
March 21, 2024
2Districts8Towns.org

2D8T Steering Committee



•Approval of minutes from 2/15/24
•Update on work plan (Jake Eberwein)

• Community Outreach Overview (Mary 
Nash & J. Eberwein) 

• Discussion of one page overview
• Discussion of additional outreach 

options
• Early themes

• Discussion of Advisory Team Structures (M. 
Thurber, E. Van Iderstine, J. Eberwein) 
Focus Areas
• Participants
• Charge
• Plan for Organizing Meetings

• Budget and Finance Update
• Date and Topics for Next Meeting
• Public Comment



WELCOME

Greg Lilly, Ashfield

Lindsey Sall, Charlemont



MINUTES 
Approval from 2.15.24

Thanks, Jenny!



UPDATES FROM PROJECT MANAGER

WHY we are here?

WHAT is the game plan?

HOW are we doing?



RESOURCES



2districts8towns.org



FACEBOOK AND INSTAGRAM
2DISTRICTS8TOWNS



UPDATED 
PRESENTATIONS, 
FYI

Slide deck from 
Community Meetings, 
HERE

Slide deck from Towns, 
HERE

https://static1.squarespace.com/static/659721f0e33ed668992d75e9/t/65f19d2636f05f4ee6f0da59/1710333224661/SchoolCommunityEngagementPresentationBSE_March112024.pdf
f9a9d13cea77efa555f2/1709046190700/Town+Select+Boards_Final+%28Feb2024%29.pdf


WHY.



CHARGE.
Support ongoing study and analysis of the operating and 
organizational structures of the two Regional School Districts 



THE PROBLEM

Our region, like many rural areas across the northeast, faces educational and fiscal 
challenges associated with: 

•declining enrollment, 
•rising operational costs, 

•relatively flat state aid, and 
•increasing needs of our student body. 

We must continue to explore options and opportunities - in light of these challenges - to 
ensure our students receive a high-quality set of educational experiences (academics, co-
curricular, services and supports) they need to ensure success in college, career and life. 





WHAT.



OUR AIMS.

Analyze data as provided 
in Phase I

1
Project enrollment, 
finance, educational 
factors, and buildings in 
developing alternative 
options/solutions 
(regionalization, 
consolidation, other 
possibilities)

2
Assist a community group 
representing the 8 towns 
to determine the impact 
of doing nothing (status 
quo) as well as study, 
consider, and evaluate 
possible alternatives

3
Refine options that ensure 
high-quality educational 
delivery that are fiscally 
sustainable

4
Create and lead a 
communications/engage
ment plan that ensures a 
consistent stream of 
information and affords 
for broad public 
involvement

5

We believe the aim of the Phase II study, the deliverable, is to clarify the current state of the district, to project into the future, 
and to generate viable alternatives/solutions that result in a sustainability plan that is actionable and will be supported by 

community stakeholders. 

ANALYSIS PROJECTION OPTIONS MODELING ENGAGEMENT



OUR PLAN.
Stage 1. Process Organization, Context Setting, Community Engagement (A)
Target dates: January 1, 2024 through close of school, 2024 (spring)

Stage 2. Deep Data Dive & Analysis, Option Generation
Target dates: May 1, 2024 through August 1, 2024 (summer)

Stage 3. Preferred Models, Community Engagement (B), Final Report/Next Steps
Target dates: August 1, 2024 through January 15, 2025 (fall/winter)

Final Report Delivery: SPRING, 2025
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Future Town Actions



STAGE 1
• Setup

• Initial Community Outreach

• Historical/Literature Review

• Launch Data Collection



STAGE 1. ORGANIZATION, CONTEXT, INITIAL ENGAGEMENT

Deliverables

• Established Committee (and subcommittees if appropriate), 
meetings

• Evidence of meetings and interviews (question protocol)
• Approved work plan
• Published website
• Protocol for stakeholder meetings and evidence of meetings
• Draft and final stakeholder survey, distribution of survey, 

data collection
• Literature/Historical review
• Communications plan
• Press/Monthly updates



HOW…
ARE WE DOING?

Work Plan

https://static1.squarespace.com/static/659721f0e33ed668992d75e9/t/659ee89921314a64ebcebe19/1704913051883/Mohawk+Proposal_BERK12_December2023_Proposal+Only+%281%29.pdf


PROGRESS TASK

Done, ongoing adjustment Project Planning: Work with the leadership team/committee to define the work plan, priorities, any remaining questions, consulting team, and schedule.

Done, ongoing processing Administration. Establish budget, invoicing/accounting processes, contracts and processes for subcontractors.

Done, advisories to launch Committee: Identify/Recruit/Establish membership and subcommittee structure, if any. Hold meetings to orient and launch.

Done, ongoing content Website: Draft website framework for review. Website: By close of Stage 1, launch a website and establish social media (FB/IG) presence. Curate mailing lists and 
mechanisms for public submissions.

Done Tours/Visits (2 days): Site visits to schools, district offices, facilities - initial meetings with administration & staff.

In progress (60%) Key Stakeholders: Following site visits, schedule meetings with established groups such as staff, PAC/School Council, union leads, select boards/finance committees. Use 
question protocol to collect perspectives, early thoughts/ideas, aspirations/opportunities, challenges, and non-negotiables.

To be developed, May-June Community Survey: Develop a community survey to be distributed electronically through school/community listservs. Aggregate data.

Done, ongoing Develop communications plan: In concert with PM and Committee, draft a communications plan for 12 months forward, by the close of Stage 1.

Done, ongoing Press/Update: Jointly develop press release/updates to send to stakeholders as part of monthly outreach.

First meeting, more to be 
had

Delegates: Meet with the local delegation to review aims of the Study, seek input and support, and build a foundation for advocacy.

In progress, target for 
May/June

Historical review: Complete a review of collaboration/regionalization/sustainability studies in the district, include recent and relevant literature as relates to rural districts 
and parallel sustainability efforts (mergers, collaboration, regionalization).

Mostly done, still bumping 
into additional resources

Review completed reports: Carefully review and synthesize the most recent district studies including MARS Phase I, BEST, and Jetzon Data, etc. Present synthesis to 
Committee.

1. Enrollment, draft
2. Finance baseline, draft
3. Ed Quality, visits 

launched
4. Personnel, lists 

organized
5. Buildings, in planning
6. RA analysis, about done

Using specialized consultants, organize and launch a process to begin a deep dive into a number of functional domains with the aim of establishing a deep understanding of 
the current state of the district. In doing so, options explored in Stage 2 & 3 can be evaluated for impact (the value proposition) within each domain. Note: a particular 
emphasis will be placed on finance, educational indicators, and buildings.

1. Enrollment. Review NESDEC, update enrollment projections independently, examine student flow (choice/tuition).
2. Educational Quality. Use school/district review protocol when meeting with key district leaders, reviewing plans, examining outcomes, cataloging programs, 

services and supports, student activities, specialized programming (special education, ELL, alternative education, career education), etc.
3. Finance & Operations. Build a model for budget projections (revenue and expenses for both operating and capital based on actuals) that can be manipulated based 

on varying options, examine select operational systems (facilities, food, technology) as time/funds allow.
4. Personnel. Establish clarity of organizational charting, roles/responsibilities, assignments (load), longevity, salary/benefits, etc.
5. Buildings. Advance MARS work in clarifying physical plant needs, capacity, appropriateness of educational spaces.
6. Contracts/Agreements. As is useful towards understanding the present and future state of the district, review contracts and regional agreement to establish key 

considerations.



HIGHLIGHTS



EDUCATIONAL 
INDICATORS/ 
QUALITY

Educational Indicators, 
5 year historical

Classroom observations at each 
school

Teacher focus groups

Springpoint classroom visit tool

Educational Quality report 
completed by the end of June

March 18th:     Hawlemont/Colrain
March 27th:     BSE/Sanderson
April 26th:        MT MSHS

SHERAN & RUSH
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ABRAHAMS BRPC



PUTNAM



Regional Agreements



COMMUNITY 
OUTREACH

Meetings with town managers

Meetings with school committees, individually and joint

Met with legislative delegation

Meetings with all eight select boards/finance comm. 

Regular updates to local press (monthly update)

Community Outreach Advisory Team

Met with faculty/staff

Community engagement sessions at each school

Website and social media

Surveys to come



MONTHLY UPDATE

ONE PAGE OVERVIEW



COMMUNITY ENGAGEMENT THEMES



STRENGTHS OF THE DISTRICTS

Community engagement and collaboration 

Teachers and staff are caring and committed to student success

Small class sizes and individual attention

Tight-knit communities, engaged families

Enrichment opportunities: art, music, phys ed, outdoors

Beautiful natural settings and outdoor spaces



WEAKNESSES AND CHALLENGES

Declining enrollment

Lack of clear protocols for addressing learning disabilities

Operational inefficiencies and financial strain

Block scheduling limits choices

Resource allocation (cost reductions in arts, music, CVTE)

Families less engaged in middle/high school



NON-NEGOTIABLES, 
WOULD PROTECT AT ALL 
COSTS

Small class sizes Maintain K-6 model

Community 
engagement and local 

involvement

Commitment to 
student success and 

well-being

Educational 
opportunities and 

enrichment (academic 
challenge, athletics, 
art, music, libraries)

Quality of 
teachers/need to 

maintain their salaries 
and benefits to attract 

talent

Preservation of 
community and school 

identity, tight-knit 
community



OPTIONS AND POTENTIAL SOLUTIONS

Enhance curriculum 
and extracurriculars 
– unique programs 

that attract students

Centralize 
elementary schools 

at existing campuses 
or construct new 

elementary school

Optimize 
transportation: 
smaller buses

central pickup points 
shared resources

Have themed schools 
(farming, outdoors, 

etc.)

Decrease 
administration 

positions, reallocate 
funds to AP and CVTE

Have sister/buddy 
schools that 

collaborate and share 
resources

Increase connections 
to community 

colleges

Look at feasibility of 
potential mergers or 

consolidations

Potential mergers 
with higher achieving 

schools

Extended learning 
days to provide more 

academic support 
and enrichment





MORE COMMUNITY ENGAGEMENT SESSIONS COMING UP



COMMUNITY 
OUTREACH

WHAT ARE WE MISSING? 
DISTRIBUTION?



ROWE



ADVISORY TEAMS

Community 
Outreach

Finance

Educational 
Quality

Publicity
Engaging the community
Social media, website
Surveys

Baseline/Projections
School costs
Financial models
Town contributions

Data (indicators)
Academics
Vocational education
School activities

DISCUSSION
• Participants
• Charge
• Plan for organizing meetings



ADVISORY TEAM

Interested?  



BUDGET
REVENUES

CHARLEMONT (COMMUNITY COMPACT) $250,000

TO BE RAISED $33,000

BERK12 PM HOURS, ADDITIONAL IN-KIND (THROUGH 7.24)

OVERALL REVENUES $283,000 

EXPENSES

PROJECT MANAGER ON TARGET, BERK12 CONTRIBUTION

PROJECT FACILITATOR ON TARGET, BERK12 CONTRIBUTION

COMMUNITY OUTREACH OVER TARGET

EDUCATION QUALITY ON TARGET

FINANCE/FACILITIES UNDER TARGET

LITERATURE UNDER TARGET

ENROLLMENT ON TARGET

WEBSITE UNDER TARGET

LEGAL UNDER TARGET

SUPPLIES/MATERIALS UNDER TARGET

OVERALL EXPENSES $283,000 
NOTES
• MONTHLY TRANSFERS VIA CHARLEMONT.  
• FUNDS HAVE TO BE MANAGED THROUGH MARCH-ISH 2025
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….THE NEXT MONTH.

• Finish up Engagement Meetings (Towns, Schools, Faculty/Staff/Union) (Mary & Jake)

• Synthesize feedback
• Draft community survey

• Move along the following Documents

• Historical/Literature Review (Rob)
• Regional Agreements (Jake)
• Enrollment (version #1) (Jake & BRPC)

• Complete School Visits - Educational “Look” (Judy/Brendan)

• Facilities visits (Dave)

• Draft documents as foundation for Modeling

• Educational Indicators Judy/Brendan)
• Baseline Financial & Projections (Abrahams)
• Baseline Facilities



MEETING 
SCHEDULE, 
NEXT?



March 21, 2024
2Districts8Towns.org

2D8T Steering Committee

QUESTIONS/DISCUSSION/CONTACT.


