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From: The Courageous Steps Project, P.O. Box 1, Stillwater, ME 04489

Contact: Connor J. Archer, Founder & Chairman/CEO
Email: connor@thecourageousstepsproject.org
Phone: (207} 852-1831 Date: Wednesday December 3rd, 2025

Subject: Cover Letter for Herbert Sargent Community Center Request for Proposal

Dear City of Old Town Leadership & Council Members,

My name is Connor Archer and I am the founder & Chairman/CEQ of The Courageous Steps
Project, a 501{c)3 non-profit organization dedicated to supporting children and young adults with
varying abilities and challenges in Maine. I am writing to you in sharing our proposal for taking over
the Herbert Sargent Community Center (formerly school] in Stillwater. In this proposal packet, you
will find the requested information in the RFP and additional supplemental information including
my resume and the story that connects us closely with the Herbert Sargent Community Center
property in Stillwater.

In the past month, we have been amazed and humbled by the amount of community,
regional, and statewide support we've received from messages to people wanting to get involved and
help us write the next chapter of our incredible story. Although we have lots of work to do, we are
driven, passionate, and ready to pull the necessary levers to make this happen.

I am reminded of how special Old Town is, and in particular, Stillwater Village. This
community helped Courageous Steps start close to 12 years ago. [ will always be thankful and
grateful for this community that I will always call HOME.

Thank you again for this opportunity, and we look forward to engaging with you all in the

near future to make this dream a reality!

With Appreciation,

Cornar] Aretrer

FOUNDER & CHAIRMAN/CEO
The Courageous Steps Project
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Entity Information: About The Courageous Steps Project, Inc.

The Courageous Steps Project, Inc. is a 501(c}3 non-profit organization in Maine that supports
children and young adults with various abilities and challenges. Founded by Connor Archer in
2014 during his sophomore year at Old Town High School, the organization started out by
launching a scholarship fund, back-to-school drive, and charitable giving program that has since
become our Wishlist Initiative. In 2016, Courageous Steps transitioned into an official 501(c)3
non-profit organization with the help of current and several past board members in the Old Town
community. Courageous Steps has since expanded support to thousands of children in seven
counties all over Maine, with an emphasis of supporting our rural areas. Connor, an Old Town
High School Class of 2016 graduate and national award winner for his efforts in creating the
organization, has grown Courageous Steps into a leading non-profit in the region providing
exceptional services for children ages 2.5 to 22 years old that is gaining attention across Maine by

leaders, advocates, and partners.

In 2020, Courageous Steps completed a transfer of assets agreement to revolutionize the
preschool program that supported him for years as a child. This all occurred during a time of
unpredictability with the COVID-19 pandemic. Through Connor’s leadership and vision,
Courageous Steps launched the new program in January 2021 significantly growing the

organization’s structure and capacity to serve more children in the region.

Throughout the next several years, Courageous Steps has restructured and expanded to add on
home and community services, which has since served dozens of children and families in
communities all around Eastern Maine, but is proud to call Old Town its home service area. In
May 2025, Courageous Steps consolidated all of its direct care programs under the now Step
Forward Center umbrella, which is rated as one of the top child care centers in the region through
the state’s quality rating system, and is undergoing national accreditation to be one of the only
early childhood nationally accredited centers in the region and state of Maine. This would be the

highest level of achievement for any provider in the state. In 2025, at the age of 27, Connor was

4
DISCLAIMER: The information proposal submitted is the information and plans as of December 3rd, 2025. The
information is subject to change based on new information presented, updated budget / financial information, and

ongoing adjustments to scope of the project with key partners/stakeholders for implementation of the project.



recently recognized as a MaineBiz 40 Under 40 Honoree, and FUSION: Bangor's Leadership and
Vision Award Recipient (FUSION:Bangor is under the Bangor Region Chamber of Commerce).
Connor continues to serve as a strategic consultant for the Maine Department of Education’s
Office of Special Services and Inclusive Education, as Treasurer and Committee Chair of the
Autism Society of Maine, and is involved in major advocacy and implementation efforts of new
programming and services in our state to support children ages Birth-22 years old with various

abilities and challenges.

The accomplishments of Courageous Steps and Connor are only possible because of the
incredible supporters and village that have built the organization to what it is teday. That impact
has only expanded because of our incredible leadership team, and our growing direct care team of
two dozen people who invest their hearts and passion to supporting children who need our
support and services the most. It’s because of our diverse talents and collective vision, that we are

able to come together to empower and inspire others.

In Exhibit A, you will find Connor’s resume and credentials. In addition, you will find a more
personalized story behind Courageous Steps, Connor, and the connection we have to the Herbert

Sargent Community Center area. In Exhibit B, you will find attached news articles as well.

Intended Use: Herbert Sargent Community Center Campus

Since Connor was 8 years old, even before the days of Courageous Steps, there were plans to build
a state-of-the-art dream center to make sure the place that gave him the start that he had would
always be there. When Courageous Steps was founded, that vision became more evident. When
the opportunity came about to take over the Herbert Sargent Community Center, this 10+ year
dream and vision officially became not only a real possibility, but a real mission. The campus will
be the permanent home to the new state-of-the-art Step Forward Center for Discovery &
Learning, where early childhood preschool programming, community services, and other
supplemental services such as speech and occupational therapy, will all be located. We will create
a nationally accredited state-of-the-art campus through revitalization of current areas outside and
creating an outdoor sensory center with gardens, expanded nature trails {right now known as the
Born Learning trail, which we plan to rename the Bright Path), and learning areas where children
can play, discover, and learn with the latest Maine Early Learning and Developmental Standards

(MELDS). The baseball field will receive gradual upgrades, and basketball courts will have new
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hoops installed with new court surfaces. In addition, the Tennis Courts would also receive an
upgrade by late 2027, fulfilling the city's obligation of maintaining the tennis courts at the current

campus.

Financial Offer

Courageous Steps is prepared to work collaboratively with the city on determining the best option
to move forward, based on our vision and on the growing need. As an organization that got its
roots from this community, we have modeled our proposed options based on similar agreements

that you have considered in the past.

We are proposing multiple options for consideration in the following order:

OPTION A (Preferred Option) Negotiable — Purchase/Transfer of Ownership of the Herbert
Sargent Community Center

Purchase Price: §50,000 {(negotiable)
The Courageous Steps Project proposes a preliminary offer to purchase the Herbert Sargent
Community Center building & property for $50,000 (negotiable).

Rationale
This purchase price reflects:

e $3.6M in identified building and site deficiencies (roofs, HVAC, ADA, drainage, MEP systems)
A $4.728M private renovation commitment outlined in the budget
The limited market value of the land (9.9 acres, R-1 zone, lacking stormwater infrastructure)
The building’s as-is condition, including end-of-life systems and deferred maintenance

City deed restrictions {educational use required) and perpetual public-use requirements for the
tennis courts

Combined, these factors place the property’s realistic engineering-based market value between $30,000
and $100,000, making the proposed offer of $50,000 a fair and competitive number fully supported by
the rough assessments. Ownership favors the expedited timeline, whereas a long-term lease extends the
timeline out due to community development fund bridge gap limitations.

Terms

e Full payment at closing
e No financing or subsidy requested from the City
¢ The organization assumes:
o All renovation costs
o Ongoing maintenance, utilities, and insurance
o Maintaining public tennis court access for City of Old Town with ongoing shared
maintenance costs
o Compliance with all educational-use deed restrictions
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EXAMPLE DRAFT PURCHASE & SALE AGREEMENT ATTACHED in Exhibit H - intended for

discussion.

OPTION B — Hybrid Public-Private Partnership (Three-Year Nominal Lease + Conversion)
1 to 3 Year: Nominal Lease of $1/year
During this period, The Courageous Steps Project will invest the full $4.728M renovation
budget—privately funded—to modernize the building and bring all systems into compliance.
Post-Renovation Conversion
At the end of the three-year renovation period, as long as the organization is in good standing with the
IRS and is using the property for an educational component as defined in the deed restriction, the City
would be required to:
Option C-1 — Sell the property to CSP for $50,000 / Transfer Ownership
or
Option C-2 — Implement a long-term nominal lease at $1 per year
Why This Hybrid Option Is Attractive:

e City bears zero cost and zero risk during renovation

o Ensures immediate movement toward improvements without delay

e Allows the City to evaluate CSP’s stewardship and progress before committing

& Provides maximum flexibility and protects municipal interests

¢ Guarantees public access to courts and educational use throughout

Courageous Steps would be happy to work with the City of Old Town on other options, including
morphing aspects of the two options above with the City Council. Regardless of what path,
Courageous Steps would expect a short due diligence period between both legal counsels to
ensure a proper agreement that works for both entities and for the community’s best interest.
Depending on the option, that will either limit or expand the opportunity for Courageous Steps to
complete this project based on the below project timeline. See Exhibit 1 for Additional

Justification.

Financing Plan

Capital Investments: For the building renovation, capital investments will be covered through
community development funds, and a capital campaign with private donors through a coalition of
partners that Courageous Steps has built for the past 10+ years, preparing us for this moment
where we can and have begun to pull the necessary levers to move forward. As mentioned above,

Courageous Steps is seeking soft and hard capital to complete the renovations and upgrades.
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Sustainability of Operating Costs: Courageous Steps has the assets and financial support to
maintain the building and utilities through its current assets, and is projected to have increased
assets starting in FY '2026 with gradually growing targets in FY'2027, and FY "2028. Since 2023,
our organization has scaled its operations by 150.2% in two fiscal years and is projected to scale
by another 74.86% again in fiscal year 2026. In Exhibit E, you will find our financial
statements package for your review, including a projections summary with the anticipated

growth.

Project Timeline & Budget

Courageous Steps, since the beginning, has expressed the importance of a phased project. While
the building is being renovated, we want the outside property to receive the enhancements and
upgrades to create a welcoming space for those in the community and our families, even before
the building opens. We have received several in-kind and financial support letters (attached in

Exhibit D} to support particular areas of the project.

Phase 1A: Building Renovation, Parking Lot & Tennis Courts Redone
Description: These renovations will include the interior renovations to all spaces, including new
finishes, utilities, and equipment where necessary. The parking lot and roadways will be repaved
and restructured in certain areas for safer and more organized parking and entryfexit flow. At the
end of the building renovation, the tennis courts will receive an upgrade. As noted below, tennis

courts would be cleaned up in Spring 2026, with a major refresh coming later.

Timeline Anticipated Start Date: May 2026 Anticipated End Date: September 2028

**All contingent on City’s Formal Review Process & further internal negotiation and review processes between both
organizations.™

A. CONSTRUCTION COSTS

Category SF | Percentage Total Cost
Building Improvements 8,409 SF @ $239.67 per sq ft. $2,015,385.03
Site Improvements (Paving, 30% $618,360

Tennis Courts, Sidewalks,
Curbing, Entries, etc.)
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Contractor General Conditions 10%
Contractor Overhead and Profit  15%
Bonds and Insurance 4%

. 0
Design Connngency*** 10%

{Contingency or IffAs Needed™)
Subtotal Section A: $3,437,613.03

B. ADMINISTRATIVE COST & RESERVE

Category SF | Percentage

Furniture { Fixtures | 5%

Equipmentm

Advertising [ Insurance / Legal

Design Contingency*** 10%
(Contingency or IffAs Needed™)
Subtotal Section B: $659,171
C. FEES AND SERVICES
Category SF / Percentage
Archirect’s Basic Services 11.4%
A/E Reimbursable Direct $3,500

Expenses
In-Depth Concept
Local Site Approvals

Stormwater Management Law
Application

Sloda Application***

Topo Boundary Survey
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$206,120
$309,180
$82,448

$206,120

Total Cost

$174171

$10,000

$475,000

Total Cost
$397,111

$3,500

$15,000
$20,000

$15,000

$15,000

$10,000
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Wet Land Delineation
Geo-Tech Soils Investigation

Fire Marshall Permits
{Construction, Barrier
Surcharge)

Local Building Permits

{Contingency or IffAs Needed™)
Subtotal Section C: $586,351

D. TOTAL PROJECT COST
TOTAL of Sections A, B, and C: $4,728,950

$0
$0

$85,740

§25,000

TOTAL Minus Contingencies and [f/As Needed Categories: $3,858,659

NOTE: The construction budget is created in collaboration with architectural, engineering, and

construction partners who provided a professional budget. Contingencies or IffAs Needed

categories make up $870,291 of the budget.

Phase 1B: Outdoor Upgrades, Including Outdoor Sensory Center & Temporary

Refresh of Tennis Courts

Description: These upgrades and enhancements will include a property-wide clean-up of

vegetation, debris, woods, pathways, press box, baseball field, revitalization and expansion of trail

system, refreshing of tennis courts which would include vegetation clean-up and installation of

new nets, creation of outdoor sensory center and gardens with hands-on learning areas,

installation of new playground, fresh swings, refreshed sandboxes, and a new basketball court.

Timeline Targeted Start Date: April 2026 Targeted End Date: September 2027
Category Monetary or In-Kind Anticipated Total Cost/Value
Completion
Playground Monetary By Fall 2026 $25,000
New Swing Set Monetary By Fall 2026 $4,779.95
Sensory Learning Private Monetary Summer 2026 $15,000
10
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Gardens

- Garden Soil

- Top Sail

- Mulch

- Weed Barrier
Fabric

- Edging
Material

- Plants
inon-donated)

- Gravel

Nature Trail System
w/ Gravel (957 feet x 4
ft wide trails)

Vegetation [ Grounds
Clean-Up

Sandbox Refresh
(Washed Mason Sand)
X2

Basketball Court
Tennis Courts

Re-Siding Baseball
Field Storage Shed

Interactive Learning
Stations & Signs

Garden Shed

Natural Gravel Patio

Area

New Road Sign

Donations [ In-Kind

Donations { Contributions

Monetary [ In-Kind
{Volunteer Groups)

In-Kind {Volunteer
Groups)

Meonetary [ In-Kind
(Volunteer Groups)

Monetary
Monetary

Monetary { In-Kind
{Volunteer Groups)

Monetary / In-Kind

Monetary

Monetary

Monetary

Sporting [/ Playground

Complex Costs

Spring [ Summer 2026

Spring 2026

Spring 2026

By Summer 2027

Summer/Fall 2027

Summer 2026

Summer/Fall 2026

Fall 2026

Summer 2026

Summer 2026

$992

In-Kind

§738

$12,000

$25,000

$1,800

$10,000

$5,118

$470

$3,000

$66,779.95
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Outdoor Sensory Garden $37,118
Center | Related Costs

A. PHASE COSTS - TOTAL: $115,118

An involvement packet & giving guide is included in Exhibit F.

Community Benefit: Helping Every Child Step Forward

As mentioned previously, Courageous Steps is committed to revitalizing this space for the
community of Old Town. As someone who grew up in Stillwater, went to school in Old Town for
12 years, and still has strong roots in the community, [ am proud that we have the opportunity to

restore a place that means so much to many people, including residents of Bennoch Road below.

Faith Brackett, Resident of Bennoch Road: “The former Herbert Sargent Elementary School
has long held a powerful legacy of serving countless individuals in our community, including
those who have benefited from additional support, compassion, and beautifully crafted
opportunities. I can think of no better organization to carry that legacy forward than The

Courageous Steps Project”.

Marcy Jackson, Resident of Bennoch Road: “It is so perfect for you. I live right by Roger’s

Farm...so excited to see it blossom again”,

Heather Martin, Resident of Bennoch Road: “For years, we have talked about the vision coming
to life in our local community, and recently, with the opportunity presented to restore the Herbert

Sargent campus, this vision can truly come to life in the community that Courageous Steps calls
HOME".

You can find these full testimonials, letters of support, and many others in Exhibit D.
Through our new headquarters in Stillwater Village, we would triple our capacity, creating 85
additional slots (approximately a 430.7% increase). The expanded Step Forward Center will move
at least an immediate 28 jobs to Old Town, and create another minimum 12 direct care jobs, all
occurring as our organization expands. In two years, Courageous Steps increased its team from 8
employees to 28 employees, a 250% increase. This is possible through our partnerships, referral

yield results, and flexibility in roles, but also due to the retention of long-time employees.
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Recently, we conducted an employee survey to determine how our people are doing. In short, we
found the data to be very reassuring. This included 89% of our direct care staff who felt they had
an adequate work-life balance. 78% of our direct care staff rated their caseloads as either very
manageable or mostly manageable, suggesting even caseload distribution. And 100% of staff felt
supported by our leadership in the recent survey. In a profession that continues to face workforce

shortages, we are confident in our recruitment and retention efforts moving forward.

The Step Forward Center will also create additional volunteer roles, many of whom have already
formed a project task force to complete necessary projects outside, including a signature
partnership with MedRhythms, as listed in our letters of support section. In addition, the current
baseball field will be maintained in collaboration with area organizations to create an exceptional
game-day experience for children playing baseball, softball, or an adaptive form of baseball during
regular season play and special tournamentsfinvitationals through other leagues. Partnerships are
forming to enhance the current infrastructure of the field and make additions to support the
playing experience, including the connection of our nature trail system between the playground

area, field, and woods area.

It's all about honoring the past while also looking to create a new bright path forward for our
children and families living in Old Town currently, and moving to Old Town in the future.
Bringing this to Old Town will enhance opportunities for all children to create a more inclusive

community and will make Old Town the only place in the state with this state-of-the-art campus.

QOur project proposal reflects some of Old Town’s comprehensive planning that is underway for
the next 10 years. We are invested in creating a safe and welcoming community destination in
Stillwater Village. We feel that our plans also allow for the property to be engaging and safe for all
users, with interconnected trails allowing for easy access to these amenities, which will link nicely

with the residential areas surrounding the campus, which makes the residents happy as well.

Professional Letters of Reference {Top 12)
Courageous Steps recommends the following primary professional letters of reference for reading

(there are additional professional reference/support letters of recommendation/support in

Exhibit C):

Name Position Contact Info
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1 Calista Hannigan Long-Time Supporter Since 2014 {207) 944-7333
alsaree@aol.com

2 | Matthew Cyr RSU #34 matthew.cyr@rsu34.org
Superintendent of Schools

3 Scott Gordon Principal scottgordon@rsuldorg
Old Town High School

4 Dr. Sandy Flacke Deputy Director of Special Services and .Sandy.Flacke@maine.gov
Inclusive Education, Maine Department
of Education

4 Philip Edelman Courageous Steps Family Philip Edelman@maine.edu
University of Maine School of Performing
Arts

5 Lynne Coy-Ogan President covoganlahusson.edu
Husson University

6 Richard Borrelli WBRC Inc. Portland Region Director A g

7 Jason Clay Owner & CEQO at Governor’s Restaurant jclav@governorsrestaurant.co

m

8 Heather Marden Co-Executive Director at Maine heather@maineaeyc.org
Association for the Education of Young
Children (MaineAEYC)

9 Laura Sanborn RSU #34 School Board Vice Chair gb

10 | Eileen Kelly Grandmother of Child Benefiting from
Courageous Steps & Step Forward Center
Programming / Old Town Resident

11 | Crisanne Blackie Educator and Engaged Resident of Old chlackie@maine edu
Town

12 | Isabelle Lee Owner + Principal Planner, IOV
Community Planning & Consulting
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13 | Jess Francis A Touch of Grace-Old Town, University ifrancisg@ucumaine com
Credit Union Orono, Long-Time
Courageous Steps Project Supporter &

Former Board Treasurer

14 | Autumn Allen Director of Operations, Maine Discovery

Museum

Summary of Proposal

City Benefits Include:
e $4.7M in private capital invested
¢ Zero municipal maintenance responsibilities
e Zero taxpayer cost to renovate
e Planned ADA + code compliance improvements
e Preserved public tennis court access
e Expanded child, youth & community services
e Increased jobs (12 new + 28 relocation)
e Improved neighborhood traffic and safe drop-offs
® 9.9 acres activated and maintained

e Long-term property stewardship at no cost to the City

Valuation Source:

Replacement Cost Estimate ($2.5M)

Not used in municipal sale valuation; measures cost to build new.

Required Repairs ($3.6M)

The most relevant factor for as-is pricing.

Renovation Budget ($4.728M)

Private investment assumed entirely by CSP and partners.

**Capital campaign already underway with identified foundation/partner prospects, and

proven fundraising history.**

Use-Restriction Compliance Plan
The Courageous Steps Project will fully comply with the educational-use deed restriction by
operating the Herbert Sargent Community Center exclusively as an early childhood, youth
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development, and community education facility. All programming—including childcare,
inclusive learning services, and family support initiatives—meets the definition of educational
use and aligns with the building’s historical purpose. Public access to the outdoor tennis courts
will be maintained year-round, with clear signage and a maintenance plan ensuring safe,
consistent availability for neighborhood and community use. The organization will uphold all
City-required conditions through documented policies, routine monitoring, and ongoing
communication with municipal staff.

Parking & Traffic Flow:

The site will receive adequate improvements for on-site parking capacity to support the
proposed educational and community programming, with dedicated staff and visitor parking
areas located away from Bennoch Road to reduce roadside congestion. The building’s
circulation pattern allows for a safe, single-direction drop-off and pick-up loop, minimizing
vehicle conflicts and maintaining continuous flow during peak morning and afternoon hours. As
part of our renovation plan, we will add updated signage, pavement striping, and, where
appropriate, traffic-calming elements to further enhance safety for families and pedestrians. We
will also collaborate closely with the Old Town Police Department and Public Works to confirm
that the circulation design meets safety standards and integrates smoothly into the existing
neighborhood traffic environment, ensuring that project operations do not add strain or

disruption to Bennoch Road.

Neighborhood Impact - Key Benefits

o Quiet, daytime-focused operations with no evening or late-night programming,
preserving neighborhood tranquility.

¢ Improved site maintenance, including regular landscaping, snow removal, and
year-round care, enhancing overall curb appeal.

e Safer on-site traffic circulation, with a designated drop-off/pick-up loop and reduced
roadside congestion driving in from Bennoch Road.

e Enhanced pedestrian safety through updated lighting, walkways, signage, and clear
vehicle flow patterns.

o Upgraded exterior campus features, including improved building lighting, secure
entrances, and refreshed green space.

e Continued public access to tennis courts, maintaining a valued neighborhood
recreational asset.
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e Revitalization of an underutilized building, restoring it as a vibrant, well-maintained
community resource,

e Increased sense of security due to consistent daily presence of staff and families on site.

e Positive visual impact, replacing outdated, aging infrastructure with modern
educational and community-focused improvements.

o Strengthened neighborhood identity, as the site once again becomes an active,

community-serving educational center.

Contingency & Cost Escalation Strategy
e Project budget includes contingency
e OQur capital plan includes buffers
e We are prepared for market volatility

e Scope and timeline can be adjusted

Environmental & Safety Commitment

The Courageous Steps Project is committed to meeting or exceeding all environmental,
life-safety, and public health standards during the renovation and operation of the Herbert
Sargent Community Center. As part of the construction process, any hazardous materials
present in the 1960s-era building—such as asbestos, lead-based paint, or outdated mechanical
systems—will be professionally assessed and safely remediated in accordance with federal and
state regulations. Upgrades will include modern ventilation, energy-efficient systems, improved
lighting, and full ADA-compliant accessibility to ensure a healthy, safe environment for
children, families, staff, and the surrounding community. Ongoing operations will follow best
practices in safety, emergency preparedness, and routine facility maintenance to maintain a
secure and environmentally responsible campus.

Interactive Website Link

- . . |

NOTE: The purchase offer is accompanied by CSP’s full assumption of all capital responsibilities, removing all

renovation, maintenance, and operating liabilities from the City of Old Town.
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www.thecourageousstepsproject.org | 207-827-7270




