378 -423 -457 -471 -471
Utilization 112.0% 116.2% 118.2% 118.6% 120.8% 122.5% 123.2% 123.2%
Additional Space Assumed* 252          436          436          574          574          574          574          
Utilization with Additional Space 103.3% 97.3% 97.6% 94.2% 95.5% 96.0% 96.0%
*Includes new net capacity from Seven Locks ES at Kendale, Bells Mill ES modernization, and Wayside ES addition

Churchill Cluster Elementary School Utilization Projections

 
 
 Without the additional space proposed in the FY07-12 CIP, the cluster will exceed 120 
percent utilization by the end of the six-year period.  Enrollment is projected to plateau after that 
at approximately 2,500 students by 2020.  A review of enrollment projections for the Churchill 
cluster over the past five years (see ©12) show some changes (up and down) at different schools.  
However, at the cluster level the projections have been fairly consistent.  The Staff Working 
Group did not see any actual versus projected enrollment trends that would warrant 
reconsideration of the long-term enrollment projections. 
 
 Over-utilization issues exist at Bells Mill ES, Wayside ES, and Potomac ES.  The 
implementation of Full-Day Kindergarten (currently assumed for the 2007-08 schoolyear but 
proposed to be accelerated to the 2006-07 schoolyear) at Beverly Farms ES, Potomac ES, and 
Seven Locks ES contribute to the over-utilization problem. 
 
 To address these capacity issues, the Approved CIP includes the Seven Locks 
Replacement School (a net of 252 additional seats) and the Bells Mill modernization (an increase 
of 138 seats).  In addition, facility planning is completed for an 8 classroom addition at Wayside 
Elementary School (184 additional seats).  Beverly Farms ES will also begin a modernization 
near the end of the FY07-12 CIP period and additional space may be planned at that school as 
well. 
 

Aging Facilities 
 
 Three of the five elementary schools are scheduled to begin modernization or be replaced 
within the FY07-12 CIP:  Bells Mill ES (reopens August 2010), Beverly Farms ES (reopens 
August 2013), and Seven Locks ES (new school at Kendale, August 2007).  Wayside and 
Potomac Elementary Schools are in the modernization queue but would not be completed earlier 
than August 2016 and August 2018 respectively. 
 
 With a modernization comes the opportunity to consider resizing a school to address 
capacity needs both at the school and at other schools in the area as well.  MCPS staff have 
indicated that for all elementary school modernizations core space is sized to support either 640 
or 740 students.  Actual classroom seats to be built is based on enrollment projections and may 
be less than the number of students the core space can support. 
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V. Major Assumptions used by the Staff Working Group 
 

 Throughout its review, the Staff Working Group discussed some major assumptions 
cutting across all of the options. 
 

 All options assume to address cluster capacity from within the cluster.  No other clusters 
were reviewed.1 
 

 No schools would be assumed to “jump the modernization queue.” (i.e. a school to be 
modernized would not be completed in advance of another modernization ahead of it in 
the queue).2  
 

 As schools are modernized, MCPS will build “core spaces” (such as the cafeteria, media 
center, health room, and other spaces) up to at least a 640 or 740 student capacity.  The 
actual number of classroom seats (program capacity) built out may be less (depending on 
utilization needs at the school and in the cluster in general), although the schools will be 
masterplanned to have classroom seats added in the future up to the 640 or 740 level.   
 

 Every attempt was made to do “apples to apples” cost comparisons of the various 
options.  For instance, Options 1 and 2A, 2B, and 2C all assume the same replacement 
school capacities and programmatic elements. 

 
VI. Options Reviewed 
 
 At a Council session on March 28, the Staff Working Group presented the options being 
reviewed. 
 

 Option 1:  Build a replacement school at the Kendale property for Seven Locks 
Elementary School.  This is the current approved project.  MCPS has requested a $3.3 
million special appropriation to address construction cost increases (similar to increases it 
has experienced in other school construction projects).  The original completion date of 
August 2007 has been moved back to December 2008 to reflect the latest schedule based 
on the current review process. 
 

 Option 2:  Build a replacement school for Seven Locks Elementary School on its 
existing site.  NOTE:  3 different time frames were reviewed for this option: 

o Option 2A:  Build by December 2008 (which is Councilmember Denis’ current 
amendment request but which would require an expedited schedule) 

                                                 
1 In prior discussions with the Council on these options, it was noted that Options 5A and 5B could involve schools 
from other clusters. 
2 In the case of the Seven Locks Elementary School modernization, the current approved replacement project took 
the place of a future modernization.  However, this acceleration was intended to help solve a broader capacity 
problem in the cluster (overcrowding at Potomac Elementary School).  Also, because a holding school was not 
needed, other modernization schedules would not be affected.  However, if the need for timely additional capacity at 
Seven Locks Elementary School goes away (for instance if an addition at Potomac Elementary School is pursued) 
then the Staff Working Group assumes the Seven Locks modernization can be returned to its original place in the 
modernization queue. 
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o Option 2B:  Build by August 2009 (which reflects the fastest the school could 
reopen on MCPS regular schedule) 

o Option 2C:  Build by December 20113 (which puts Seven Locks Elementary 
School back to its original place in the modernization queue) 

 
Under each of these time frames relocatable classrooms would be needed at Potomac 
Elementary School until Seven Locks Elementary School reopens. 
 

 Option 3:  Build an addition at Potomac Elementary School and do a future 
modernization at Seven Locks Elementary School.  This option was the original 
approved approach before the addition was moved to Seven Locks Elementary School as 
part of the FY03-08 CIP. 
 

 Option 4:  Build an addition at Seven Locks Elementary School and do a future 
modernization at Seven Locks Elementary School.  This option was the most recently 
approved approach until two years ago when the Council approved replacing Seven 
Locks Elementary School at the Kendale site (Option 1). 
 

 Option 5:  Balance enrollment and capacity across the Churchill cluster.  Note:  2 
different scenarios were reviewed:   

o Option 5A:  5 school scenario (which would assume 500 classroom seats and 
640 core facilities. 

o Option 5B:  4 school scenario (which assumes Seven Locks Elementary School 
would be closed and the remaining schools would have 620 classroom seats and 
740 core facilities. 

 
 Although the Council did not formally vote on either amendment currently before it (i.e. the 
MCPS request that would implement Option 1 or Councilmember Denis’ amendment that is Option 
2A), the Council unanimously noted its opposition to moving Seven Locks Elementary School to the 
Kendale property (Option 1).  The Council also expressed its support for resolving the cluster’s 
elementary school capacity issues without involving other school clusters. 
 
 Because several of the options above were not previously discussed at the public hearings in 
March, the Council has scheduled a third hearing for May 2 at 7:30 PM. 
 
 The impact of each of the options on each elementary school in the Churchill Cluster is 
presented in the following table. 
 

                                                 
3 This option originally assumed completion by December 2012.  However, the current holding school facility 
schedule (see ©14) shows space at the Radnor facility during schoolyear 2010-11 and through part of schoolyear 
2011-12 (until January 2012 when Beverly Farms is scheduled to move in).  Therefore the completion date for 
Option 2C has to be moved up one year under Option 2C in order to not disrupt the current modernization schedule. 
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Option Bells Mill ES Beverly Farms ES Potomac ES Seven Locks ES Wayside ES
Option 1:  SLES 
Replacement at 

Kendale

Mod Complete 
August 2010

Mod Complete 
August 2013 Mod Complete TBD

Replacement at 
Kendale by 

December 2007

8 Room Addition 
complete August 

2008

Option 2A:  SLES 
Replacement at 

Current Site

Mod Complete 
August 2010

Mod Complete 
August 2013 Mod Complete TBD

Replacement at 
Current Site 

completed by Dec 
2008

8 Room Addition 
complete August 

2008

Option 2B:  SLES 
Replacement at 

Current Site

Mod Complete 
August 2010

Mod Complete 
August 2013 Mod Complete TBD

Replacement at 
Current Site 

completed by 
August 2009

8 Room Addition 
completed by August 

2008

Option 2C:  SLES 
Replacement at 

Current Site

Mod Complete 
August 2010

Mod Complete 
August 2013 Mod Complete TBD

Replacement at 
Current Site 

completed by Dec 
2011

8 Room Addition 
completed by August 

2008

Option 3:  Addition 
at Potomac, Future 

Mod at SLES

Mod Complete 
August 2010

Mod Complete 
August 2013

6 CR Addition 
complete August 

2008, Mod Complete 
TBD

Replacement at 
Current Site 

completed by Dec 
2011

8 Room Addition 
completed by August 

2008

Option 4:  Addition 
at SLES, Future 

Mod at SLES

Mod Complete 
August 2010

Mod Complete 
August 2013 Mod Complete TBD

Addition at Current 
Site, Future mod 

completed by Dec 
2011

8 Room Addition 
completed by August 

2008

Option 5A:  Balance 
Enrollment and 

Capacity across 5 
Schools

Mod Complete 
August 2010, build 

640 Core

Mod Complete 
August 2013, build 

640 Core

4 CR Addition 
complete August 

2008, Mod Complete 
TBD at 640 Core

Replacement (at 
either Kendale or 

Current Site) 
completed by TBD, 

640 Core

Defer Addition until 
Mod (completion 
TBD at 640 Core)

Option 5B:  Balance 
Enrollment and 

Capacity across 5 
Schools

Mod Complete 
August 2010, build 

740 Core

Mod Complete 
August 2013, build 

740 Core

9 CR Addition 
complete August 

2008, Mod Complete 
TBD at 740 Core

Close School (by 
June 2010)

7 Room Addition 
completed by August 

2008, Mod 
completion TBD at 

740 Core

Impact of Each Option by Elementary School
School

 
 

One component not previously noted in the options presented to the Council is that under 
Option 5A, no addition would be done at Wayside Elementary School prior to its modernization.  
The Board of Education’s FY07-12 Proposed CIP includes a new project to complete an 8 
classroom addition at Wayside Elementary School by August 2008. 
 
VII. Costs for Each Option 
 
 The biggest piece of the Staff Working Group’s effort was focused on developing capital 
cost estimates for the various options.  Given the time constraints of the review, lifecycle costs 
for each of the options were not reviewed.  However, except in the case of Option 5B (which 
would consolidate the cluster from 5 to 4 elementary schools) the operating costs under the other 
options are likely to be comparable. 
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In reviewing the costs, the Working Group focused on the incremental costs of each 
option above and beyond costs that would be incurred in all of the options.  For instance, all of 
the options assume modernizations are done at Bells Mill and Beverly Farms Elementary 
Schools.  Only the incremental costs (or savings) of building more space or less space at these 
schools is calculated in the options. 
 
 The costs for each option are summarized in the following chart.  Detailed cost 
information for each option is attached on ©18-33.  All of the options with the exception of 
Option 2A were developed in-house by MCPS Staff and reviewed by the Staff Working Group.  
For Option 2A, because of the expedited schedule requirements, MCPS sought information for a 
“design-build” concept from two construction contractors and then added some cost elements 
(consistent with the other options) not developed by the contractors. 
 

Option 740 Core** 640 Core**
Option 1 - SLES at Kendale 18,165,000          17,360,000          
Option 2 - Replace SLES at Current Site
Option 2A - replace by 12/2008 20,956,000          19,914,000          
Option 2B - replace by 8/2009 20,207,000          19,268,000          
Option 2C - replace by 12/2011 19,262,000          18,323,000          
Option 3 - Addition at Potomac, Future Mod at SLES N/A 21,691,269          
Option 4 - Addition at SLES, Future Mod at SLES 21,877,000          20,981,350          
Option 5 - Balance Enrollment Across Cluster
Option 5A - at 5 Schools N/A 18,557,000          
Option 5B - at 4 Schools (SLES closed) 12,384,000          N/A
*Costs are in FY06 dollars and do not include approximately $750,000 already spent for design in the
 approved SLES project.
**Refers to the sizing of areas such as the cafeteria, health room space,  media center, and other
   spaces and not to the actual number of seats built.

Summary Costs For Each Option
Costs*

 
 

Options 1 and 2A, 2B, and 2C 
 
 These options (see ©19-28) all provide for a new replacement school for the existing 
Seven Locks Elementary School.  The only differences in the options is where the new school 
would be located (Kendale or the existing Seven Locks site) and when.  Each of the options can 
also be considered at 640 or 740 cores.  The options vary in cost within a range of about 6% to 
15%. 
 
 As detailed on the cost sheets attached to this report, Option 1 (Kendale) has the lowest 
cost among these options for the following reasons: 
 

1. Option 1 has lower remaining A/E costs (approximately $690,000 to $750,000 depending 
on the core space size assumed) because approximately $750,000 has already been spent.  
Options 2A, 2B, and 2C all have full A/E costs that have yet to begin.  The A/E savings is 
partially offset by higher site costs assumed at the Kendale site (approximately $516,000 
more at Kendale). 
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2. Option 2A represents an expedited design and construction timeframe that MCPS could 
not accomplish under its regular school construction schedule.  The costs for this option 
are based on a “design-build” strategy which would be needed to meet this timeframe.  
As noted above, MCPS sought this cost information from two contractors that build 
schools in the region.  The information provided by the contractors is attached on ©23-
24.  MCPS’ calculated project costs based on that information is attached on ©21-22. 
 

3. Option 2B requires 18 additional relocatable classrooms in order to house both Seven 
Locks Elementary School and Carderock Springs Elementary School at the same time for 
six months at the Radnor Holding facility.  This cost is approximately $1.4 million. 
 

4. For Option 2C, since completion of the Seven Locks Replacement School is not until 
12/2011, in order to continue to use relocatable classrooms at Potomac Elementary 
School, the existing relocatable classrooms are assumed to require replacement 
($450,000). 

 
Option 3 

 
 Option 3 (see ©33) would add 6 classrooms at Potomac Elementary School and defer the 
Seven Locks Replacement School back to its original schedule in the modernization queue 
(completion by 12/2011). 
 
 The cost for this option is higher than Options 1, 2A, 2B, and 2C since two capital 
projects (instead of one) are assumed to address capacity needs, and it is generally more 
expensive to build classrooms as part of stand-alone additions than as part of new schools or 
modernizations. 
 

Option 4 
 
 This option (see ©29-32) would assume a two phase project at the existing Seven Locks 
Elementary School (a 6 classroom addition to be completed by 8/2008) and a future 
modernization to be completed by 12/2011). 
 
 This option is less than Option 3 since the addition/mod combination involves only one 
site.  However it is more than Options 1, 2A, 2B, and 2C.  As discussed two years ago when this 
was the approved option before the Kendale option was approved, the two-phase approach is 
inherently more costly than a single stage replacement school project. 
 

Option 5A 
 
 Option 5A (see ©33) represents a broader approach to cluster capacity issues at the 
existing 5 schools.  Enrollment and capacity would be balanced as much as practical at each of 
the five schools.  The Seven Locks Replacement school is a key component of this option.  
However, under this option, the replacement school could be located either at Kendale or at its 
existing site and is therefore not mutually exclusive of Option 1 or the Option 2 choices. 
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Options 2C, 3, and 4 would all delay the additional capacity gained from a Seven Locks 
Elementary School modernization and would greatly complicate implementation of Option 5A. 
 
 With 5 schools at balanced enrollments and capacities, each of the schools’ core facilities 
would be sized for 640 students at the time each school is modernized or replaced.  
Approximately 500 classroom seats would be assumed at each school after construction.  
Because some excess capacity is achieved under this approach, the proposed Wayside 
Elementary School addition (to be completed in 8/2008) can be deferred until the modernization 
is done.  In the meantime, boundary changes would be done to reduce Wayside Elementary 
School’s over-enrollment. 
 
 Because of the cost savings from deferring additional classrooms at Wayside Elementary 
School, this option is the least expensive option except for Options 1 and 5B.  However, it is also 
the most disruptive (apart from Option 5B) in terms of boundary changes required as discussed 
later. 
 

Option 5B 
 
 Option 5B (see ©33) would implement the most dramatic changes to the cluster.  Seven 
Locks Elementary School would be closed by June 2010 once sufficient capacity was available 
at other schools to accommodate its students.  The closure could be moved up if additional 
capacity were brought on-line sooner by accelerating the modernization schedule.  For instance, 
the Bells Mill modernization could be accelerated one year without affecting the holding school 
schedule for other modernizations. 
 

Enrollment and capacity would be balanced as much as practical at each of the four 
remaining schools.  With 4 schools at balanced enrollments and capacities, each of the schools’ 
core facilities would be sized for 740 students with an initial build of approximately 620 
classroom seats at the time each school is modernized or replaced.  Because this option avoids 
the need to modernize Seven Locks Elementary School, this is the least expensive option.  
However, it is the most disruptive in terms of boundary changes.  These and other issues with 
this option are discussed later. 
 
VIII. Non-Cost Criteria for Each Option 
 
 In addition to costs, the Staff Working Group considered non-cost criteria that are 
relevant to consideration of the various options.  These options are shown in the following table: 
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Non-Cost Evaluation Criteria
1.  Impact on cluster capacity - Initial
2.  Impact on cluster capacity and the potential for future growth
3.  Impact on condition of school facilities
4.  Programmatic impacts
5.  Environmental impacts
6.  Community Support
7.  Short-term impacts of construction on students and the community
8.  Complexity and disruption of required boundary changes
9.  Traffic safety - Pedestrian access
10.  Policy constraints (e.g. school closing policy)  

 
The Staff Working Group did not feel that ranking the various options against various 

criteria was feasible.  Instead, the Staff Working Group tried to identify areas where the various 
options could be differentiated.  A checklist on ©17 summarizes these differentiations.  Some 
key differentiations between options are noted below. 
 
Provides Sufficient Cluster Capacity in a Timely Manner:  this criterion considers actual 
classroom seats added and on what timeframe.  All of the options ultimately provide sufficient 
capacity.  However, Option 2C does not provide this capacity until December 2011 and portable 
classrooms would be needed at Potomac Elementary School until that time.  
 
Provides flexibility to accommodate future enrollment growth:  All of the options provide 
sufficient capacity to accommodate more than 2,500 students as assumed in 2015 and 2020.  
However, Option 5B (which would reduce the number of elementary schools from 5 to 4) would 
provide less flexibility in the future since fewer schools would be available to add capacity and 
the schools would already be assumed to be at larger than in the other options.  Based on 
capacity needs (see ©X-X for more details regarding capacity assumptions under each option), 
under Option 1, 2A, 2B, and 2C, the replacement school could be sized at a 640 core (instead of 
a 740 core as assumed in the current MCPS request and Mr. Denis’ proposed amendment).   
 
Improves condition of school facilities:  this criterion considers differences in the various 
options with regard to how and when school facilities may be improved.  For instance, an 
immediate addition at Potomac Elementary School would also include some improvements in 
some core spaces that will benefit the school as a whole.  A delay or cancellation of a capacity 
project would also delay these improvements.  All of the options assume modernizations at Bells 
Mille Elementary School and Beverly Farms Elementary School on their approved 
modernization schedules.  However, Option 3 provides an immediate improvement to Potomac 
Elementary School, while Options 1, 2A,B, and C, do not.  Option 5A assumes an addition at 
Potomac Elementary School but also assumes deferring additional capacity at Wayside 
Elementary School until its future modernization.  Option 5B closes the existing Seven Locks 
Elementary School (thus eliminating the need to modernize the school) while also providing for 
additions at Potomac and Wayside Elementary School. 
 
Minimizes Programmatic impacts:  While all of the options are intended to provide the ability 
for MCPS to deliver its full range of programs to all schools, some of the options would leave 
greater disparities in the elementary school enrollments than others.  For instance, under Option 
3, the difference in enrollment between Potomac Elementary School and Seven Locks 
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Elementary School will get larger.  With the other schools slated to be modernized (and 
enlarged) or get an addition (Wayside Elementary School), Seven Locks Elementary School 
would be a substantially smaller school than the other elementary schools.  All of the other 
options would better balance school enrollments.  Options 5A and 5B explicitly balance 
enrollments the most. 
 
Minimizes environmental impacts:  This criteria looks at both the environmental impacts of 
construction (for instance tree loss, storm water management issues, etc.) as well as ongoing 
environmental issues that may result from the various options.  Option 1, which is the only 
option involving construction on an unimproved site (involving substantial tree loss), poses the 
greatest environmental challenges.  MCPS staff have noted that schools have been built on other 
sites with similar or greater environmental constraints and that an approved site plan, 
reforestation plan, and all necessary permits are in place.  However, it is clear, that the other 
options avoid the need to mitigate the same environmental impacts. 
 
Community Support:  The Staff Working Group felt that community support was only 
documented clearly with regard to Option 1.  In that case, the overwhelming amount of public 
hearing testimony and written correspondence received by the Council has been in opposition.  
However, support or opposition is far less clear with regard to the other options.  Even Option 
2A (Councilmember Denis’ amendment), which was also the subject of both public hearings to 
date, and which much supportive testimony was received, was not considered in the context of 
any other option but Option 1. 

 
The Staff Working Group believes that Options 5a and 5b which involve the most far 

reaching and complex boundary changes would likely foster more community opposition than 
some of the other options.  Option 5b which involves the closure of Seven Locks Elementary 
School would likely be the most controversial. 

 
The Council will hold a third hearing on May 2 and will receive written and oral 

correspondence with all of the options out for comment and Councilmembers can judge for 
themselves community support or opposition for each option. 

 
Minimizes short-term impacts of construction on students and the community:  Option 1 
has the advantage of not requiring the use of a holding school and not requiring construction to 
occur with students and staff on-site.  All of the other options would involve additions being 
done with students on site and/or a Seven Locks Elementary School on-site replacement that 
would require use of a holding school.  In the case of Option 2B, Seven Locks Elementary 
School would have to share a holding school with Carderock Springs Elementary School for 6 
months.  Option 4 would involve two construction projects at the Seven Locks site with students 
being on-site for the addition phase and at a holding school for the modernization phase. 
 
Minimizes the complexity and disruption of required boundary changes:  Capacity projects 
often result in the need for some boundary adjustments.  These adjustments may be small and 
relatively simple or may be large and complicated.  All of the options reviewed would require 
some level of boundary changes.  Options 1, 2A, 2B, 2C, 3, and 4 involve the simplest boundary 
changes, generally only requiring the movement of students between two schools.  Options 5A 
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and 5B would involve much more complex boundary changes involving more schools. 
 
Option 5B would represent a major change in MCPS policy that if pursued in this cluster would 
arguably be relevant in other clusters as well.  MCPS has not closed schools in order to balance 
capacity, since the early 1980s after years of declining enrollments.  In the current case, 
enrollment in the Churchill cluster is projected to increase slightly through 2020. 
 
Improves traffic safety and pedestrian access:  Some existing school sites or proposed school 
sites have traffic and pedestrian safety issues.  These issues may be improved or further 
complicated by a modernization or addition project.  The Council has received much testimony 
as to concerns with access at the Kendale site including lack of sidewalks, the insufficient road 
width of Kendale Road, the lack of off-site parking for special events and other issues.  MCPS 
staff noted that the project at Kendale has an approved site plan and an approved traffic 
management plan that considers these issues.  In addition, access issues at the current Seven 
Locks Elementary School also exist.  All students are provided bus service at the current Seven 
Locks Elementary School as they would at Kendale.  The Staff Working Group has asked the 
STEP Committee to review existing issues at all of the sites at its next meeting.  The results of 
this review will be forwarded to MCPS and the Council. 
 
School closing policy issues:  Option 1 and Option 5B both involve closing the existing Seven 
Locks Elementary School facility and there are State procedures that must be followed to get 
approval from the State as well as school construction funding for the projects that are needed to 
make the school closing possible. 
 
IX. Conclusions 
 

The Staff Working Group did not come to agreement on a single best option.  All of the 
options address capacity needs in the cluster and would improve facility quality over time.  The 
key issues debated by the Staff Working Group and that should be discussed by the Board of 
Education and the Council involve balancing costs versus other important concerns such as 
community support and disruptions to schools in the cluster. 

 
Options 1, 2A, 2B, and 2C would all provide a new Seven Locks replacement school at 

costs in about a 6 to 15% range from with Option 1 being the lowest cost option.  Based on 
capacity needs (see ©34-35 for more details regarding capacity assumptions under each option), 
under Option 1, 2A, 2B, and 2C, the replacement school could be sized at a 640 core (instead of 
a 740 core as assumed in the current MCPS request and Mr. Denis’ proposed amendment) 

 
The Staff Working Group agreed that Option 3 (Addition at Potomac ES, Future 

Modernization at Seven Locks Elementary School) was the least preferred option since it is the 
most expensive of all the options while leaving Seven Locks Elementary School as a 
disproportionately small school in the cluster. 

 
Option 4, while slightly less costly than Option 3, is still problematic.  Option 4 provides 

a long-term solution at Seven Locks Elementary School.  However it is more costly than the 
other options and is very disruptive to school staff, students, parents, and the community since it 



______________________________________________________________________________ 
Council/MCPS Staff Working Group Report – DRAFT APRIL 19, 2006 Page 16 

involves an addition with the school in operation, followed by a modernization a few years later 
requiring a holding school. 

 
 Option 5A leaves open the issue of where to locate the Seven Locks replacement school.  
It also introduces the idea of not pursuing an addition at Wayside Elementary School.  Up until 
now, the Seven Locks Elementary School issue has focused Potomac and Seven Locks 
Elementary Schools, and neither the Board of Education nor the Council has specifically 
discussed broadening the solution’s impacts beyond these two schools. 

 
As noted earlier, Option 5B represents a major step (closing a school to balance 

enrollment) not pursued in this or other clusters since the early 1980s.  This option is the least 
expensive but likely the most controversial. 

 
X. Attachments 
 

1. MCPS Special Appropriation and Amendment Request ($3.3 million) to cover 
construction cost increases for the replacement school at Kendale. (©1-7) 

2. Amendment proposal from Councilmember Denis to build a replacement school on the 
existing Seven Locks ES site. (©8-10) 

3. March 10, Council News Release Establishing the Task Force (i.e. Staff Working Group) 
(©11) 

4. Enrollment Projection History (©12) 
5. Excerpts from FY07-12 Superintendent’s Proposed CIP 

 Modernization Schedule (©13) 
 Holding School Use Schedule (©14) 
 Cluster Map (©15) 
 Effects Table (©16) 

6. Non-Cost Evaluation Criteria Review Matrix for Each Option (©17) 
7. Cost Information Detail for Each Option (©18-33) 
8. Analysis of Impacts on Capacity of Different Options (©34-35) 








































































