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Based upon the perceptions of the administrators interviewed in the first part of 
this report, three broad areas for continuous improvement were identified.  Those areas 
were categorized as “K -12 Alignment,”  “Workload for the Central Office Personnel,” 
and “Attitudes and Relationships between Boards.”  Although recommendations are 
listed under specific categories, several of them relate to multiple areas.   It is believed 
by those administrators and the consultant that many of the concerns raised in these 
three areas stem from the structural governance arrangement of the three districts. 

The structural arrangement will be discussed with the recommendation that the 
three boards ultimately merge into one regional K-12 school system.  Although the 
consultant believes that this is the most efficient and effective governance arrangement 
to help address the issues raised by the administrative team, it us understood that there 
appears to be a lack of a collective political will and public support to make this change 
happen in the near future.    As an alternative, recommendations will be made to 
address the concerns raised in the three areas and to enhance the operations of the 
school system independent of the recommendation to merge the three board system 
into one. 
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RECOMMENDATIONS 

K -12 Alignment 

 Coordinate the schedules of K-8 schools to coincide by hour and days.   
o Hold Professional Development activities at the same time/day for K- 8 

initiatives for Easton and Redding personnel. 

 Coordinate schedules to ensure days for K- 12 Professional Development 
initiatives 

 Create a K-12 Representative Board Committee for Curriculum 

 Create a K-12 Representative Board Committee for Technology 

 Modify job responsibilities for 9 – 12 subject chairs to include grades 7 – 8 at a 
minimum 

o Alternatively, make the chairs K -12 chairs, or hold articulation meetings 
between 7-12 chairs and K-6 subject area coordinators.   

o  Provide stipends for K- 6 subject area coordinators  to work with K-12 or 
7-12 subject area coordinators to ensure vertical curriculum alignment 

 Hire a Literacy Specialist in Easton to offer early intervention to bridge the gap of 
preparedness between the two towns of those students in need.  Early 
intervention in literacy is a key to prevent gaps in achievement at higher grades. 

 Restructure the special education administrator positions to allow for a K-12 
Director of Pupil Services. 

Workload for the Central Office 

 Create the position of Human Resources Administrator for the Central Office 
o This should allow the Superintendent to focus more of his time on leading 

the educational agenda of the district. 
o It would absorb Title IX and OCR investigations from the assistant 

superintendent’s role. 

 Modify the current Human Resources Coordinator position to provide 
administrative/clerical support to the Human Resources Administrator and the 
Superintendent, as well as for upgrading and maintaining district websites. 

 Seek to consolidate unions across the three districts, especially the three 
teachers’ unions. 

 Seek to consolidate health plans through collective bargaining. 
o This could also result in a smoothing of year to year fluctuations in cost 

due to annual experience. 

 Develop one “Joint Boards” Policy Manual  

 Maintain a Central Office log of Board requests for information to be shared with 
all Boards 

 Review the recommendations made in the 2005 (Jokubaitis) and 2006 (ECS) 
reports to determine the status of the level of implementation of those 
recommendations as they relate to streamlining and reducing the administrative 
workload. 

 Develop a plan for the use of technology for teleconferencing for some 
administrator meetings and some professional development activities. 
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Attitudes and Relationships between Boards 

 Conduct a series of individual and Joint Board retreats.  Recommended retreat 
resources include: 

o Use the services of CABE and/or other consultants to facilitate Board 
retreats to discuss governance and Board effectiveness. ; 

o Review the CABE/CAPSS Governance Position Paper; 
o Read/Discuss the guide book, “Getting There from Here” from the 

Educational Research Service. 
 

 Review /develop protocols for conducting joint meetings of the Boards to better 
ensure meeting productivity and model interactions. 
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BOARD GOVERNANCE STRUCTURES 

A survey was conducted of the governance structures of the Regional School Districts 
in Connecticut.  Regional School Districts 4 and 5 were looked at more closely as 
alternatives to the Region 9 structure and to the model of a single K-12 district structure. 

Region 4 

Region 4 is comprised of three towns, Essex, Deep River, and Chester.  There 
are five (5) Boards of Education:  each town has its own K-6 Board and there is both a 
Consolidated Grades 7 -12 (Region 4) Board and a “Supervision District” Board for 
shared services.  There are a total of thirty-three (33) Board of Education members 
(Essex = 6, Deep River = 9, Chester = 9, and Region 4 = 9.)   

  The “Supervision District” Board is comprised of twelve (12) members from the 
other four Boards and provides coordination for shared services such as transportation, 
special education, elementary art and music.  The Supervision District Committee 
manages the budget for the Superintendent’s Office.  

In this governance structure, there are five (5) budgets, with the Supervision 
District budget being prepared first, but finalized last.   There are four (4) distinct 
referenda to be held each year (as the Supervision Districted is already included in the 
Town and 7-12 budgets by that time.) There is one policy manual followed by all 
Boards.  There are a total of seven (7) unions but all teachers are in one K-12 union.  
There are approximately 2200 students in their K-12 programs. 

The Curriculum Committee is K-12, comprised of two (2) representatives from 
each of the four (4) district Boards.  The four boards meet individually on alternate 
months from the meetings of the Supervision District. 

The Region 4 structure appears to be a hybrid between having four (4) distinct 
district structures and one K-12 coordination structure. Although K -12 alignment 
seemed to be less of a concern given the K-12 Curriculum Committee than expressed 
in Easton, Redding and Region 9 , many of the concerns of multiplicity of tasks, 
workload and resource inequity mentioned for Easton, Redding, and Region 9 are 
shared by Deep River, Essex, Chester and Region 4.  The Superintendent believes that 
the school district would be a much more efficient operation if it were one K-12 district. 
The Superintendent indicated that she would be willing to meet with the Structure and 
Ways of Working Committee to provide more extensive detail into the governance of 
that district. 

The creation of a K-12 Curriculum Committee has promise for Easton, Redding, 
Region 9, but the districts do not currently have a unified financial entity to support such 
a K-12 decision making body and would need to explore ways to arrange for this to 
occur. 
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Region 5 

Region 5 is comprised of the secondary programs (grades 7 – 12) for the towns 
of Bethany, Orange and Woodbridge. Those three towns each run their own K – 6 
programs.  They have four distinct Boards with four (4) different Superintendents and 
Central Offices.    There are approximately 2500 students in Region 5 and a total of 
approximately 2750 students combined in the three town elementary districts K- 6 
programs.  It is felt by the consultant that the notion of having multiple Superintendents 
is a costly one to consider for Easton, Redding and Region 9 that it would not address 
the issues of curriculum alignment. 

 

Easton, Redding, Region 9 

As it currently exists, Easton, Redding and Region 9 are three separate school 
districts with a shared superintendent and central office.  Many of the issues of concern 
raised by the administrative team could be more effectively remedied if Easton, Redding 
and Region 9 were consolidated into one K-12 district with one Board.  In this 
governance structure there could be: 

 one district vision 

 one budget to support that vision 

 a reduction in the disparities in resources between the K-8 programs of the two 
towns 

 a better horizontal K-8 alignment 

 a better and more seamless K-12 alignment 

 a better likelihood of consolidation of unions, contracts, and  health plans 

 one fiscal entity  independent of Town fiscal Boards to advocate for education 

 the potential for numerous cost efficiencies 

 a reduction in the multiplicity of tasks in the central office 

 a reduction in the number of Board requests for information from the Central Office 

 the opportunity for the Superintendent to focus more time on the schools and 
instruction in lieu of spending time addressing the needs and requests of twenty one 
Board members. 

One of the few academics to conduct extensive research on shared 
superintendents, Professor Robert Decker of the Department of Educational Leadership 
at University of Northern Iowa, reported that “shared superintendents were less visible 
and accessible; in less control over daily operations of each district; and prone to 
professional burnout.”  (Graves, 2011, p. 18) 

In a parallel topical article in the April 2011 edition of The School Administrator, 
entitled “When Boards Share a Leader, Alignment is a Must,” researcher Pamela Cronin 
reports that “among the statistically significant findings were the negative effects in the 
performance domains for instructional leadership and communications and community 
relationships when districts shared a superintendent.” (p 17)  She concluded that “the 
shared arrangement leaves much to be desired.” 
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The consolidation of Easton, Redding, and Region 9 into one K-12 district will 
require a great deal of effort and cooperation between the stakeholders of the two 
Towns, including the three Boards of Education.  There are many technical and financial 
aspects that need to be addressed in the merging of three districts into one in 
accordance with State laws related to the development, or re-configuration, of a regional 
school district.  The Boards will need to weigh the effort that will be required to both 
persuade the political forces and the publics of the two towns and to navigate the 
technical aspects of a consolidation of three separate financial entities into one against 
the value of the long-range potential of having a better aligned and more manageable K 
– 12 school system. 

The immediate goal of the Structure and Ways of Working Committee should be to 
review the feasibility of the implementation of the recommendations listed under the 
areas of K-12 Alignment, Workload for the Central Office, and Attitudes and 
Relationships between Boards.  Likewise, the simultaneous long-range goal should be 
to review the feasibility and worthiness of merging into one K-12 school district. 

The Easton, Redding, and Region 9 School Districts have a unique and timely 
opportunity, with a new Superintendent coming on board, to institute changes to 
improve the how the district operates for renewed and continuous improvement.  I 
commend the Board members for taking this opportunity to explore the concerns of the 
administrative team and to come together to begin to have the challenging discussions 
on how to best proceed to make the educational system the best it can be for the 
students, their families, the staff, and the communities. 

 It is hoped that the ideas generated in this report will serve as a meaningful starting 
point for the new Superintendent of Schools to engage in discussions with the Boards to 
ensure continuous improvement of the educational programs for the students who 
reside in the Towns of Easton and Redding. 
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