REPORT ON ADMINISTRATION BUILDING (BUILDING 126)
MITCHELL FIELD IN HARPSWELL, ME.

Submitted by Maxwell Johnstone, Midcoast Council of
Governments

Purpose: On June 22, 2023, the Town of Harpswell (Harpswell) and the Midcoast
Council of Governments (MCOG) signed an agreement that would help “in the disposition
of the Administrative Building at Mitchell Field”. The process included reviewing
documentation associated with the site, zoning requirements, providing updated
estimates on infrastructure, and public outreach to gauge interest in redevelopment. This
report shall conclude MCOG’s work, providing guidance on the future of the
Administrative Building (Building 126) and general recommendations for Mitchell Field.
MCOG is available for questions associated with this report requiring further clarification.

MCOG: The Midcoast Council of Governments is a nonprofit, municipally driven regional
planning and economic development organization encompassing 66 communities in the
Midcoast region. We receive funding from municipal, state, and federal governments to
assist communities with their planning and economic development needs. MCOG evolved
out of the Midcoast Regional Planning Commission, Midcoast Economic Development
District, and the Bath-Brunswick-Topsham Development Corporation, serving Midcoast
Maine since the 1990s. Maxwell Johnstone and Mathew Eddy were assigned to this
project.

Maxwell Johnstone is a Senior Planner at MCOG, working with the organization since
July 2017. Maxwell runs MCOGs technical assistance program, assists communities with
grant writing and administration, and updating land use ordinances and comprehensive
plans.

Mathew Eddy is the Executive Director of MCOG and has over 40 years of professional
and development planning experience in the State of Maine. Mathew has worked with
building re-use strategies, testing financial and political feasibility.
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Site Background: The Administration Building is a 7,704 square foot structure
constructed in 1954 as part of the US Navy’s Defense Fuel Farm to support the Brunswick
Naval Air Force Base. The Administration Building is part of the 118.5-acre property at
1410 Harpswell Neck Road commonly known as “Mitchell Field”. The Administration
Building provided the Navy space for administrative and fire safety needs and would be
used as storage as the Navy prepared to transfer the site. All 118.5 acres of Mitchell Field,
and certain buildings, were transferred to the Town of Harpswell by the Navy. The
Administration Building has remained vacant, while the attached garage is in use by the
Harbor Master to store equipment and vehicles.

The future of the structure has been uncertain since Harpswell took ownership. In the
2007 Mitchell Field Master Plan, there was a desire to repurpose existing structures on
the property for either private or public use. In the 2019 update, this recommendation was
shifted to consider replacing the structure, further away from the water, depending on the
use.

(Photo of Administration Building taken on March 13, 2024 by Max Johnstone)



In 2022, the Mitchell Field Committee conducted a town-wide survey that received 756
responses. Questions E-4 and E-5 gathered an up-to-date opinion from the residents on
the future of the Administration Building. Question E-4 asked residents to rate their
support for renovating, short-term renovations, demolition, and replacement of the current
building while Question E-5 asked for more detailed responses. Question E-4 found
resident support spread across all options except making short-term repairs. The
consensus from residents and the Mitchell Field Committee was that other information
about the Administration Building was needed before a decision could be made.

Residents favoring renovations have cited the desire to repurpose a well-built structure
to provide bathrooms, community services, or allowing a private business to move in and
generate revenue. Meanwhile, those advocating for demolition believe the structure
staying vacant provides no benefit to the community and would be better for open space
or parking. Respondents noted that the unknown cost to either fix, demolish, and long-
term maintenance of the structure are key factors for future consideration.

The survey's conclusions led to this independent, third-party review of the long-term use
and updated cost estimates for the Administration Building. The information in this report
provides a blueprint for the community to pursue rehabilitation or demolition.

Remediation Background: The US Department of Defense conducted multiple studies
and clean-up efforts leading up to the transfer of Mitchell Field. Harpswell has also
conducted a Phase 1 Environmental Site Assessment through Summit Environmental
Consultants in 2006 to find any data gaps for further remediation activities. The
Administration Building was noted to have small quantities of miscellaneous petroleum
and hazardous substances removed. This included 4,000 square feet of vinyl asbestos
floor tile.

As part of this project, MCOG submitted a Brownfield Environmental Site Assessment
(ESA) to the Maine Department of Environmental Protection (MDEP) to conduct an
updated Phase 1 and Phase 2 evaluation of the property. The evaluation was conducted
by Beacon Environmental Consultants, LLC and completed on March 13, 2024. This
evaluation examined the Administration Building, the Generator Building, the Sentry
Building, and the Community Garden Building (Foam Building). The full report is on file at
the MDEP and can be found on the Town of Harpswell’s website under the environmental
documents for Mitchell Field. This report will only summarize the contaminants found in
the Administration Building.
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(Image taken from Beacon Environmental, LLC July 2024 Analysis of Brownfields
Cleanup Alternatives Mitchell Field Buildings, Harpswell Neck Road, Harpswell, Maine)

On January 22, 2024, the Administration Building was evaluated for asbestos,
polychlorinated biphenyls (PCBs), lead-based paints, potential Underground Storage
Tank (UST), and the boiler slag was assessed for potential health concerns.

Asbestos- Door caulking samples found 3.6% chrysotile asbestos. There is an
estimated 20 linear feet of caulking. No asbestos was found in other sample sites
(the roof).

PCB- Materials were found in various caulking locations and paints used in the
structure. The caulking exceeded 50 ppm while the paint was less than 50 ppm.
Due to these results, the materials must be disposed of at a licensed special waste
landfill.

Lead- There was lead-based paint confirmed in five different portions of the
building (Garage, right side office, left side office, exterior, and boiler room). If



demolition is decided for the Administration Building, then painted surfaces will
need to be disposed of at a licensed construction and demolition debris landfill.

UST- Pipes along the side of the building were left behind from the removal of a
UST.

Boiler Slag- There were elevated concentrations of arsenic above MDEP
standards for residential and park user scenarios. The boiler slag was also found
to have 242 ppm lead concentration. Beacon noted that this is “above the twenty
times rule concentration of 100 ppm for RCRA”.

At the time of writing, MDEP and Beacon are preparing estimates for remediation
of the Administration Building. Estimates will cover both options for demolition
and rehabilitation.

Mitchell Field Administration Building Public Meeting 8/30/23



(Image taken from Harpswell Community Television coverage of 8/30/2023 meeting)

SWOT Analysis: On August 30, 2023, MCOG conducted a public workshop that
encouraged interested residents to speak on the Strengths, Weaknesses, Opportunities,
and Threats (SWOT) about the Administration Building. The full analysis is available on
the Town of Harpswell website. The session was well attended.

Strengths- The location and potential of the Administration Building are viewed as
its strengths. The Administration Building sits on a large open space that has
scenic and accessible views of the water. With guidance and planning, the site
could address multiple needs in the community. While the current zoning restricts
what is allowed at the Administration Building, the Town of Harpswell can amend
the Shoreland Zoning when a plan has been decided. Residents noted the size
and interior flexibility would accommodate multiple uses.

Weakness- The Administration Building, in its current location, abandoned, is its
weakness. The location limits access for the planned boat ramp that could be
addressed by removing the building. The building itself has deteriorated since
being emptied over two decades ago, from the brick fagade chipping away to the
roof leaking. Participants noted, at its best, it is not attractive. The building also
lacks water and sewer but is connected to power. Its location in the community is
not central to most residents.

Opportunities- Residents emphasized that the Administration Building could meet
one of many needs for the Town: astronomical and marine-based educational
opportunities due to the location, a shared resource for nonprofits and a community
room. The site might provide a revenue source for the Town if leased out to an
entity that would be compatible with the site (or an entity managing the site and
making it available to the community). All agreed that such an entity must show
financial ability.

Threats- The Administration Building condition and location can negatively affect
Mitchell Field options without a plan. The enhancement of the Administration
Building could affect waterfront access by limiting the boat launch access system.
The lack of utilities, potential expansion of paved parking, and lighting could
change the natural benefits of Mitchell Field. There were concerns about sea level
rise and potential flooding; however, updated maps provided by Maine Emergency
Management Agency show that the Administration Building will not be in a
floodplain nor threatened by sea level rise.
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(Image provided by Maine Emergency Management Agency depicting 2024 floodplain)

In general, Harpswell residents continue to be concerned that the financial requirements
of the project could limit its success. The Administration Building will need significant
outside funding that may take months, or even years, to assemble. Residents noted that
a group will need to take responsibility for the Administration Building implementation
strategies.

The information from the SWOT analysis provided a foundation for the set of interviews
and outreach that MCOG conducted, leading up to the March 18, 2024, public meeting.

Interviews: MCOG conducted interviews with a range of stakeholders named in the
SWOT analysis workshop or brought to our attention by the community. The purpose of
the interview was to assess interest in building use and management.

Benefactor:

MCOG conducted an interview with an individual commonly referred to as “the benefactor”
who asked to remain anonymous for this report. The benefactor approached the town
with an offer of $500,000 to go towards rehabilitation of the Administration Building. The



conditions would be that the funds be used for the primary office building and shall not be
used for the garage nor utilities (septic and water). The benefactor wants to see a
definitive path forward for the Administration Building before they invest. The benefactor
did not say that the funds may be for endowments or long-term care of the structure. The
benefactor expressed approval of the nonprofit organizations rehabilitating the
Administration Building as a community building and holds that funds must be used for
the actual rehabilitation.

Town Office:

Harpswell Harbormaster and Marine Resources Administrator

Harpswell Town Administrator

Harpswell Town Planner

Harpswell Recreation Director & Community Services

Members of the Mitchell Field Committee during their February 5, 2024, meeting

A common interview concern raised was the prioritization/allocation of town resources to
the Administration Building. Some interviewees expressed more interest in having town
resources in geographically central parts of the community to best accommodate the
entire community (a common refrain throughout alternative use discussions). The
Harbormaster emphasized a desire to have a centralized, permanent home to the
vehicles and equipment that are currently at the Administration Building and would prefer
a building at the Town Office location to better respond to calls throughout the community.
The Administration Building would facilitate moorings and water-based interest
associated with the Boat Launch, but it would still be a secondary priority if funds were
limited in the community.

For the Administration Building and Mitchell Field, there are competing projects and
efforts requiring community resources for implementation. These projects include the
installation of the new boat launch, creating public restrooms (The Administration Building
being one possibility), and providing sufficient parking for larger events and seasonal
visitation (increasing since COVID). Mitchell Field has three (3) other unoccupied
structures (Generator Building, Sentry Building, and Foam Building) that also have
potential for rehabilitation or demolition but have no approved plans at this time and have
been found to contain hazardous materials that require remediation.



In general, town officials are facing other priorities for property improvements on Mitchell
Field and elsewhere in the community that make rehabilitation of the Administration
Building difficult to undertake. Considering the success of the rehabilitation of the
neighboring structure that is currently leased by Merrymeeting Shellfish Company and
the current zoning of the site, the Town would be recommended to find a potential partner
if rehabilitation is pursued.

Even with a partner, concerns over parking, restrooms, and keeping the Mitchell Field
property available for public use continue. The potential partner must show financial ability
for long-term sustainability. In this model, no town participation is expected. Any partner
for the building would have to maximize shared parking opportunities throughout the year,
especially for events. Continued public access in and around the site is considered
important. A use that provides access to public restroom facilities is seen as ideal.

Nonprofits:

Harpswell Anchor Director of Development and Operations

Harpswell Aging at Home Board Members

Harpswell Heritage Land Trust Executive Director

Non-profit interviews were intended to gauge the level of interest in using the
Administration Building and the funding-raising ability (and interest) to support their
particular re-use of the Administration Building. These interviews were meant to answer
the question: Could nonprofits partner with the community to rehabilitate the
Administration Building and put it to long-term community use?

Each nonprofit explained their needs for storage of materials, easily available meeting
space, and potential office space for the work they do. The nonprofits interviewed mainly
voiced the need for such a space whether at the Administration Building or another
location that might become available in the future.

For Harpswell Heritage Land Trust, which owns an office in Harpswell, the Administration
Building could serve as a satellite location for open-space recreational and water-
dependent activities, as well as their summer camp programs. Similar to public comments
heard in August, the Land Trust was interested in an indoor option for severe weather
days.

The nonprofits interviewed noted a prominent level of interest in providing Harpswell
services and a place where volunteers in Harpswell could work to help their provision.
There was a strong interest, post rehabilitation, in sharing that space with the community
and setting up public restrooms that could be shared with the public.



A common concern for nonprofits was raising capital funds for rehabilitation and ongoing
operational funds for occupation and maintenance. The nonprofits noted that with their
existing projects and staffing limitations, they would be hard pressed to manage the
Administration Building fundraising campaign and would need aid. A secondary concern:
who would run the day-to-day operations (if not the Town Office), and who would decide
how the space was to be shared? The nonprofits seemed open to a third-party
entity/administrator dedicated to the daily operations of the facility and a direct point of
contact, keeping communication with the Town Office. However, it was not clear which
entity would play that role.

At the time of writing, there is no existing nonprofit that offered to take a leading role in
this effort. However, the non-profits noted that with time and help, there is an interest in
a collaborative effort to raise projected funds and achieve multiple use strategies, without
affecting the municipal general fund. Goals addressed include a long-term plan for the
Administration Building, public restrooms and indoor space for visitors, tenant(s) with
minor parking needs, and a dedicated building for nonprofits to provide services
throughout Harpswell.

Cost and Potential Funding: MCOG contacted different contractors and
companies to obtain estimates for rehabilitation options that Harpswell may pursue. The
estimates gathered were based upon visual site visitation and are at a conceptual level
only. Preliminary and final architectural design are needed. These estimates were also
gathered before the Phase 2 Environmental Site Assessment was completed, which will
increase the price for demolition or rehabilitation due to the need to remediate the site.
There are funding resources to aid in those efforts, including brownfield and other funding,
which can be pursued should a non-profit or community redevelopment group appear.
This section will begin by covering two expenses that will need to be planned by the Town
regardless of the choice of demolition or rehabilitation. There will then be a breakdown of
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expenses and grants available for demolition, followed by expenses and grants available
for rehabilitation.

Demolition Rehabilitation
Remediation $80,000-$130,000 $95,000-$150,000
Removal of structure $80,000-$100,000 N/A
Roof Repair N/A $180,000-$190,000
Brick Facade Repair N/A $150,000
Interior Renovations N/A $1,376,000-$1,926,400
Garage Repairs N/A $550,000-$770,000
Septic* N/A $25,000

Connecting to Water N/A $132,000-$396,000
Total $160,000-$230,000 $2,508,000-$3,607,400

(Chart provides a central location showing estimates gathered in 2024)

Common Expenses

Harbormaster: Another common expense incurred regardless of the decision for
demolition or rehabilitation of the Administration Building will be the future placement of
the Harbormaster’s equipment and vehicles. Estimates for this cost are outside the scope
of this project but should be considered in the Town’s overall evaluation. MCOG did
receive estimates for new construction or costs as high as $350 per square foot for new
construction.

Remediation- Harpswell will need to remediate the Administration Building due to the
hazardous materials found in the Environmental Site Assessment. The survey work was
funded through the Maine DEP at no expense to Harpswell.

As of July 2024, Maine DEP offers up to $50,000 for a parcel that has gone through this
process; however, this also means that the $50,000 cap would also limit the amount
available to the other three (3) buildings that were surveyed (Generator, Sentry, and
Foam Buildings). This funding could be enhanced through other brownfield funds that
MCOG is pursuing but is presently at least one year away.

Beacon Environmental Consultants, LLC, who conducted the Environmental Site
Assessment, provided an analysis of the estimated cost for cleanup options of Building
126 (Administration Building), Building 159 (Generator Building), Building 164 (Sentry
Checkpoint Building), and Building 200 (Foam Building). Beacon estimates that to
remediate the Administration Building for rehabilitation would cost between $95,000 to
$150,000; however, this does not include renovation costs and is noted to be “moderately
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more difficult to implement”. Beacon estimates that remediation and demolition would cost
between $160,000 to $230,000.

Demolition

Beacon Environmental Consultants, LLC provides an estimate in their analysis between
$160,000 to $230,000 for the demolition of the property. This estimate is within the range
MCOG has heard from other contractors. $160,000-$230,000 only accounts for the
demolition of the Administration Building and the attached garage. It does not include
replacement costs for what the community might add to the footprint area, nor does it
account for the storage of Harbormaster equipment and vehicles in the garage. These
expenses cannot be calculated as the post-demolition projects could range from parking
to a new structure, and the re-location of the Harbormaster would require knowledge of
the potential relocation of the equipment.

For the direct cost of demolition, the Land Water Conservation Fund (LWCF) is a federal
program that could be used for demolition. The grant would require Harpswell to place a
deed covenant on the parcel guaranteeing public recreational access for the area
applicable to the funding. Unless granted an exemption, only the defined recreational use
would be allowed. This change would limit the “Marine Business” focus for the site noted
in the Mitchell Field Master Plan. It is also important to note that LWCF is a highly
competitive federal grant that is a 1:1 match. If this is a desired possibility for Harpswell,
it is recommended to speak to the Maine contact for the Land Water Conservation Fund,
who, at the time of writing, is Doug Beck.

Rehabilitation

There are multiple structural issues related to the Administration Building that need to be
addressed.

GE Roofing provided an estimate to the town in 2018 for the potential cost to repair the
roof on the Administration Building. Based on their earlier knowledge of the building and
the increase in prices since 2018, GE Roofing provided an updated 2024 estimate of
$180,000-$190,000 for the repairs to the roof, not including the garage. GE Roofing also
noted that this does not include any deck replacement due to neglect and constant leaking,
and that the proposed cost should be lower if the whole building were rehabilitated.

The brick facade of the Administration Building is showing signs of deterioration and
decay. Local contractors specialized in historic building repairs and masonry estimated
the brick repair to be no more than $150,000 as of March 2024. This estimate does not
include the garage.
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(Photo taken on August 26, 2023 by Max Johnstone)

Complete structure rehabilitation estimates ranged from $250 to $350 per square foot.
Excluding the garage, the interior renovations would range from $1,376,000 to
$1,926,400, subject to changes in a very dynamic market. These estimates were based
on visual site walks of the exterior and/or interior of the structure and trends the
contractors and developers have been experiencing in the region. If the garage is
included, the rehabilitation would add $550,000 to $770,000 in expenditure.

An added concern is the present lack of utilities (water and septic) tied to the
Administration Building. There exists a septic design that could address wastewater
disposal needs, provide collaboration potential with Merrymeeting Shellfish Company,
and meet the need for public bathrooms. It is estimated that a brand-new septic to only
service the Administration Building would cost $25,000.

To provide water, either a new well would be drilled or the current Mitchell Field supply
would be extended down the service road to the Administration Building. The capacity of
the existing well would need to be analyzed, but an approximate cost, assuming roughly
% mile, would range from $132,000- $396,000 ($50-150 per linear foot, depending on
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location and depth). The available funding opportunities will vary depending on the
determined use of a rehabilitated structure.

Funding options. As noted earlier, there exists a potential gift of $500,000 for the direct
rehabilitation of the Administration Building. Any conditions set by this amount would be
privately managed by the potential tenants and the beneficiary. While this does not cover
the entire cost of the project, it does provide a sizable part of funding that can be used as
a local match to obtain further grant funding, an unusual opportunity in community building
rehabilitation. Through community discussion, MCOG further found significant potential
in the community to raise further private funds for the Administration Building rehabilitation.
If this possibility is pursued, there is further opportunity for collaborating with Town
officials in the pursuit of other grant sources.

At the federal level, the Congressional Directed Spending (CDS)/ Congressional Project
Funding (CPF) are annual appropriation procedures that allow communities and
nonprofits to directly request congressional funding support for eligible projects.
CDS/CPF includes all types of federal program opportunities. CDS/CPF has a short
window between the announcement and submission deadline, generally in April.
CDS/CPF is an incredibly competitive procedure. While MCOG encourages pursuing
federal funding sources to maximize the rehabilitation potential, the rehabilitation effort
should not solely depend on said funding if Harpswell is working on a sensitive timeline.

Harpswell can also pursue funding through the USDA Rural Development’'s Community
Facilities Direct Loan & Grant Program. This program offers grants and low interest loans
based on population size and the median household income of the community.

The Stephen & Tabitha King Foundation provides up to $50,000 for projects that aim to
address underlying causes of social and environmental problems. There is a strong
interest in helping with community services, literacy, and the arts. This is a competitive
grant opportunity that could have a compelling case built around a community building
that creates a space for nonprofits that provide services to Harpswell.

The Maine Community Foundation (MCF) and Community Development Block Grant
(CDBG) offer programs to enhance services to vulnerable residents in the area. As a
member of the Cumberland County Entitlement Communities, Harpswell would be eligible
to use funding under Public Facilities & Public Infrastructure assist with rehabilitation and
improvements of public facilities. In addition to construction, up to $50,000 would also be
available through the Public Service category to temporarily fund an administrator to
manage the next phase of the Administration Building rehabilitation.
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Lease Options. If rehabilitation is pursued by the Town, a preliminary lease agreement
with the leading non-profit entity should be set up. This step is needed to position the
project for grant funding and shows commitment by the Town and the lead entity. The
terms of this lease should be an early step in the rehabilitation pathway that will define
the future use of the site.

With the financial commitment of potential nonprofit(s), MCOG recommends the lease be
a 20-year, renewable agreement charging no rent if the following conditions are met:

1. The nonprofit(s) can complete the rehabilitation without town funds.

2. Public restrooms are installed and available for the public.

3. The Administration Building will be available to Harpswell residents for programs
and services in periods not needed by the non-profit.

4. The Administration Building tenants contribute to snow removal, applicable
property maintenance, and any costs for improving parking areas used by the
tenants.

5. No more than 2 parking spaces are reserved for the Administration Building
tenants/visitors.

6. In the case of a planned public event, parking is prioritized for the event.

If the above conditions can be met, MCOG believes this potential partnership could offer
short- and long-term benefits for Harpswell. While there would be no direct revenue from
the structure for a 20-year period, the ability for the nonprofit(s) to provide for quality space
with public restrooms, would save Harpswell significant investment and operating funds
over time to provide quality space at Mitchell Field. A final lease draft must be negotiated
by the potential nonprofit(s), the Harpswell Select Board, the Harpswell Town
Administrator, and the voters of Harpswell through Town meeting.

Recommendation and Timeline: This timeline reflects the need to further engage
non-profits in a plan to rehabilitate the Administration Building. MCOG believes there is
still interest in doing so. The timeline is also one with a built-in conclusion: at the end,
either the non-profits have found a path for rehabilitation, or not. Failure to do so would
lead to demolition (unless the Town shifts its’ interest in such investment) and focus
should shift to alternative uses for the site, including incorporation into public access and
boat launch facility design. Alterations may be made where stakeholder participants
adjust with “Initial Discussions” and start/end times of each segment of this timeline.

Initial Discussions (Months 1-3)
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Select representatives from the Harpswell town office and nonprofit(s) expressing interest
in the Administration Building start discussions on long-term occupancy. MCOG
recommends, as a baseline, town representatives should include the Town Administrator
or Town Planner, at least one (1) member of the Select Board, and at least one (1)
member of the Mitchell Field Committee (chosen by the Select Board). Non-profits, in this
start-up, shall include one (1) representative from Harpswell Aging at Home, Harpswell
Heritage Land Trust, and the Harpswell Garden Club.

The goals of these first meetings are to:

1. Figure out from the nonprofits if there will be enough ability for entities interested
in the Administration Building to meet deadlines outlined by the town officials. This
includes the organization that will be the official lease holder, have their insurance
applied to any potential damage to the property, and the primary point of contact
for the Town and fundraising efforts.

2. Collaboratively work to find resources to support this effort to include preliminary
design, cost estimates, and a business plan and engage a professional to begin
work.

3. Figure out, in good faith discussions, the parameters for a potential lease
agreement for future town meeting action. The agreement would outline allowed
uses, restrictions placed on the Administration Building, and responsibilities
between the stakeholders and the Town.

4. If a potential agreement is practical, the stakeholders shall refine the rest of the
timeline for Select Board endorsement.

In addition to meeting with the nonprofits, the town officials shall discuss plans with the
Harbormaster about moving all equipment and vehicles not to exceed a five (5) year
period. This is to prepare the town for relocation if rehabilitation is successful or for
demolition. During this period, the Town may pursue funding to address remediation of
the Administration Building.

If the Town and stakeholders are unable to reach an agreement, the Town shall begin the
demolition process of the Administration Building.

Preliminary Rehabilitation Plan Development (Months 4-6)

With Select Board action, further refinement of the development plan shall occur among
the stakeholders, with town officials’ meetings as necessary (it is recommended that the
Town Planner remain engaged in the entire process). Work will include:

1. Preliminary design, cost estimates, and a business plan developed by the engaged
professional.
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2. Among the stakeholders, with a business plan, ensure an agreement is in place
for joint use, management, and preliminary annual budgets. Establish either the
leading non-profit or a new non-profit that will oversee this effort.

3. With cost estimates in place, draft a more complete conditional lease agreement
to be presented to the Select Board for consideration at a (special) Town Meeting.
The primary lease condition will be meeting fund raising requirements.

4. A sister action at the (special) Town Meeting will be that, with a failure to support
the lease agreement, the town will engage in the start of the demolition process
for the Administration Building.

The vote is to signal if the rest of this recommendation timeline shall move forward, or if
voters would choose a demolition path.

Rehabilitation Fund Raising (Months 7-18)

With a draft agreement approved, the nonprofits would be given at least one (1) year to
pursue outside funding sources for rehabilitation of the Administration Building. Harpswell
may create a requirement for milestone check-in dates from the nonprofit(s) to review
progress on these efforts. This period may also be extended if there are grant
opportunities that would not be available during this period and the Select Board decides
there has been considerable efforts made to pursue current funding sources.

The Town and MCOG will work collaboratively to name funding resources available
through state and federal entities, as well as foundations.

Rehabilitation Final Review and Transition (Month 19-22)

At the end of the Fundraising period, the nonprofit(s) shall report to Harpswell about
potential private and public funding to pursue the rehabilitation project. Stakeholders shall
make any adjustments to the conditional lease agreement and place the final agreement
on the next available town meeting's agenda.

If the agreement is approved by the voters of Harpswell, the town officials shall enter a
final lease and provide permission to the nonprofit(s) to begin rehabilitation of the
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Administration Building. A new timeline shall be set up for completion of the structure that
must be based on estimates provided by the nonprofit(s) and their selected contractors.

(Photo taken on October 27, 2023, by Max Johnstone)

Demolition and Future Use (Months 7-8)

If the draft agreement is rejected, or if the nonprofit(s) are unable to satisfy any of the
above deadlines, the Harpswell Select Board will begin the demolition process, including
the identification of alternative funds for use in demolition and further development of the
site.

Members of the Mitchell Field Committee shall begin the future use planning for the
Administration Building footprint. The evolution of the Boat Launch Facility’s development
will likely be moving concurrently with this process, so the community will be more
informed of those requirements during this period. Further public engagement is
recommended.

Demolition Fund Determination (Months 9-12)

With the updated demolition figures in hand, Harpswell’'s Select Board and Budget
Committee should reconvene on potential methods of funding demolition. Outside
resources should be available at that time.
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Members of the Mitchell Field Committee shall complete future use determinations and
show cost. Funding resources will be assessed to decide if those funds can be used in
the redevelopment process.

That proposal will be presented to the Town Meeting.

Demolition RFP Months (13-14)

An RFP shall be distributed to qualified vendors for demolition, including updated market
and remediation costs.

The Town Planner shall outline potential funding sources that have appeared since Town
Meeting.

Demolition shall start with the vendor award.

Additional Comments: This section of the report outlines further MCOG
recommendations outside of the Administration Building scope of work. The
recommendation is based on research we have gathered that would be beneficial for
residents and town officials to consider for the future of Mitchell Field.

1. The development of the boat launch at Mitchell Field should be watched in terms
of the Harbormaster current and future workload. While a central spot in Harpswell
is a top priority, the increased use at Mitchell Field could call for a satellite office
used by the Harbormaster. Because both options for the Administration Building
remove the garage as a workable Harbormaster location, Harpswell should
consider rehabilitation/renovation of the Generator Building at Mitchell Field or new
construction of a satellite site if no other community options are possible.

2. It is strongly advised that the remaining unoccupied buildings at Mitchell Field
(Generator Building, Sentry Building, and Foam Building) be considered for future
use(s) that can enhance Mitchell Field. For example, the Foam Building being
converted/expanded to further support the nearby garden. Another example would
be the Sentry Building being used for the welcome center/bathrooms to minimize
town expenses for running utilities down to the water if the Administration Building
is demolished. The Generator Building, which was noted to have a high amount of
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hazardous material from the same Environmental Site Assessment as the
Administration Building, could serve as a storage facility for town staff (after
remediation). All three buildings have potential to address one or more needs for
Mitchell Field if Harpswell continues the momentum created through the
Administration Building process.

3. A parking plan should be implemented for Mitchell Field. The site has had foot
traffic increase after COVID, and the number of visitors is expected to increase
with the boat ramp installation. Mitchell Field benefits from a paved road circling
the open field part of the property, which means parking can be found at multiple
points on the property. More parking could be found closer to the entrance to
preserve the waterfront and natural environments, while spaces closer to the
waterfront could be reserved for those with a handicap, emergency/town vehicles,
and boat trailers associated with the boat launch.

4. A capital improvement plan for the maintenance and long-term stability of the
Mitchell Field access roads should be further developed and incorporated into the
Town’s budget. With the boat launch, there will be increased load on the existing
system.

Recommendation Determination: The recommendation by MCOG for offering an
opportunity for the local non-profits to rehabilitate the Administration Building is based on
the demographics of Harpswell, available resources, and potential long-term
sustainability. The cost for rehabilitation would be a large amount for the Town to take on
itself for setting up a satellite town facility. From the interviews with town departments,
there are no interested department heads that would want to be at this site; meanwhile,
nonprofit organizations would have a permanent fixed location for services available to
the community. Having the nonprofits as a tenant would also keep the Administration
Building as a community asset for Mitchell Field and provide services to encourage local
foot traffic to the site that can complement passive recreation use.

The primary focus of this recommendation is the timeline. Due to the waiting period
between grant sources for demolition, this timeline is giving the nonprofits an opportunity
to organize amongst themselves for this capital project, if accepted by the Town. If the
nonprofits are not showing a commitment to the rehabilitation of the Administration
Building, as decided by the Harpswell Select Board, then the Town may move towards
demolition.

This recommendation and timeline are based on MCOG’s determination for a path
towards a community building in partnership with the local nonprofits. If the Town of
Harpswell desires to pursue leasing the Administration Building to a for-profit organization
through a Request for Proposal effort, MCOG recommends following a similar timeline
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from this report. The timeline to lease to a for-profit would involve the first two months
being used for an RFP process and the third month as an interview with the Select Board.
It should be noted that the timeline, fundraising, and grant opportunities outlined in this
recommendation may not apply to a private entity moving into the Administration Building.

MCOG respectfully submits this report to the Town of Harpswell for acceptance. We are

available if there are any questions and look forward to hearing about the future of the
Administration Building.#
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