
1 
 

 
 
 
 
 
 
 
 
 
 

EASTON/REDDING/REGION 9 SCHOOL BOARDS 
 

STRUCTURE AND WAYS OF WORKING COMMITTEE CONSULTANT’S REPORT 
 

PART 1 - ASSESSMENT AND PERCEPTIONS 
 

DR. EVAN PITKOFF, EXECUTIVE DIRECTOR 
 

COOPERATIVE EDUCATIONAL SERVICES 
 

 (C.E.S.) 
 

MAY 18, 2011 



2 
 

 
Overview: 
 

During the 2010-2011 school year, the Easton/Redding/Region 9 School Boards 
formed a committee called the “Structure and Ways of Working Committee” (SWWC).  
The objective of the committee was “to review the Tri-District ways of working together 
as it relates to the quality of life for administrators and the ability of the school districts to 
fulfill their missions.”  The Committee sought to hire a consultant to assist in the data 
collection and analysis of information related to this objective.  As a result, Dr. Evan 
Pitkoff of Cooperative Educational Services (C.E.S.) was selected as the consultant to 
conduct interviews, gather information, and prepare a written report of the findings.  Part 
I of the report will detail the strengths and weaknesses of the current governance 
structure and an analysis of Tri-Board relations/interaction, based on the current 
perceptions expressed by past and current administrators.  It will also include a status 
report on the action related to recommendations made by two previous reports 
commissioned by the Boards (in 2005 and 2006.)  Part II will consist of a written report 
to serve as a roadmap outlining best practices for governance, Tri-Board 
relations/interactions and central office organization for high performing districts.   
 

The impetus for the commissioning of this Committee and this study appears to 
be the concern of the Boards that their newly hired Superintendent of Schools decided 
to announce his retirement approximately eight months into his tenure with the school 
system. 
 
Past Reports: 
 

Two previous district studies were commissioned in 2005 and 2006.  The 2005 
study conducted by Tom Jokubaitis was focused on addressing concerns relating 
primarily to meeting duration and frequency, work flow requests from the Boards, and 
protocol for dealing with Freedom of Information requests.  The 2006 study conducted 
by the National Executive Service Corps was focused primarily on analyzing the 
business component of running the central office including budgeting, payroll and 
personnel systems, and transportation. 

 
In order to attempt to ascertain the status of the implementation of the 

recommendations of the previous studies, the consultant compiled a checklist of the 
various recommendations from those two reports.  Several administrators who would 
have knowledge of those working areas were asked to determine their perception of 
whether those recommendations were in practice.  The continuum of status categories 
were listed as “not in practice,” “some progress,”  “in practice/completed,” rejected or 
“don’t know.”  The attached chart (Appendix) indicates the collective perceptions of the 
status of each recommendation.  The areas which contain question marks are those for 
which the administrators surveyed had varying assessments as to the status of the 
recommendations, thus leaving the consultant unable to select a consensus opinion. 
It appears from the summary that the issues of FOI complaints, Transportation and the 
position of Business Manager have been addressed.  Although it appears that issues 
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relating to meeting duration and frequency, workflow, and channeling requests have 
had some progress, these are areas that should be reviewed again. 

 
It is recommended that the SWWC review the areas that are not in progress and 

make a determination as to whether or not those recommendations need to be rejected 
or implemented. 
 
Method of Collecting Information for 2011 Study: 
 

The consultant met individually with fourteen administrators, including current 
administrators, an office coordinator and the four men who held the position of 
superintendent in the past decade, (including an interim superintendent.)  Eleven of the 
interviews were conducted face-to-face and three were conducted via telephone. (The 
consultant had already professionally known the three interviewed via phone.)  The 
consultant also received one document from a Board member offering perspectives and 
background data. 

 
Interviews tended to last about an hour apiece.  All respondents were polite, 

knowledgeable, and seemed willing, if not eager, to open up and express their views 
with the consultant.  The consultant encouraged the respondents to be candid and 
assured them that the notes taken during the interview would be used to develop 
themes and not to attribute particular quotes to particular individuals.   
The interview protocol asked the administrators to highlight strengths and areas for 
improvement regarding three areas:  1) the school system, 2) the Boards of Education 
(and specifically the Tri-Board structure,) and 3) the functioning of the central office.  
They were also asked to make suggestions for changes in these areas.  Although a 
protocol was used to keep the administrator’s responses focused on discrete topics, 
there were many instances where the flow of the conversation naturally opened up so 
that there was some overlap across topics. 
 

What follows is a summary of the themes that emerged of the perceptions of the 
administrators. 
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Strengths of the School System:  
 

The administrators interviewed expressed great pride in the quality of education 
that takes place across the three districts.  In particular they were proud of the high 
standards and expectations that are held for themselves and for their students.  The 
theme that ran across all interviews first and foremost was praise for the strength and 
quality of the teaching staff.  It was commented numerous times that these were 
phenomenal teachers and that the districts’ success was based upon its ability to attract 
and retain high such quality teachers. The effusive praise bestowed upon these 
teachers also spoke very highly of their dedication to their students and their work.   
 
 Likewise those interviewed had praise for the quality of their fellow administrators 
and credited the school system with attracting high quality administrators. 
 
 Parents were described as being very supportive and taking education very 
seriously.  The students were described as terrific kids.  In general there was praise for 
overall community support.  There was positive acknowledgement for the funding for 
both Redding and Region 9.  The relationship between the Redding Board of Education, 
Board of Finance and Selectmen was described as having “good synergy.” 
 
 There was a sense that there was more inclusion for special education students 
in recent years. 
 
 In summary, the administrators felt that despite inequities and concerns that will 
be described later in this report, all three districts are outstanding and have the highest 
quality of faculty members possible. 
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School System Areas for Improvement: 
 
 There was a general sense from administrators that there is a need for a K-12 
vision for the school system.  It was described by many as three systems out of synch 
with the overall progress of the district K-12 program.  There is a belief that system is 
fragmented due to the governance structure.   Administrators found differences between 
resources and curriculum between the K-8 districts and saw that as problematic given 
that all of these students then go to the same high school.  There was a sense that K-12 
alignment was lacking.  Administrators talked a great deal about many disparities within 
the school system.  Disparities in technology were at the top of the list.  Whereas 
Redding received financing for smart boards, Easton parents had to fund the purchase 
of that equipment as an example.  In addition, there appeared to be differences 
between Easton and Redding in the amount of professional development available for 
the use of technology and in the finances available to the districts for maintenance of 
the technology.  In both instances, Easton was at a disadvantage when compared to 
Redding.   
 
 Another area that was highlighted as an example of disparity in resources 
between the two towns was in the area of mathematics for the middle school.  It was 
noted that the Helen Keller School received mathematical materials a year after the 
John Read School did thus putting the Helen Keller School students at a disadvantage 
when the two student bodies united at Joel Barlow High School. 
 
 Other disparities were noted between the two towns such as in the areas of 
scheduling (making it difficult for teachers of the same grade across towns to get 
together for curriculum work), salaries, and professional days both in terms of number 
and time. Overall, many of the concern of the administrators resulted from the disparity 
of funding between the two towns.   
 
 
 In summary, there was a sense that the many disparities that exist between the 
two K-8 districts and between the K-8 districts and the high school system prevents the 
school system from having a unified and aligned K-12 curriculum.  It was felt that a 
better aligned system would yield even greater results in student achievement. 
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Strengths of the Boards and Tri-Board Structure: 
 

Tri-Board structure affords the opportunity for the Board to focus on a single 
district consisting of one or two schools. 

 
 
Region 9: 
  

Board members have varied and strong backgrounds to draw upon. 
 
 
Redding: 
 
 The Redding Board does not micro-manage and the Board members know their 
role.  The Redding Board is made up of intelligent people who ask probing questions to 
the benefit of the school system.  The Redding Board is almost always unanimous and 
has a good relationship with their Board of Finance. 
 
Easton: 
 
 The Easton Board is very supportive of administrators and asks good, probing 
questions.  The Easton Board is free of politics.  The Easton Board is civil and 
supportive, although the Easton Board of Finance is perceived as being neither. 
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Challenges of Having the Tri-Board Structure: 
 
Alignment: 
 
 Administrators felt that the current Board structure does not lead to the most 
effective opportunities for alignment of the school programs.  This was expressed both 
in terms of horizontal alignment between the K-8 programs between the two towns as 
well as the vertical alignment for K-12 throughout the district.  There was a feeling that it 
was difficult to prepare students differently between the two towns in a K-8 program and 
then have them go to the same high school when their experiences were the result of 
different level of resources and different outcomes.  It was felt that the Tri-Board 
structure does not function as a board of directors of K-12 articulation and that there is 
no K-12 mission by the joint Boards or individual Boards.  It was felt that Easton and 
Redding tended to look at the whole picture of K-12 but that Region 9 focuses solely on 
Barlow High School grades 9-12.  It was further articulated that the Region 9 Board 
does work well for the high school but does not see K-12 alignment as a priority. 
 
Structure: 
 
 Several times during the course of the interviews, the consultant was informed 
that the “Tri-Board does not exist” but that there are occasional “joint meetings” of the 
separate boards.  It was stated that the Tri-Board structure is simply a financial 
relationship with three separate entities funneling into one central office. 
 
 This system consists of three separate budgets; three separate policy manuals; 
three sets of by-laws, and nine separate bargaining units all with different formats. 
 
 Each board has its own priorities and its own personalities.  It was generally felt 
that the three boards are very far apart on issues which prevent them from moving 
forward.  It was stated that it is difficult for the three boards to come to consensus.  A 
prime example was the recent meeting to determine whether or not to have a February 
vacation in light of the number of snow days which had occurred.  It was felt by several 
that the three-board system promotes dysfunctionality for the school system in this 
regard. 
 
 The focus of each of the three school boards is very different.  It was suggested 
that Region 9 is focused on dollars and numbers; Redding on planning for continuous 
improvement and Easton on being trusting of the educational administrators and moving 
that educational agenda forward.  The individual boards see their focus as solely their 
own district. 
 
 Furthermore, there has been tremendous turnover of board members over the 
years with one superintendent reporting having had thirteen chairs and fifty-four board 
of education members in nine years. 
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Work Load: 
 
 It was generally felt that the structure of having twenty-one board of education 
members resulted in having the superintendent and the Central Office Administration 
spend much time dealing with board member issues resulting in less time for the 
administrators to spend in the schools and with the school personnel.  It was felt that 
there were too many committees and too many evening meetings thus draining the 
stamina of the Central Office administrative staff. Many research projects were 
requested of the Central Office staff particularly from Region 9 and these were often the 
result of issues that would come up at Board meetings.  These demands for information 
were sometimes last minute.  There was a sense on behalf of the administration that the 
Board members did not grasp the scope of the amount of work that was created as a 
result of having three separate school districts. 
 
 The Region 9 board has more subcommittees than the other boards.  
Administrators report that this requires a larger volume of work from the administration. 
 
 Perhaps one of the biggest challenges for the superintendent was to find ways in 
which to communicate with all three boards.  Whereas, many superintendents provide a 
weekly document summarizing the accomplishments for the week for the board, this 
would have required three such documents each week for the superintendent. 
 
 It was felt that the amount of work generated by having a three-board structure 
along with the excessive demands for information by the Region 9 board, the lack of an 
ability to form a K-12 alignment and the instances of unpleasant behavior exhibited by 
several board members were all contributing factors to the superintendent of schools 
deciding to tender his resignation by way of retirement after so short a period of time in 
the district. 
 
Attitudes and Relationships of and between Various Boards: 
 
 The three boards were described as three separate and often times disparate 
entities.  Examples:  in funding between Redding and Easton from technology and 
curriculum to salaries and stipends for summer curriculum work repeatedly were 
expressed as great divides.   Separate from the boards, the relationship between the 
Easton Board of Finance and the public schools was described in very negative ways 
indicating that the Board of Finance is neither friendly nor supportive nor respectful of 
the board members or the administration of the school system. 
 
 The greatest disconnect between boards seems to between Region 9 and the K-
8 districts.  The perceived message from the Region 9 Board is that the high school is 
the most important entity in town and they are not interested in the growth and vertical 
articulation of the K-12 program. It is believed that some Region 9 board members have 
little interest in what happens in the K-8 programs.  It is perceived that the Region 9 
board wants to have 100% of the superintendent’s time and consistently requests 
volumes of information from the administration.  By several accounts, it appears that the 
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Region 9 Board relationship with the Redding Board has worsened over time. 
Furthermore, members of the Region 9 board have referred to both the Easton and 
Redding boards as the “lower boards,” supporting the view that Region 9 holds them in 
a lower regard. 
 
 Whereas, Easton has no committees and Redding has approximately four 
committees, Region 9 has significantly more committees and tends to get into detail in 
many of them.  It is felt that many of the personalities on the Region 9 Board have 
changed thus making Region 9 Board function less successfully than it had in the past.  
It was felt that the Easton and Redding boards work together better than the Region 9 
Board works with either of the other two.  There were reports of a perceived lack of 
civility by some Region 9 Board members towards the administration.  The three Boards 
do not seem to get along as evidenced by heated interactions at several recent Tri-
Board meetings. 
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Changes the Tri-Board Should Consider: 

 
There are changes the Board members should consider.  Overwhelmingly, the 

administrators believe that the three districts should be merged to become one K-12 
district. (Please note one administrator and one board member expressed opinions in 
the opposite.)  The overwhelming support for one K-12 district comes from the belief 
that this would strengthen the K-12 alignment of the curriculum and the quality of 
education.  Furthermore, it would provide a common vision for the district and result in a 
more streamlined and cost-effective operation of the central office.  In such a 
governance structure, it was felt there would be concern for all children in their K-12 
development and would result in having one fiscal authority that could work to assure 
efficiencies and quality in the distribution of the resources available.  It was also felt that 
restructuring the governance model would avoid continued superintendent burn-out. 

 
Work Load:  
  
 It was felt that the structure and operations of the board should be such that it 
cuts down on the number of evening meetings and limits the number of research 
projects given to the Central Office.  It was further felt that the Board needs to have a 
better understanding of the superintendent’s job and responsibilities. 
 
 In the current structure, additional assistance is needed in the Central Office and 
should be provided by the Board.  This may take the form of an additional assistant 
superintendent or additional secretarial support for the superintendent and the director 
of finance and operations. 
 
 As an intermediary step, the Board should consider consolidating meetings by 
topic on a K-12 basis and putting time limits on the agenda items, especially for the 
Region 9 Board. 
 

The Boards should consider the development of a K-12 curriculum committee 
with representation of the three boards. 
 
Attitudes and Relationships of the Boards 
 
  Each Board should have a retreat and then have a Tri-Board retreat.    Topics 
should include K-12 alignment and the improvement of Board management.  For 
instance, it would be helpful to establish rules, procedures and expectations for Board 
members to ensure exemplary behavior at Board meetings.   
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Central Office Strengths: 
 
 Perceptions are that overall there are good personnel in the central office with all 
working very hard.  There was tremendous praise in particular for the Director of 
Finance and Operations in the amount of work that she accomplishes and her calm 
demeanor.  She is regarded by several as the unifying aspect of the district.  There was 
also praise for the Business Manager and the Human Resources coordinator as support 
personnel. There were indications that improvements in the overall staffing of the 
central office were made in the past year.  The central office administrators are 
regarded as hardworking, dedicated professionals who go way above what other central 
offices would have to do. 
 
 The superintendent worked hard to bring structures into place to increase 
efficiency in the central office and to attempt to focus on developing a K-12 vision.   
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Central Office Challenges: 
 
 The general theme that emerged over and over again is that every task is three 
times the work in the central office.  Examples of the magnitude of the multiplicity of 
events include the fact that there are nine unions with separate contracts and a total of 
fifteen health insurance plans offered.  There are four operating budgets and three State 
ED 001 forms to be filled out each year.  There is no data system in place for personnel 
functions.  Professional development planning is difficult as there are three different 
schedules.  Given that there are three Boards plus subcommittees especially in Region 
9, it is overwhelming for the Central Office to put out so many monthly agendas.  The 
superintendent spends much of his time dealing with Human Resources issues and 
meeting with three teachers’ unions.  Central administration is often not available for 
schools due to the demands of the three Boards and this results in less direction to the 
schools from the Central Office.  Given the magnitude of the number of times tasks 
need to be done, it is generally perceived that the central office is understaffed.  As a 
result, it is reported that the day-to-day stress level in the Central Office is high and 
several suspect that it is largely because there are three distinct Boards and the 
multiplicity of work that it generates that the current superintendent has decided to 
retire. 
 
 The assistant superintendent has been re-active in her role as she has been 
conducting Title IX investigations as well as disciplinary investigations.  Given the 
amount of time that these assignments take, the assistant superintendent’s presence in 
the schools has been reduced and as a result, each school has done its own 
professional development activities. 
 
 Given the geography, meetings at the Central Office or Barlow can lead to the 
loss of up to one hour of travel time.  Furthermore, given the later time of the John Read 
schedule, the principal loses one hour per week when the school is in session for these 
meetings.   
 
 The special education programs are fragmented in that Easton has one 
supervisor for two schools; Redding has two supervisors for two schools and Region 9 
has one supervisor for one school.   
 
 The number of evening meetings is extraordinary and this is especially true 
during budget time when there are meetings almost every night.  This raises problems 
for the stamina of the Central Office administration especially for the Director of Finance 
and Operations. 
  
 Administrators were concerned that accessibility to the superintendent was 
limited to them due to the superintendent needing to spend much of his time with Board 
of Education requests. 
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 District administrators are concerned that they might not be able to keep a 
superintendent for a significant amount of time in the future due to the pressures of the 
job as created by the Tri-Board structure and the resulting multiplicity of the work load. 
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Central Office Changes Suggested: 
 
 A multitude of suggestions were offered by the various administrators to improve 
the functioning of the Central Office under the current system.  These suggestions 
include the following: 
 

 Restructure the assistant superintendent’s job to eliminate Title IX, OCR and 
discipline investigations so there is more assistance to the superintendent.  One 
idea was to change the assistant superintendent job to a curriculum coordinator 
job and add one secretary to the superintendent’s office.   

 The assistant superintendent should be able to go to some of the meetings 
without the superintendent needing to be there. 

 There is a need for a Human Resources administrator.  Currently the 
superintendent, assistant superintendent and the HR coordinator spend too 
much time on HR matters. The current HR coordinator has a dual role as the 
district webmaster, but the magnitude of the HR responsibilities does not afford 
her the time to spend on managing the district website. Also, there is a need to 
centralize the HR processes and develop a unified data system. 

 High school chairs are supposed to be 7-12 curriculum specialists but in reality 
they are only assigned to work in the 9-12 program.  They should be 7-12. 

 The district website should be updated and improved.  This has been a low 
priority but it could result in a lot of questions for the community being answered 
without them having to contact the Central Office. 

 Hold teleconference meetings between administrators to avoid the loss of up to 
one hour of travel time. 

 Secretarial schedules:  there needs to be flex time in the secretaries’ schedules 
to have some staff stay later during times such as budget season. 

 Consider reallocation of special education supervision so that there is a K-12 
oversight.  One suggestion was to create an assistant superintendent for pupil 
personnel services and have one supervisor in each of the three districts.  This 
would be a reallocation of the four positions that currently exist. 

 There needs to be one general ledger system and a way to divide up the work 
load currently conducted by the Director of Finance and Operations. 

 Consider assigning an assistant superintendent for each district. 
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 Summary of Part I: 
 

This report summarizes the known status of the recommendations of the two 
previously commissioned Board of Education reports and offers an overview of the 
sense of the district from the professionals who lead or have led it. 
 

The overall perception of the administrative leadership team is that the Easton, 
Redding and Region 9 school districts each provide a wonderful educational program to 
the students of these communities.  They feel, however, that the governance structure 
as it currently exists does not offer a unified K-12 vision, which would make it an even 
better school system.  Although there was an overriding sense from most, but not all, 
that this should become one K-12 regional district, there was a sense that there would 
not be the political will by the Boards of Education nor the Boards of Finance to make 
this happen.  Given the current structure, and the multiplicity of many of the tasks, it is 
felt that additional resources are needed.  Furthermore it is suggested that structural 
changes on how the Boards operate in relation to the administration need to take place 
in order for the leadership team to work more effectively and to reduce the prospect of 
administrative turnover in the near future. 
 

Part II of this report will be written and presented to the Structure and Ways of 
Working Committee in the next few weeks.  It will provide the consultant’s 
recommendations in the form of considering options for improved governance, board 
relations, and central office organization for high performing districts. 
 


