
 

Minutes of the 
Salem School Committee Retreat  

Saturday, June 21, 2025 
Rm. 227, 29 Highland Ave. 

 
 
Members Present:​ ​ Mayor Pangallo, Vice Chair Cruz, Amanda Campbell, Beth Anne  

Cornell, AJ Hoffman, Mary Manning, and Veronica Miranda 
 

Others in Attendance:​ Superintendent Stephen Zrike and Facilitator Paul Mills 
 
Members Absent:​ None​  
 
 
1.​ Call the Meeting to Order​ ​  

Mayor Pangallo called the meeting to order at 9:08 pm. 
 
2.​ Review current and projected enrollment, utilization and building conditions of SPS  

elementary facilities. 
Superintendent Zrike and facilitator, Mr. Paul Mills from Cannon Design provided the  
welcome address and a review of the agenda. The meeting proceeded with an activity to  
choose images representing current circumstance and aspirations. The common themes 
were community, hope and unique identity.  
 

3.​ Study potential elementary school facility scenarios, including status quo,  
consolidations, and alternate grade band configurations.  
The members looked at the data presented. There was a discussion on how to keep  
more students at Salem Public Schools. Suggestions included having 8th grade students  
speak to elementary students about their experience and also to hold a middle school  
expo. The dual language program expansion was also discussed. There was a comment  
about the need for universal screenings, school identity, district branding, more choices  
at elementary schools for sports, experiences and after-school programs.  
 

4.​ Discuss actions, next steps, information requests and timeline for future deliberations  
about the future state of SPS elementary schools. 
School Committee members discussed different options as well as community 
perception of school consolidation. Among the ideas discussed was building a new 
elementary school as well as combining and/or consolidating schools. 
 
All School Committee members engaged in an activity to explore options facilitated by 
Mr. Mills. Suggestion about giving an opportunity for the community to weigh in and 
propose an option was also mentioned. Other comments included assigning dollar 
amounts to each proposal, timing of publicizing the proposals, begin community 
engagement in the fall as well as having a preliminary report from the retreat sometimes 
in the summer. 
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5.​ Adjournment​  

Member Cruz made a motion to adjourn at 2:08 pm. Member Miranda seconded  
and it was so VOTED. Motion passed unanimously. 

 
 
Respectfully submitted by, 
 
Shirley Dorai ​ ​ ​  
Executive Assistant to the School Committee & Superintendent 
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School Committee Retreat 
June 21, 2025, 9-2 pm 
Collins Middle School 

Goals 
●​ Review current and projected enrollment, utilization and building 

conditions of SPS elementary facilities. 
●​ Study potential elementary school facility scenarios, including status quo, 

consolidations, and alternate grade band configurations.  
●​ Discuss actions, next steps, information requests and timeline for future 

deliberations about the future state of SPS elementary schools. 
 

Agenda 

9 am ●​ Welcome/Agenda Review 
 

Steve Zrike and Paul 
Mills 

9:10 am ●​ Review Master Facility Plan 
Process- where we were, we are 
and where we are going. 

Paul Mills 

9:30 am ●​ Goal setting exercise Paul Mills 

10 am ●​ Review current and projected 
enrollment, utilization and building 
conditions of SPS elementary 
facilities. 

Paul Mills 

11 am Break 

11:15 am ●​ Program considerations  
11:30- Working Lunch 

Paul Mills  

12:15 pm ●​ Design Thinking Exercise  Paul Mills 

1:30 pm ●​ Action Planning and Next Steps Paul Mills 
 



Elementary School 
Facility Workshop

Salem School Committee Retreat
June 21, 2025
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 Initiate strategic discussion about Salem
elementary school programs and facilities

 Review elementary school options
considered in the 2022 School Facility
Master Plan

 Review current conditions projected
enrollment, school capacity, and facilities

 Re-explore potential options for future
implementation

 Set goals for critical next steps

School Committee Retreat 
Goals for Today
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Welcome 
SFMP Refresher
Goals
Data
Programs
Options 
Next Steps
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Progress since the School Facility Master Plan…

Successful MSBA Grant 
– first try after 12+ failed attempts

Initiated Salem HS replacement project

Determined secondary grade 
configuration with robust community 
engagements

Reconfigured Saltonstall to K-5
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SFMP Recommendations
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Activity: Vision & Goals Exercise

Working in teams of two: 
1. Select 3 images that best 

represent Salem’s elementary 
schools TODAY.

2. Select 3 images that best 
represent your aspirations for 
Salem’s elementary schools in 
the THREE, FIVE, and TEN 
YEARS.

3. Take turns sharing and 
explaining your selected images 
with the whole committee.

What common goals and themes 
were expressed?  How might these 
ideas inform near term actions?
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Benchmarking Elementary School Size (2023-24)
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(a) (b) (c) = (b) - (a) (d) = (a) / (b) (e) (f) = (b) + (e) (g) = (f) - (a) (h) = (a) / (d)

Campus 2025 Enrollment 
(matches 2029-30 

NESDEC projection)

 Capacity  w/o 
Recapturable 

 Surplus / 
Deficit 

 Utilization %  Capacity 
Recapturable 

 Total Capacity 
(Used + 

Recapturable) 

 Surplus / 
Deficit w/ 
Recapture 

 Utilization w/ 
Recapture % 

Bates 408 414 6 99% 38 452 44 90%
Bentley 289 304 15 95% 114 418 129 69%
ECC 128 186 58 69% 19 205 77 62%
Carlton 265 308 43 86% 0 308 43 86%
Horace Mann 301 346 45 87% 342 688 387 44%
Saltonstall 275 346 71 80% 95 441 166 62%
Witchcraft Heights 459 551 92 83% 57 608 149 76%

TOTAL 2,126 2,455 329 87% 665 3,120 994 68%

Avg (w/o ECC) 333

Key takeaways: 
 Avg Elementary 333 (Carlton, Mann, Saltonstall are lower)
 Carlton size is constrained by facility
 Significant recapturable capacity, especially at Mann (Head Start leased space on first floor)
 Sufficient surplus capacity to reasonably consolidate from 6 to 5 schools (as explored during SFMP)

Capacity Utilization

` `
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Proximity to 
Students

Number of students whose 
home addresses are closest to 
each elementary school (2021)

Saltonstall sits in greatest 
student density.

Bentley and Carlton in least 
indispensable locations.
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Transportation - Elementary
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Transportation – Elementary 2/2
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Facility Needs (2022)
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Resiliency – Sea Level 
Rise

2013 Commonwealth Study 
references local sea level 
rise of up to 6+ feet by the 
year 2100.
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At 4 feet sea level rise: 
- 2% of Bentley campus under water 
- ~30 SPS students’ homes (1%) displaced

At 6 feet sea level rise: 
- 6% of Bentley campus under water 
- ~200 SPS students’ homes (5%) displaced

Resiliency – Sea Level 
Rise
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Resiliency – Hurricane Risk

School Category 1 Category 2 Category 3 Category 4

Bates 15% 19% 22% 29%

Bentley 2% 76% 100% 100%

Carlton 0% 6% 29% 100%

% of Campus within Hurricane Surge Inundation Zones

Aug 2020: 
In Massachusetts, the Colorado State University team 
predicted the odds of a land-falling hurricane this year 
at 10%, compared to a historical probability of 6%.

Source: NOAA
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Sustainability – Energy Efficiency
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Assessing Buildings & Locations

Witchcraft 
Heights K-5

Saltonstall 
K-5 (2025)

Horace Mann
PK-5

Carlton 
K-5

Bentley PK-5 & 
ECC PK-K

Bates 
PK-5

⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤Student Proximity

⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤Community Presence & Access

⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤Building Condition 

⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤Adequate Spaces

⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤Grounds

⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤Current Size 

⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤Capacity for Growth

⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤Flood Resilience

⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤⬤Energy Efficiency & Sustainability 

$ $ $ $ $$ $ $ $ $$ $ $ $ $$ $ $ $ $$ $ $ $ $$ $ $ $ $Operational Cost

24



Welcome
SFMP Refresher
Goals
Data
Programs
Options 
Next Steps

25



Strategic Considerations for Elementary Programs

• Pre-School, Pre-K
• Special Education Services
• Language Learner Programs
• Family Support Programs
• District Brand & School Identities
• School Design, Innovations
• Community Priorities 
• School Assignment and Choice Policy

• What else?
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____
Other

Activity: Exploring Options 

1. Familiarize yourself with your 
toolkit: 

• District elementary ‘supply’ map 
with classroom diagrams - color 
coded to represent current 
classroom design and or use.

• Student and classroom 
‘demand’ cards represent 
projected 2029-30 enrollment 
for ALL substantially separate 
and PK-5 students, as well as 
specials, and optional alternate 
uses.  

PK
20 Students

1st
20 Students

STEM 
Lab

Music 
Lab

Art 
Lab

Sup
Resource

2nd
20 Students

3rd
20 Students

4th
20 Students

K
20 Students

5th
20 Students

SpEd 
Sub Separate
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Activity: Exploring Options 

2. As a team, fill the maps with cards to 
explore different operating models.  

• Consider alignment of grade level 
cohort sizes. 

• Can we house all PK and K students 
in spaces designed for early 
childhood learning?

• Consider alternative locations for 
programs to best serve students.

• Could some operate in smaller/larger 
buildings?

• Is it possible to concentrate students 
in fewer facilities?  

• What program and facility 
improvements would be required?

____
Other

PK
20 Students

1st
20 Students

STEM 
Lab

Music 
Lab

Art 
Lab

Sup
Resource

2nd
20 Students

3rd
20 Students

4th
20 Students

K
20 Students

5th
20 Students

SpEd 
Sub Separate

____
Other

STEM 
Lab

Music 
Lab

Art 
Lab

Sup
Resource

1st
20 Students

2nd
20 Students

3rd
20 Students

4th
20 Students

5th
20 Students

PK
20 Students

K
20 Students

PK
20 Students

K
20 Students

PK
20 Students

K
20 Students

SpEd 
Sub Separate

K
20 Students

1st
20 Students

3rd
20 Students

4th
20 Students

5th
20 Students

2nd
20 Students

K
20 Students 1st

20 Students

3rd
20 Students

4th
20 Students

5th
20 Students

2nd
20 Students

Art 
Lab

STEM 
Lab

Sup
Resource

Sup
Resource

K
20 Students

1st
20 Students

3rd
20 Students

4th
20 Students

5th
20 Students

2nd
20 Students

K
20 Students

1st
20 Students

3rd
20 Students

4th
20 Students

5th
20 Students

2nd
20 Students

PK
20 Students

PK
20 Students

PK
20 Students PK

20 Students

Music 
Lab

Sup
Resource

Sup
Resource

SpEd 
Sub Separate

Sup
Resource

PK, K: 
Place ALL 

(perhaps add more?)

SpEd & 1st-5th: 
Place ALL 

Specials, Support:
Place as many as you 

want
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