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What We Do

As a national resource hub, we 
connect people, resources, 
and ideas so that leaders 
across the country can 
develop and implement 
solutions to modernize their 
school buildings and grounds. 

● Collaboration 
● Resource library 
● Knowledge-building 

school-infrastructure.org



What We Do
Interactive Data Dashboard 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Today’s Speakers



What are we  
covering 
today?

Educational Facility 
Master Plans 
• WHY
• HOW
• WHAT
• WHO
• WHEN



Why do we need an 
Educational Facility Master Plan?

Guiding document for a 
school district’s facilities

Translates a 
community’s 

educational vision into 
built reality

Not just about the 
buildings!  

Education-based 
planning is critical

But it is about the 
buildings!  Building (and 
site) conditions matter  
Safe, warm & dry is a 

bottom line

The Educational Facility 
Master Plan is not just a 
product—it’s a process 
engaging district and 

community

Why?  Because it may 
be required by your 

state!



How do we get there?  
The Educational Facility Master Plan process

1

Develop 
Education 
Specifications

2

Ensure 
Community 
Engagement 
in the 
planning 
process

3

Update 
Enrollment 
Projections 
with 
Demographic 
studies 

4

Review and  
update school 
inventory with 
capacity and 
utilization 
analysis

5

Complete 
Facility 
Condition 
Assessments

6

Develop 
school site 
plans with 
identified 
scope of work

7

Prepare 
financial 
analysis with 
costs and 
funding 
potential

8

Prioritize the 
needs with a 
consensus-
based rubric 



What are the key outcomes of an 
Educational Facility Master Plan?

Supports the 
district’s 

educational vision

Provides 
appropriate 
spaces for 
educational 
programs 

Meets the 
challenge of your 
school buildings’ 

conditions

Right-sizes your 
schools & District 

for changes in 
student 

populations

Enhances your 
schools as centers 

of community 

Includes school 
site master plans 

with identified 
work needed

Gives clarity on 
costs of work, 

outlines potential 
funding sources

Prioritizes work 
based upon needs 

and resources



Education Specifications
The Key to Your Educational Facility Master Plan



They translate the physical 
requirements of the facilities needed
to support your educational vision
into a guiding document. 
They should be:
• Education-driven.
• Forward-looking.
• Aspirational (not just reflective of 

current conditions).
M
M

What Are Education Specifications?



Ed Specs Define the Basis for School Design

M
M

They translate the physical requirements of the facilities 
needed to support your educational vision into a guiding  
document. 
They are:
• Education-driven.
• Forward-looking.
• Aspirational (not just 

reflective of current 
conditions).
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They translate the physical requirements of the 
facilities needed to support your educational vision 
into a guiding  document. 
They are:
• Education-driven.
• Forward-looking.
• Aspirational (not just reflective

of current conditions).

Ed Specs Define the Basis for School Design



Ed Specs Define the Basis for School Design

M
M

They describe the:
• District’s educational vision, mission, and curriculum goals.
• Users in the broadest sense:  students, staff, 

faculty, parents & community members. 
• Learning activities supported.
• Spatial requirements, adjacencies, 

finishes & equipment/technology 
needed to support learning activities.

• Incorporation of sustainable &
maintainable elements as a priority.



Why Do We Need Education Specifications?

M
M

They may be required.
They describe your:
• District’s educational vision, mission & 

curriculum goals.
• Users in the broadest sense:  students, staff, 

faculty, parents & community members. 
• Learning activities to be supported.
• Spatial requirements, adjacencies, finishes & 

equipment/technology needed to support those 
learning activities.

• Sustainability & maintenance requirements.



Ed Specs Define the Basis for School Design

M
M

They describe the:
• District’s educational vision, mission & curriculum goals.
• Users in the broadest sense:  students, staff, faculty, parents & 

community members. 
• Learning activities supported.
• Spatial requirements, adjacencies, 

finishes & equipment/technology 
needed to support learning activities.

• Incorporation of sustainable &
maintainable elements as a priority.



What Are the Benefits of Preparing 
Education Specifications?

Puts educational 
needs on an equal 

footing with building 
needs 

Engages the whole 
school community in 

consideration of 
educational spaces 

Promotes early buy-in 
on what’s included 

and reduces 
complaints later

Simplifies the work of 
Architects—and the 

District— during  
design

Promotes equity 
among the school 

sites when done on a 
district-wide basis 

Creates “champions” 
who will support the 

District’s efforts in the 
broader community



How do we get there?  
The Educational Facility Master Plan process

1

Develop 
Educational 
Specifications

2

Ensure 
Community 
Engagement 
in the 
planning 
process

3

Update 
Enrollment 
Projections 
with 
Demographic 
studies 

4

Review and  
update school 
inventory with 
capacity and 
utilization 
analysis

5

Complete 
Facility 
Condition 
Assessments

6

Develop 
school site 
plans with 
identified 
scope of work

7

Prepare 
financial 
analysis with 
costs and 
funding 
potential

8

Prioritize the 
needs with a 
consensus-
based rubric 



What Are Some Best Practices in 
Education Specifications Development?

They include:
• Getting buy-in at the highest level in the District.
• Inviting a comprehensive group to participate.
• Focusing alignment with state standards for each grade level.
• Considering career pathways, skills for employment. 
• Visiting other schools.



When Should We Create the Education 
Specifications and Who Leads The Process?

The development process should take place before 
the Master Plan process is completed.
● Ed Specs inform the planning process and identify needed 

spaces, adjacencies, finishes & equipment that inform the cost 
models in the plan.

● Best practice includes developing District Facility Standards in 
conjunction with your Ed Specs to ensure that educational 
program requirements are met.
○ District Facility Standards bridge the world of buildings and education.
○ Maintenance & Operations team input in Facility Standards 

Development is critical.



Community Engagement

The foundation of a successful master plan process.



Community Engagement

The cornerstone 
of an effective 
Facility Master 

Planning process

Seek input, 
provide feedback, 
build consensus 

on needs & 
priorities

Time consuming, 
requires 

patience—but the 
payoff in 

community 
support is real

Ensure a broad 
range of 

participants in the 
planning process

District buy-in from 
the top—Board, 
Superintendent, 

Educational 
leaders

School 
Community: 

teachers, parents, 
students, support 

staff

Neighborhood, 
City/County wide 

participation 

Challenges with 
continuity, diverse 

voices—who 
speaks the loudest



● Oldest public school system in the U.S.

● Title I District and located in an urban, coastal 
environment

● Serves 48,593 students and 11,720 staff in 119 
schools from pre-kindergarten to 12th grade 

● Student demographics: 
○ 81.6% High Needs
○ 70.1% low-income
○ 51.9% first language not English 

● 119 Schools; 11.6 million sq. ft, 132 Buildings: 
○ 50% built before 1950, and 73% built before 1970
○ 30% percent of the school buildings use HVAC for 

heating and cooling; 70% use steam heat with 
limited or no ventilation or cooling 

● $1.5B Budget

Josiah Quincy Upper School



Community Engagement 

Districts use 
community 
engagement 
tools reflecting 
planning focus.  
From surveys to 
workshops, 
online input to 
community 
meetings. 



Building the Master Plan
From demographics to buildings, data drives the plan.



Demographics, enrollment projections

The Master Plan needs to reflect changing community demographics, with 
accurate enrollment projections 

From your in-house enrollment team, to a full blown demographic study, find 
the appropriate level of analysis to ensure accurate data

Focus on patterns of community change

Challenges of growth and decline in the same school district



Inventory, Capacity, Adequacy 

Maintain and Update 
your School Facility 

Inventory

• Many states 
require updated 
inventory data

• Your database 
should be updated 
during the planning 
process.

Critical Inventory 
Data 

• Building and site 
areas 

• Classrooms, 
specialized 
spaces, 
administrative and 
support spaces

• Years built, dates 
modernized

• Construction types, 
basic building 
system information 
(also in FCA work) 

Prepare realistic 
capacity data as a 
base for planning

• Special programs
• Community 

services
• Pull-out programs
• Family support 
• Class-size limits
• Pre-K/TK/K needs
• Classroom size
• Charters

Don’t forget 
“Adequacy”!

• Are the classrooms 
large enough?  

• Do they have 
sinks. or special 
systems needed 
for programs?

• Does the school 
have all needed 
support spaces—a 
Multi-Purpose 
Building or Library?



Capacity  
Utilization

The Chicago Public Schools 
capacity utilization data 

identifies 60% of Elementary 
Schools as Underutilized.  
This Educational Facility 
Master Plan analysis is 

critical for informed 
decision-making by the 
District and the City of 

Chicago.



Facility Condition Assessments

For an in-depth look at FCA’s see NCSI Webinar                
View recording at school-infrastructure.org

Condition Assessments are a structured, 
comprehensive review of the condition of existing 

buildings at your sites

Prepare a Facilities Condition Index (FCI) for 
buildings and/or sites

The FCI provides a benchmark for comparing the 
condition of buildings and sites in the Master Plan 

process



School Site Planning 
The heart of an Educational Facility Master Plan. 



School Site Planning

Ensure capacity to 
meet anticipated 

enrollment—or be 
realistic about 
consolidation

Meet building 
condition needs 

with modernization 
work

Provide for 
Educational 

program 
requirements, look 

at needed 
additional spaces, 

renovations

District, School & 
community issues 
like security, energy 

efficiency, parity 
among the sites

The school site 
plan identifies and 

categorizes the 
work

Then is a key 
element in applying 

plan principles to 
prioritize work at 

each site

City-wide issues:  
Transportation 

planning, traffic & 
safe routes to 

school

Focus on developing a vision for each school site in the district  



School Site 
plans can also 
include phasing 
and  
implementation 
information to 
help the 
community 
understand 
upcoming 
construction and 
impacts.



Capital Planning
Estimating costs and sources of revenue, prioritizing the work. 



The Capital Planning process: estimate 
costs and identify funding

1

FCA’s provide 
major cost 
component for 
needed work 
on existing 
buildings

2

Include costs 
for additions, 
new 
construction, 
major building 
renovations

3

Master Plan 
costs include 
all project 
costs, 
escalation, 
program costs

4

Revenue 
Sources:  Local 
Bonds,Levies, 
State Support, 
Developer 
Fees 

5

Prioritize the 
plan based on 
your ranking of 
site needs, 
District goals, 
community 
requirements 

6

Finalize the 
Capital Plan 
component of 
the Facilities 
Master Plan



Prioritize the Work
Wait we can’t afford all this…
• Develop a rubric for “scoring” your need
• Build consensus around key ranking 

factors
• Address building conditions, structural 

safety, building envelope
• Focus on access compliance, fire and 

life safety
• Meet Educational program challenges
• Handle changing capacity needs, 

including consolidation
• Ensure equity among schools and 

neighborhoods
• Consider funding availability for specific 

schools or projects

Saint Paul Schools Prioritization Criteria



Who leads the Master Plan 
process?
District-led teams and key support for successful planning.



Getting There…Who?  The best team is you!  

The district, 
community and 

architects, 
engineers, 
planners

Create an 
appropriate 
Master Plan 

team for your 
district—size 

matters!

Understand the 
scope of work 
and schedule 
for a planning 

process

Understand the 
costs for 
effective 
planning 

processes



When to complete a 
Master Plan
Time the Master Plan process to meet critical facilities needs. 



It’s always a good time to plan…the timing of 
your Educational Facility Master Plan

STRUCTURED 
JUSTIFICATION FOR 

FUNDING…(BEFORE!)

I GOT THE MONEY, 
NOW WHAT DO I 
DO?...(AFTER!)

THE FIVE-YEAR (OR 
TEN-YEAR) 

PLAN…STATE 
MANDATED TIMING 

FOR FACILITIES 
MASTER PLANS

EVEN, AND MAYBE 
ESPECIALLY, IN 

TIMES OF 
DECLINING 

ENROLLMENT

THE UPDATE TO THE 
FIVE-YEAR PLAN, 
AND THE UPDATE 
TO THE UPDATE…



Discussion
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