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



RESOURCES
2Districts8Towns.org



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. 
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ABOUT US.

We bring school and community partners together
Our mission is to support school districts, educators, and 
community partners by collaboratively offering solutions
to short and long-term issues, in order to promote, 
sustainable, high quality public education - which all
children deserve, regardless of background or 
circumstance (including where they live).



ABOUT US, 
WHY.

In light of declining enrollment and 
stretched resources (people and 
dollars), we believe that connecting 
partners is imperative to improving 
student outcomes and the social, 
cultural, and economic conditions 
throughout rural regions.



ABOUT US, WHAT.



OUR APPROACH.
Study: Gather the necessary groundwork, research, 
and data needed to inform decision making and 
assess (elevate) readiness.

Plan: Develop aspirations and priority options that lead 
toward a preferred future.

Engage: Solicit input and organize for impact, prioritize 
public engagement. 

Act: Initiate and implement selected (best) strategies.

Sustain: Use feedback systems and coaching to 
support continuous improvement.

Actions that
Sustain



BUILDING UPON PRIOR WORK.

• Interim Planning Committee (2007)

• Potomac Reports (2013)

• Long Range Planning Committee (2015)

• BEST Study (2016/2017)

• Jetzon Data Report (2022)

• Phase I:  MARS (2023)

Mohawk Trail Regional Data Collection
School District (current and projected)

Enrollment
Fiscal conditions
Educational programming
Building infrastructure

Long-term sustainability plan (obstacles, observations, options)….foundation for developing specific strategies to make the district sustainable.



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



ASSET-BASED APPROACH

Mobilize the energies, talents & perspectives of local communities to develop the 
innovative, sustainable solutions needed to advance educational excellence for all 
students across rural regions. 



DOMAINS.

• Project Management
• Educational Quality
• Finance
• Operations/Facilities
• Personnel
• Community Engagement
• Legal/Regulatory
• Advocacy



IS THERE A SOLUTION?



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

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

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

Final Report Delivery: SPRING, 2025

CONTEXT

OPTIONS

MODELING



STAGE 1. ORGANIZATION, CONTEXT, INITIAL ENGAGEMENT

1. Setup

2. Initial Community Outreach

3. Historical/Literature Review

4. Launch Data Collection

1. 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.

2. Community Survey: Develop a community survey to be 
distributed electronically through school/community listservs. 
Aggregate data.

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

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

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

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



STAGE 1. ORGANIZATION, CONTEXT, INITIAL ENGAGEMENT

1. Setup

2. Initial Community Outreach

3. Historical/Literature Review

4. Launch Data Collection

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.



…AS WE PARTNER

adapt.flex.adjust.



….OUT OF THE GATE…QUICKLY.
Summary of tasks completed this month:

• Organization and submission of work plan

• Weekly meetings with districts lead team
• Preparation of overview presentation and delivery to both school committees 

• Meeting with Town Managers
• Organization of Research team (Sheran, Rush, Nash, Putnam, Alexander, Abrahams group, BRPC, Dupere, FRCOG)
• Individual meetings and work planning with each member of the research team; bi-weekly group research team meetings

• Launch of historical review, contact with regional stakeholders
• Two-day visits with educational/outreach team to four elementary schools and the middle/high school

• Launch of initial data organization (enrollment, finance, buildings, educational indicators)
• Comprehensive document review of historical reports, synthesis and organization of themes
• All administrative work (contracts, required paperwork, invoices)

• Initial meeting with legislative delegation
• Development of overview communication plan and outreach schedule of Town SB/FC meetings

• Support for formation of Steering Committee and preparation for launch on February 3rd

• Development of website, made live mid-January - Ongoing content additions
• Ongoing communication with chairs and superintendent



STEERING COMMITTEE

THOUGHT PARTNERS

REVIEW/CRITIQUE/ENHANCE DELIVERABLES

EVALUATE (OPTIONS AND OPPORTUNITIES)

COMMUNICATION (TO-FROM) 
& ADVOCACY

TASKS



STEERING COMMITTEE MEMBERS

Open seat, Ashfield
Paula Consolo, Buckland, Finance Committee
Jenny Van Wyk, Colrain, Parent and Educator
Julie Talbot, Charlemont, Parent and Educator
Ellen Purinton, Hawley, Community Member
Elizabeth Finn, Heath, Parent
Judy Coles, Plainfield, Select Board
Paul Hollings, Shelburne, Community Member
Robin Pease, Mohawk Trail/Hawlemont Director of Facilities and Transportation
Kristen Tilona-Baker, Executive Director, Mary Lyon Foundation
Sheryl Stanton, Mohawk Trail/Hawlemont Superintendent of Schools
Martha Thurber, Chair, Mohawk Trail School Committee
Elizabeth Van Iderstine, Chair, Hawlemont School Committee



SUBCOMMITTEES

Steering
Committee

Sub-
committee

Sub-
committee

Sub-
committee

Sub-
committee

PM 
Team

Public (Interest/Expertise)

Possibilities:
Project Management (PM)
Education (Quality?)
Finance
Operations
Community Engagement/PR



OUR TEAM.

H. Jake Eberwein, Project manager and lead researcher

Brendan Sheran, Project research/facilitator (data, educational quality)

Mary Nash, Project research (community outreach & engagement)

Judy Rush, Project research (educational quality, organizational systems)

Robert Putnam, Project research (historical review, literature)

Matt/Mark Abrahams, Project research (finance, operations, facilities)

Mark Maloy, Berkshire Regional Planning Commission, Project research (enrollment, town finance & economic indicators)

Russell Dupere (legal, regulatory)

Caroline Alexander (website development)



YOUR FEEDBACK: PROMPTS
1. What are the strengths of the districts and/or schools (what the districts and schools do well and what you 

highly value and appreciate)?

2. What would you protect at all costs and could not do without (your non-negotiables)?

3. What are the challenges and/or weaknesses of the districts/schools (tension points, gaps, and/or things 
you'd like to change/improve)?

4. What options and potential solutions should be considered to build upon the district's/school's strengths 
while addressing challenges/gaps?

5. What is your vision for the Mohawk Trail and Hawlemont districts in 10 years?

6. Is there anything the research team should know and take into consideration as the Sustainability Study is 
launched? Advice and suggestions are welcome.

7. Are there any particular questions you have for the research team and/or topics you'd like to see addressed 
in the future?



FOLLOW-UP FEEDBACK

https://www.surveymonkey.com/r/2D8T-survey



QUESTIONS/DISCUSSION/CONTACT.

Jakeeberwein@gmail.com
413.329.4336

mailto:Jakeeberwein@gmail.com

