








Ayer-Shirley School District Regionalization Planning

Report: Expected Benefits of Reorganization

This section will report on the educational benefits of reorganization with a focus on
opportunities and challenges to reorganization. The data that was reviewed for this
section of the report included data supplied by the three school districts and site
visits to the three school districts. In addition, a separate site visit was made to Ayer
High School and Lunenburg High School to review the educational programs and to
report on opportunities and challenges of a possible reorganization of the two high
schools to one new regional high school.

Part I — Review of Each School System

Student Learning:

Aver Public Schools-Shirley Public Schools
Common Vision and Mission Statements

Each of the school districts operates with a vision, mission and set of core values. It
is clear that all three school districts are committed to student learning and helping
all students achieve. The leadership team in each school district is leading by
example to raise the level of student achievement for all students. Each school
district has a long history of being an independent school district. But, that same
history has students from Shirley choosing



There is a need to review the current Ayer curriculum in several areas. Ayer
High School is currently preparing to introduce AP courses to its program of
studies.

3. Instruction — The Ayer Public Schools use a variety of instructional grouping
strategies to serve the needs of a diverse student population. There is a
history of teacher professional development to help classroom teachers
develop more effective teaching strategies.

4. Assessment — The Ayer Public schools are making progress helping all
students meet the NCLB mandate to reach the proficient or above level of
achievement by 2014. The 1007 MCAS assessment results show both areas of
improvement and concern at each grade level. The Ayer Public Schools are
using the MCAS assessment data to improve student achievement and make
changes to current instructional practice. Ayer High School is beginning the
process to be ready for a NEASC review.

5. Education opportunities — The Ayer Public Schools has a rich history of
providing quality public education to the citizens of Ayer and the recently

closed army base. The community of Ayer has a very diverse population that
is reflected in the public schools.

6. Student activities — Ayer High School offers its students a variety of athletic
and extra curricula activities. Due to the recent decline in the high school
student population, Ayer High School has formed coop athletic teams in
football and ice hockey.

7. Special education — The Ayer Public Schools are trying to meet the ever
increasing demands of students with disabilities. Recently, new in-district
special education programs have been developed to better serve students
with emotional issues. The Ayer Public Schools utilize special education
programs from area educational collaboratives. Special education demands
are challenging the Ayer Public Schools to develop new programs and to
fund them.

8. Teacher utilization — The Ayer Public Schools operate two schools located on
the same campus. This allows several teachers to serve a broader range of
students. Due to retirements there are many teachers in the Ayer Public
Schools with less than three years of service in Ayer. The decline in student
enrollment does impact the number of teachers in the Ayer Public Schools.

Shirley Public Schools

1. Student learning — The Shirley Public Schools are organized to serve students
in pre-k to grade eight. There is no high school in the town of Shirley. The
grade eight students from Shirley have options to attend, Ayer High School,



Lunenburg High School and Nashoba Vocational High School. The Mission
Statement of the Shirley Public Schools is to inspire students in a nurturing
environment to become independent thinkers, life long learners and
responsible members of the world family. The focus of the Shirley Public
Schools is on each student meeting with success. The schools are organized
with a single elementary school and middle school.

. Curriculum - The curriculum in the Shirley Public Schools is organized to
meet the grade level standards of the Massachusetts Curriculum
Frameworks. Recently the Shirley Public Schools revised its English
Language Arts and Math curriculums.

. Instruction — The Shirley Public Schools attempt to provide small class size to
allow for differentiated instruction in each classroom. Some elective classes
at the middle school are not offered due to budget issues.

. Assessment — The Shirley Public Schools are working toward the NCLB
requirement of having all students at proficient or above by the 2014 school
year. The 2007 MCAS assessment results show several areas of improvement
and a few areas of concern due to lower scores. The leadership team is
currently analyzing the MCAS data to develop recommendation to improve
student performance.

. Education opportunities — The Shirley Public Schools offers a few areas of
academic enrichment at the elementary and middle schools. The leadership
team works with school administrators from Ayer and Lunenburg to insure
that students leaving Shirley Middle School at the end of eighth grade are
prepared for high school.

. Student activities — There are limited student activities at the Shirley Middle
School.

. Special education — The Shirley Public Schools are committed to the inclusion
of students with a disability to remain in the public school setting. The
Shirley Public Schools coordinate the special education services needed by
students leaving grade eight and going to one of the area high schools. This
presents a challenge for the special education staff in Shirley due to the lack
of a community high school. Shirley is an active participant in the FLLAC
Collaborative special education programs.

. Teacher utilization — The Shirley Public Schools has seen a major turnover of
teaching staff at the Middle School in the past two years. A significant
number of teachers are new to the Shirley Middle School faculty and there
has been a change in the leadership team.




Regionalization:

The Shirley Public Schools have a contract with both the Ayer and Lunenburg Public
Schools for Shirley students to attend Ayer High School or Lunenburg High School.
Students who want a vocational high school program can apply to one of the
regional vocational high schools. The three school districts do not belong to the
same regional vocational high school.

The towns of Ayer, Lunenburg and Shirley are exploring the option of forming a
new regional school district to provide public education to the students from the
three communities.

There are several possible options to form a new regional school district. This is a
partial list of the options:

a pre-k to grade twelve regional school district for Ayer-Lunenburg-Shirley

a two town regional school district pre-k to grade twelve (Ayer-Shirley,
Shirley-Lunenburg or Ayer-Lunenburg)

a three town regional high school district grades nine - twelve

a three town regional secondary school district grades six — twelve

a two town regional school district high school grades nine - twelve or
secondary district grades six — twelve (Ayer-Shirley, Shirley-Lunenburg or
Ayer-Lunenburg)

additional regional options can be considered based on specific requests from
the communities

Opportunities:

Ayer, Lunenburg and Shirley have many formal and informal connections in
education

all schools share similar mission and vision statements that support student
learning and high student achievement

the current individual school leaders are education professionals that want to
see the best possible education for all students

the current student enrollments will not create a large regional school district
the students from the three communities have much in common both in
school and outside of school

all schools are focused on a curriculum that is designed to meet the grade
level standards of the Massachusetts Curriculum Frameworks

the teachers in all three schools are represented by a blend of both new and
experienced teachers



e the school building leadership teams are supportive of efforts to improve
student learning in a period of limited financial resources

e asharing of teacher professional development activities among the three
school districts

e greater utilization of central office support staff in the areas of curriculum,
instruction, assessment and special education

Challenges:

e Ayer, Lunenburg and Shirley have operated separate school districts for the
past forty years

e the reorganization of the schools into a new regional school district is filled
with many unanswered questions

e the teachers in the three school districts have separate teacher contracts and
working conditions

e anew regional school district will serve a more diverse group of students

e the current special education programs will need to be transitioned to a
common model of service delivery in a new regional school district

e anew district leadership team will need to be appointed to serve the new
regional school district

e the possible move to one high school will require a transition plan to identify
and address student, teacher, parent and community concerns

e current special education programs will need to be consolidated using a
common model to deliver services

e out-of-district special education placement costs will need to be addressed in
the regional agreement, what town will pay for the placement

e vocational school options for high school students are not the same in each
community



Part 3 — Summary

Summary of Major Educational Issues:

Special education programs pre-k — twelve
e the new regional school district will need to establish a model to deliver
special education services to students
e the Lunenburg special education service delivery model is aligned with the
IDEA Inclusion Model and with the Response To Intervention Model
e the current out-of-district special education tuition costs must be addressed in
the regional school agreement
e parents of students with a disability must be involved in the development of
the special education programs for the new regional school district
e FY(7 special education students claimed under the Circuit Breaker Funding —
Ayer-23, Lunenburg-24 and Shirley-21
Vocational school option for the students from three towns
e two towns belong to separate regional vocational school districts
e one of the towns does not formally belong to a regional vocational school district
e the regional school agreement must address how to fund the regional
vocational school assessments or tuition payments
A new regional high school
e possible two campus model for the high school
e planning and designing a new regional high school campus
Transition of middle school students to high school
e coordinating middle school programs to transition to a new regional high
school program of studies
e development of new middle school courses that will help students prepare
for high school AP courses
School choice students
e How many school choice students in the new regional school district?
e issues of diversity of the school choice students
e the budget impact of school choice students coming to the new regional school district
e the budget impact of school choice students leaving the new regional school district
Coordinating the curriculum pre-k — twelve
e it will take two to three years to fully coordinate the curriculum pre-k —
twelve
e there will be a budget cost to coordinate the instructional materials in the
three school districts
e the regional school district must have a director of curriculum, instruction
and assessment to deal with the pre-k — twelve curriculum coordination



Professional development of teachers and staff

the current professional development programs must be expanded to give
teachers time to transition to a new regional school district

the new region will need a transition professional development committee of
teachers and administrators to design and implement the professional
development activities for teachers

Capital project — high school — working with MSBA

a school building committee must be formed to consider the options to
address the issue of a renovated or new high school facility

MSBA has specific procedures that must be followed to gain support for state
funding of a capital project for the new regional school district

Current school facilities

the three towns must address the ownership of the current school facilities
that will be used by the new regional school district

current community use of the school facilities must be addressed in a school
committee policy

Collective bargaining contracts

each school district has several collective bargaining contracts with
professional and support staff

Massachusetts General Laws provide a mechanism to bring the collective
bargaining contract into a new regional school district

in general, salaries are moved to the highest individual level among the
current contracts for the new regional school district

the matter of working conditions in the current contract is a more complex
issue that will involve impact bargaining with the newly formed regional
school district unions

legal counsel will need to advise the new regional school committee on how
to proceed with the contract negotiations

School leadership team — planning the transition to a regional school district

the current school administrators will need professional development
activities to prepare to lead in a new regional school district setting

the current school leadership team must be reorganized to respond to the
new regional school district

the central office administrators will need time to make the transition to the
new regional school district

the central office administrative support staff will need to be identified, hired
and trained to work in a regional school district model
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ADMINISTRATIVE CHARACTERISTICS OF THE REGION

Organization Chart Aligned to Mission, Objectives, and Core Values

Central Office

Superintendent — 1 (currently 2)
o0 Administrative Assistant — 1 (currently 2)
Assistant Superintendent for Curriculum/Instruction, Professional
Development and Grants — 1 (currently 1)
o0 Administrative Assistant — 1 (currently 0)
Director of Pupil Services — 1 (currently 2 Directors of Special Education)
o Coordinator of Specialized Services/Early Childhood - 1 (currently 0)
o IEP Coordinator — 1 (currently 2 Team Chairpersons)
0 Administrative Assistant — 2 (currently 2)
Director of Finance — 1 (currently 2)
O Treasurer —.2 [currently 2 on town side]
= Accounts Payable/Receivable Specialist — 1 (currently 2)
o Coordinator of Food Services — 1 (currently 1)
= Administrative Assistant — 0 (currently 0)
o Coordinator of Facilities/Grounds & Transportation — 1 (currently 1.5)
= Administrative Assistant — 0 (currently 0)
0 HR/Benefits Specialist — .8 (currently 0)
= Payroll Specialist — 1 (currently 2)
Director of Technology — 1 (currently 1)
o0 Systems Administrator — 1 (currently 2)
o Technology Specialists — 2 (currently 2)
o Data Manager — SIMS/EPIMS - 1 (currently 1.5)

Building Level — Principals

Lura A. White Elementary School [at current Middle School in Shirley] — 1
(currently 1) + 2 Administrative Assistants (currently 1)

Page-Hilltop Elementary School [Ayer] — 1 (currently 1) + 1 Assistant
Principal (currently 1) + 2 Administrative Assistants (currently 2)

Ayer — Shirley Middle School [Ayer] -1 (currently 1 in Shirley) + 1 Assistant
Principal (currently 1 in Ayer) + 1.5 Administrative Assistants (currently 3)
Ayer — Shirley High School — 1 Principal (currently 1) + 1 Assistant Principal
(currently 1) + 3.5 Administrative Assistants (currently 3.5, includes 1.5
counseling)

Director of Athletics & Activity — .5 (currently .5)



Summary of Administrative Positions

e Central Office
0 Professional = 16 (currently 22)
0 Support =4 (currently 4)

e Building Level
0 Professional = 7.5 (currently 7.5)
0 Support =9 (currently 9.5)

e Total FTEs
o0 Professional = 23.5 (currently 31.5)
0 Support = 13 (currently 13.5)

Recruitment strategy and strateqy for Transitional Operation and Oversight

The assumption is being made that the regional school district will officially begin on
July 1, 2010 after votes at each annual town meeting in March 2010. If this assumption is
accurate, the current transition plan includes a provision to elect a Regional School
Committee in the spring of 2010.



Comprehensive Transportation Plans and Economies

It is likely that the entire transportation system will be bid during the transition
year. There may be some economies gained at the middle/high school level by merging
routes along the towns “border.” By doing this it is quite likely that student bus time may
be reduced. It is also possible that bidding more routes will attract more carriers.

It is also likely that Special Education transportation savings can be gained via
merged routing which will reduce the number of vehicles. Shirley currently possesses
transportation software which will be helpful in the process of both regular and special
education route design.

Purchasing and Bidding Strategies

Ayer and Shirley have shared a Food Service Director since July of 2008. He has
strong ties to TEC and has been able to negotiate an extension of TEC bid products to
Ayer and Shirley. This concept has great promise for expansion to other areas. For
example, Ayer alone has garnered savings by single purchase of items like copy paper
and bulk purchased/single drops. Shirley needs will allow this to grow.

Also, Ayer and Shirley have joined French River Collaborative for joint
bid/purchase of heating oil. A slightly larger district can do more of this.

Plan for Technology Integration to Support Administrative and Education Operations

The initial step in this process will be to appoint a Director of Technology. The
main task will be to consolidate and integrate Ayer and Shirley technology into a single
system. The three major components of the plan will be:

e Coordination of software
¢ Integrate hardware
¢ Blend technology integration into classroom instruction

The other aspects of technology which aid the accountability factor are student
information and financial packages. Ayer and Shirley both utilize Rediker as their student
management system. The financial side will be more of a challenge because the two
districts use different systems (Ayer used MUNIS; Shirley uses Budget Sense.)
Integration of records will be critical to start-up.



Inventory and Plan for Use of all Educational Facilities under the Jurisdiction of the
Various School Committees Current and Proposed

* Pre-K — 5
» Page Hilltop School [Ayer] (Pre-K — 5) — some short-term to long-term
systems overhaul needs (i.e., HVAC/boilers/unit ventilators; roofs, windows)
* Lura W. White (Elementary) School [Shirley] (Pre-K — 4) — in need of total
renovation or replacement but is likely to be taken off-line.
+ Shirley Middle School will need some minor renovations to adapt it for K— 5
usage.
* Grades 6 — 12
- Ayer Middle/High School can house a combined middle school (all Ayer
and Shirley) and a combined (phased in) high school population of all Ayer
and Shirley students. However, it will need some short term renovations
while planning for a major addition/renovation project to provide a long
term solution.

Long Range School Construction Plan

The current plan as discussed by the Regional Planning Committee:

e All pre-kindergarten to grade 5 students will be guaranteed to be educated in
their own communities. That does not preclude the possibility that students in
these grades could opt to attend an elementary school in another community if
there is space. There is also a possibility that specialized programming could
be housed in one or the other community.

e All Grade 6-8 Ayer and Shirley students will attend middle school in Ayer.
This could happen at the beginning of the region during the 2010-11 school
year.

e Grades 9-12 would be housed in the high school section of Ayer Middle/High
School. Shirley students would begin attending in 2010-11 (those Shirley
students who began their career in Lunenburg will be allowed to finish there
as tuition students.) There will be a need for some renovation and
reconfiguration in the short term.

The Ayer/Shirley Middle/High School will need a significant addition (to house
Science and Technology labs) and renovation project to produce a viable long term
facility solution. The building was constructed in the 1960’s so it nearing the fifty year
milestone. The facility is structurally sound but is in desperate need of systemic attention
(roofs, HVAC, window walls, power/technology upgrades, etc.) The building is large
enough to develop a phased project without significant disruption to educational program.

We will be speaking concurrently with MSBA to facilitate this major project.



DRAFT REGIONALIZATION ORGANIZATION CHART
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141 Washington Street
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Ayer Public School’s
District Wide Technology Plan
Background

The development of a comprehensive technology plan is an opportunity to
evaluate the outcomes of the goals and objectives of the past and to develop
well-reasoned plans for the future that take into account the needs of the Ayer
Public Schools with the resources available. Consistent with requirements set
forth by the Massachusetts Department of Education (MADOE), the Ayer Public
Schools has submitted annual technology plans to the MADOE consisting of a
current update of the district’s technology vision/mission objectives. Also, these
submissions to the MADOE include annual updates to the district's inventory,
infrastructure, instructional, and administrative applications and staffing. Along
with these annual submissions the district updates the three year technology plan
and through this is able to identify and prepare for technology initiatives that are
to take place over the next three year period.

Mission Statement

The Ayer Public Schools is responsible for preparing students to access,
analyze, apply, and communicate information effectively so that they will become
successful, contributing, members of a changing, information-based global
society.

A key to preparing students for the 21 century will be equitable access to
information.  Classrooms, media centers, and offices will be electronically
connected and equipped, provide all members of the learning community
(students, staff, and parents) with equitable and easy access to information
technologies for teaching, learning, management, and support.

Ayer Public Schools Technology Mission Statement

The Ayer Public Schools is responsible for preparing students to access,
analyze, apply, and communicate information effectively so that they will become
successful, contributing members of a changing, information-based global
society. A key to preparing students for the 21st century is equitable access to
information. Classrooms, media centers, and offices will be electronically
connected and equipped, provide all members of the learning community
(students, staff, and parents) with equitable and easy access to information
technologies for teaching, learning, management and support



Ayer Public School’s

District Wide Technology Plan

Three Year Goals

1. Improve and maintain infrastructure:

e Provide a stable technology platform, consisting of common
systems, reliable network architecture, and school needed
upgrades, from which staff and students can integrate technology
into the curriculum and improve its effectiveness in the classroom.

e Major components of this process are the phasing out of obsolete

equipment and replacement with new technology and improving the
use of digital communication and storage of data.

2. Curriculum Integration Support:

e The focus being the delivery of appropriate technology into
classroom projects that aligns with curriculum benchmarks and
standards.

3. Enhance technoloqgy support service:

e Staffing for infrastructure support and integration of technology into
the curriculum that covers all aspects of technology.

4. Staff District Technoloqy Efficiency:

e Infuse technology into administrative functions within the district to
improve upon communications and collaboration with the
community and school system.

e Incorporate technology into professional development model.
Action Plan to Achieve Goals

Goal 1:

As is the case with many districts there is an ongoing struggle to maintain
adequate computer technology in place that is on level with modern
advancements in technology. Therefore the district is pushing forward a plan to
replace desktop computers that fail to meet MA current requirements for a class
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District Wide Technology Plan

A computer. After an initial investment the district is aiming towards having a
permanent replacement cycle to avoid requiring a large financial investment
every 5-6 years. The plan for this is as follows;

e Year 1 replace half of the districts desktop computers in order to have all
staff with machines of comparable capability.

e Years 2-5 have a budget line item increase in small increments until year
5 is reached at which time the line item will be capped.

e Continue to update inventory but flag computers with soon to be outdated
specifications therefore prioritizing them for replacement in the next fiscal
year.

Although the wiring infrastructure in the form of fiber and category 5 cabling is
more than adequate to meet the districts immediate requirements there remains
a need to upgrade the 10baseT hub architecture that is predominant in a majority
of the districts IDF closets. This has been a continuous goal for the district
however it has been unattainable due to finances and technology priorities. To
begin planning for such a formidable infrastructure upgrade the district is looking
at the following action plan:

e Take inventory of number of active data ports per closet and plan for
future growth of 10%.

e Prepare schematic of infrastructure layout.

e Look at available hardware replacement options and determine cost
efficiency for increased internal bandwidth.

Goal 2:

The district once again deemed it necessary to slightly re-organize the
technology support team for various reasons. The current technology staff is
exceptional in their ability to respond to the needs of the district and in
maintaining the integrity of the network infrastructure. However due to the aging
of our hardware and unexpected shortage of staff we need to explore efficient
means to integrate technology into the classrooms while maintaining it's
reliability.

e Look to re-assign roles within the technology department so an increased
focus may be directed on technology integration.

e Introduce Promethean Board, “Classroom of Tomorrow” pilot program at
the elementary level by utilizing technology efficient staff and technology
department integration specialist skills.
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e Present new classroom oriented technologies to staff at monthly meetings.

e Present online resources through district web site that illustrate different
technologies and instruction in their use.

e Long term goal to have technology team look at how we’re meeting
technology benchmarks.

It will always remain of significant importance to maintain team concept continuity
within the technology department and at the same time define roles and share
knowledge of such with teammates.

Goal 3:

It is necessary for all staff members in the technology department to have the
capacity to fill multiple roles due to the small size of the district and in the
absence of a staff member who specializes in a given area of technology. To
meet this need the staff will maintain regular contact and continue to document
everything from inventory to troubleshooting procedures.

Due to a temporary reduction in staffing it is necessary for the district to consider
remote access server based software in order to effectively manage and update
all systems on the network. The technology department will look to have a team
member dedicated to the “Classroom of Tomorrow” pilot program thus changing
the scope of their responsibilities. In addition to this it is necessary to review our
management of the district’'s student information system in order to determine
whether or not it would be more efficient to have primary data entered through a
single entity.

The district has greatly benefited from teachers who have responded to the need
for technology integration assistance (see goal 2) however it would benefit the
district to have a full time equivalent Instructional Technology Specialist that
would provide technology integration support on a full-time basis. Currently there
is no opening for such a position however the district realizes the importance of
integration and is striving to manage funds to be able to provide teachers with a
full time integration specialist who would assist classes throughout daily teaching
periods.

Goal 4:
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The district’s current model for managing data consists mostly of saving digital
documents to a personal folder on the data network. Although effective it is
necessary to look towards more efficient models of managing digital data.

e Evaluate collaboration server based software that would enable
departments and teams the capability to access given data in a shared
workspace environment.

e Make district forms available online and utilize digital signatures.

e Explore conversion of paper documentation to digital media for efficient
archiving.

With an emphasis being placed on an infusion of modern technology it is
extremely important to educate staff on how to effectively use digital media to
their advantage. As a result the technology department will work with district
staff to determine topics for professional development.

e Survey staff to determine what subject matter there is a demand for.

e Incorporate at least 2 technology courses into the district's professional
development catalog.

e Continually evaluate effectiveness of training and whether or not subject
matter is being utilized in classroom environments.

Additional measures will be taken for FYO8 and FY09 to provide the most
possible safe learning environment for students and staff alike. Items under
consideration include; using personal identification cards/badges for everyone on
district property and video surveillance at all entry points at each school. The
latter security measure would be integrated with the data network so web based
software could allow staff to monitor areas directly from the computers.

Collection of documents providing information on current status

Staffing

There is a need to include staffing that supports the use of IT for both
administrative and educational information management and data analysis. Too
often these “worlds” are isolated from each other. The Ayer technology mission
statement alludes the importance of information technologies for teaching
learning, and management.

However, as is the case in many districts, many ideas and goals go unfulfilled
because of a lack of appropriate staffing and organizational planning. There is an
enormous amount of technology in the district and now the focus is on
restructuring parts of the organization, redefining certain job descriptions and
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integrating the IT systems to support educational and administrative information
management.

Our first major step toward this was to re-organize the Technology Services
Department. This includes creating and filling a new position, Technology
Coordinator, which was accomplished FYO06. Next is the integration and
refinement of our data systems. The next phase will be professional development
for our administrative team and staff on using IT to support data analysis and
data-based decision making. What follows are the areas of focus for the Ayer
Technology Department

Educational Applications

e Educational programs that use technology to support student learning.

e Instructional technology programs and systems used by teachers to
support the teaching process.

e IT systems used to capture, analyze and process student achievement
and student performance data.

Administrative Technology Systems

¢ Information management systems that support school operations business
management and financial accountability.

e Information management systems that support student learning, program
evaluation and student accountability requirements.

IT Infrastructure

e Network architecture, topology and equipment management and
maintenance.

e Network and desktop hardware and software management and
maintenance

e Hardware and software inventory and maintenance

e Intranet application development, deployment and maintenance.

While each of these components of the technology program provides essential
tools, processes and resources to school districts, it is the integration,
coordination and cooperation between and among all three that will provide the
greatest support for teaching and learning. A major goal for the District
Technology Team will be how we maintain the above while at the same time
provide pertinent professional development so our technological resources
can be used to their full potential.
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Listed below are staff roles within the Technology Department and expected
involvement for stated title.

Roles Responsibilities

Implementation Updates

Significant Action Step Goal Completion Date Comment
Association




Ayer Public School’s

District Wide Technology Plan

District Anti-Virus Solution Goal 1 Ongoing $4778
e Vexira Anti-Virus (price is for 5 years and 6 months
e 575 licenses license)
e Free home use by district staff Expires 02/2011
Firewall with Content Filtering Goal 1 Annual $1000/yr Content Filtering
Subscription
District licensed web sites Goal 4 Annual Grant funds
e United Streaming Subscription
Middle School Open Lab Goal 1 12/06 $4900
Computers
o 20 Dell Optiplex GX240
Internet Services Goal 1 and Ongoing ISP Mecnet
MECnet e  $400/mth
e Comcast Broadband Workplace Prospeed
Connection. e $200/mth
Prospeed Above cost are before Erate Funding.
e T1 backup Erate provides funds up to 50%
Online Attendance and Grading Goal 1 Ongoing Online Grading software part of MIG
Server Student Management software
Server-$1500
Special Education Software Goal 1 Switch to Excent Software paid through SPED budget
e Excent Software Teraon 10/07 as our licensing fees.
e Server Server $2000 based on Excent
e Training minimum specs
Financial Management Software Goal 1 12/06 Current hardware setup not capable

e  Munis Application
e Server/Firewall

of handling software upgrades.

Laser Printers Goal 1 10/06-01/07 $1800

e 12 Ricoh Aficio AP 410N

e 15000 page output

District Data Management Goal 1 and 3 | Tape-09/05 Tape-$2100

Tape Backup Device
Server with fault tolerance (RAID

Server-09/06

Server-$2000

5)

Laptop cart with Projector Goal 1and 3 | 11/05 Grant funds

e Dell Laptop

e Infocus X2 Dlp

Classroom Software Goal 1 Ongoing Area to be evaluated by District

Additions/Upgrades

e  Office 2003 (new computers)
Netop Classroom Management
Kidpix Upgrade

Fastmath

Adobe Creative Suite

Savvy Web Template

Technology Team.
Funded through a variety of means.

Technology Budget Report

Technology Services

Budget ($)

Contracted Services

12,000




Ayer Public School’s
District Wide Technology Plan

Supplies 10,000
Tech Dept. Professional Development 2,000
Repair/Maintenance 8,000
Total Internet Access (before Erate) 7,200
Other Expenses 14,800

Total 54,000

Educational and Information Technology
Support Organization

Roles Responsibilities

Assistant Superintendent Strategic planning, program
evaluation



Shirley School District
S Year TECHNOLOGY PLAN
School Year (2007-2008 through 2010-2011)
Revised 4-8-08

The mission of the Shirley School District is to inspire students in a nurturing environment to become independent thinkers,
life long learners and responsible members of the world family.

Introduction
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Personnel Requirements

Technology Vision Statement
Technology Mission Statement

Benchmarks
1. Commitment to a Clear Vision and Mission Statement
2. Technology Integration and Literacy
3. Technology Professional Development
4. Accessibility of Technology
5. E-Learning and Communications
Conclusion
Appendices

A. Shirley School District Guidelines for computer donation
B. DOE Computer Guidelines



Introduction

This draft of the Shirley School District Technology Plan was revised in the Spring of 2008, by Deb Cutter, System Administrator, Elaine
Nogueira, Art Teacher, and Colleen Geddis, Technology Specialist. This draft was reviewed and accepted by the School Committee on May 1,
2008. This draft was written using current data sources and information. The structure and format of the technology plan generally follows that
of the Local technology Plan Benchmark Standards established by the Massachusetts Department of Education.

It is widely recognized that the technology planning takes place in an extremely dynamic environment. The specifics of the projected goals of this
plan will be reviewed on a yearly basis and will certainly change over the course of the period described in this plan. It is assumed that the district
technology plan will be subject to a process of annual revision and updating as necessary.

Technology Planning

The two most crucial issues facing the technology department of the Shirley School District presently are support personnel and aging equipment.

The Shirley School District is currently experiencing severe budget issues. Any plan for technology requires financial support. All of these plans
are contingent upon financial support from the school district.

Personnel Requirements
Benchmarks 2C and 4E outline the Massachusetts Department of Education recommendations for Technology staffing.
(Source: http://www.doe.mass.edu/edtech/techplan/07-10guidelines.doc)




Technology Vision Statement
The Shirley School District strives to make available quality technology equipment that is reliable, easy, and convenient to use. The Shirley
School District views technology as an essential tool in delivering educational content to its students. Technology is no longer an “extra” in
today’s classroom but it is an “essential”.

Information technologies impact nearly every aspect of society and continue to transform the lives of our entire Shirley community. The
skills for the 21st Century have created a sense of urgency on all educational organizations to also change. Schools must change the way
they prepare students to find, manage, collaborate, analyze and present information. Teachers must learn new instructional strategies in
order to prepare their students for the rapidly changing world. One of the greatest challenges facing schools today is to provide
professional development and support for the acquisition and implementation of technology.

Technology Mission Statement

The Shirley School District is committed to the use of Technology to create optimal learning opportunities for all students and staff. We strive to
continuously improve electronic infrastructure, which supports the use of appropriate technology for the curriculum, management,
communications and professional development. The Shirley School District, through the effective and appropriate integration of technology,
strives to:

» Provide all students and staff with appropriate technology and support;

» Re-establish and maintain an up-to-date website that keeps the community informed of school information and to provide convenient
locations for Internet access for students and staff outside the school day;

A\

Establish a foundation of reliability and trust with teachers and staff that working equipment will be available to meet their needs;
Review and implement a technology replacement cycle for hardware and to maintain a robust and state-of-the art infrastructure;
Strive for high quality professional development for teachers;

Continue to maintain partnerships with town departments and local businesses;

Re-establish a technology committee to include IT specialists, educators, community members and administration;

Provide opportunities for students to use technology in meaningful ways both in the classroom and in preparation for careers; and

vV VvV VYV Vv V V

Procure Administrative and Community support in terms of both interest and fund which is vital to the on-going progress; sustained
resource commitment is our goal.



Benchmark 1
Commitment to a Clear Vision and
Mission Statement

Current

Proposed

A. The district's technology plan contains a
clearly stated and reasonable set of goals and
implementation strategies that align with the
district-wide school improvement plan. The
district is committed to achieving its vision by
the end of the school year 2010-2011.

Implementation of the 5 year Technology Plan.

Review plan on a yearly basis with the
Technology Committee, the School Committee
and Administration.

B. The district has a technology team with
representatives from a variety of stakeholder
groups, including school committee members,
administrators, and teachers. The technology
team has the support of the district leadership
team.

The district has a technology department that
works collaboratively with the Town
Technology Advisory Committee.

Continue to maintain partnerships with town
departments and local businesses.

Re-establish a technology committee of IT
specialists, educators, school committee
members, community members and
administration.

C. Needs Assessment

1. The district assesses the technology products
and services that will be needed to improve
teaching and learning.

2. The technology plan includes an assessment
of the services and products that are currently
being used and that the district plans to
acquire.

Through our budget process, we gather
information from teachers and administration
about the needs for products and services for
the upcoming year.

At this time, no formal assessment is in place.

Our recommended budget was presented on
January 30, 2008 to the School Committee.

To establish assessment guidelines.

D. The district has a CIPA-compliant
Acceptable Use Policy (AUP) regarding
Internet and network use. The policy is
updated as needed to help ensure safe and
ethical use of resources by teachers and
students.

Our most recent student acceptable use policy
was reviewed and implemented in the fall of
2007.

Review CIPA guidelines and update AUP
yearly as guidelines change.




Benchmark 1 - continued
Commitment to a Clear Vision and
Mission Statement

Current

Proposed

E. Budget

1. The district has a budget for its local
technology plan with line items for technology
in its operational budget.

The district has a technology budget in place
which is revised and usually reduced on a
yearly basis.

Adequate funding for technology support will
continue to be pursued for the duration of this
plan.

2. The budget includes staffing, infrastructure,
hardware, software, professional development,
support, and contracted services (including
telephone services).

The district has a technology budget in place
which is revised on a yearly basis and includes
all of these items.

Continue to make recommendations to the
Administrative Team for appropriate staffing.

3. The district leverages the use of federal,
state, and private resources.

Donated equipment is received and utilized on
a regular basis from local businesses.

With appropriate Technology Staffing, time
would be available to pursue Technology
Grants.

4. For districts that plan to apply for E-rate
reimbursement, the technology plan specifies
how the district will pay for the non-
discounted portion of their costs for the
services procured through E-rate.

Our technology plan does not currently specify
how the district will pay for the non-
discounted costs.

F. Evaluation

1. The district evaluates the effectiveness of
technology resources toward attainment of
educational goals on a regular basis.

The technology department meets regularly
with staff to evaluate the effectiveness of
technology resources. There are also outside
consultants that often come in to evaluate
specific needs.

We will continue to evaluate and advocate for
technology resources as needed.

2. The district's technology plan includes an
evaluation process that enables it to monitor its
progress in achieving its goals and to make
mid-course corrections in response to new
developments and opportunities as they arise.

The technology committee meets monthly to
review on-going goals and projects. A
timeline for projects and updates are presented
and documented monthly.

Continue to meet with the Technology
Committee monthly.




Benchmark 2
Technology Integration and Literacy

Current

Proposed

A. Technology Integration'

1. Outside Teaching Time - At least 85% of
teachers use technology every day, including
some of the following areas: lesson planning,
administrative tasks, communications, and
collaboration. Teachers share information about
technology uses with their colleagues

According to our TSAT FY’07 results, 91% of
our teachers use technology nearly everyday.

Administer and review the TSAT yearly.
Any deficiencies will be addressed through
professional development and after-school
technology workshops.

2. For Teaching and Learning - At least 85% of
teachers use technology appropriately with
students every day to improve student learning
of the curriculum. Activities include some of
the following: research, multimedia,
simulations, data interpretation,
communications, and collaboration (See the
Massachusetts Recommended K-12
Instructional Technology Standards?).

According to our TSAT FY’07 results, 18% of
our teachers use technology with students on a
daily basis. These teachers are primarily at the
Shirley Middle School. With the new computer
lab at the Elementary School, we should see
better results next year.

In our recommended budget for FY’09 we
have included projection systems and other
equipment to aid in daily technology use to
improve student learning.

B. Technology Literacy

1. At least 85% of eighth grade students show
proficiency in all the Massachusetts
Recommended PreK-12 Instructional
Technology Standards for grade 8.

10% of our students show proficiency in all the
Massachusetts Recommended PreK-12
Instructional Technology Standards.

41% of 8" grade students have mastered half or
more of the Technology Standards.

Currently students are only receiving formal
technology instruction from our Middle School
Librarian.

We have recommended the hiring of
computer lab assistants in our district.

Pending previously recommended staffing
requirements, a Student Technology survey
will be administered to determine current
proficiencies.

' The Massachusetts Department of Education defines technology integration as the daily use of technology in classrooms, libraries, and labs to improve student learning.

? The Massachusetts Recommended K-12 Instructional Technology Standards are available on the Department’s web site (http://www.doe.mass.edu/edtech/standards.html).




Benchmark 2 - continued
Technology Integration and Literacy

Current

Proposed

2. 100% of teachers are working to meet the
proficiency level in technology, and by the
school year 2010-2011, 60% of teachers will
have reached the proficiency level as defined by
the Massachusetts Technology Self-Assessment
Tool (TSAT)3.

All of our teachers are working to meet the
proficiency level in technology. According to
the TSAT administered in FY’07, 17% have
reached or exceeded proficient.

Currently we offer after school technology
workshops for our teachers.

Pending previously recommended staffing
requirements. A Technology Teacher will
work with faculty and staff to enhance
technology skills and comfort level.

C. Staffing

1. The district has a district-level technology
director/coordinator.

Currently the district has no district-level
technology director/coordinator.

Through possibly regionalization we may
gain a Technology Director/Coordinator.

2. The district provides one FTE instructional
technology teacher per 60-120 instructional
staff.

Currently the district has no FTE instructional
technology teacher. We have made this
recommendation in our budget for several years
now.

We have recommended to the Administration
and School Committee the hiring of computer
lab teachers at both the Elementary School
and Middle School.

3. The district has staff dedicated to data
management and assessment

The District has one FTE person whose duties
include data management and assessment.

Continue to work cooperatively with our
Database Administrator.

3 The Technology Self-Assessment Tool is available as an interactive tool on MassONE, as well as a printable PDF checklist

(http://www.doe.mass.edu/edtech/standards/sa_tool.html).




Benchmark 3
Technology Professional Development

Current

Proposed

A. At the end of three years, at least 85% of
district staff will have participated in 45 hours
of high-quality professional development” that
includes technology skills and the integration of
technology into instruction.

In FY’08 all our Administrative Assistants and
Administrators were formally trained in the use
of our Student Management System.

In FY’08 our Math Teachers grades 4-8 were
formally trained on our Renaissance Math
program.

In FY’09 The District will provide technology
professional development in the areas needed
according to the TSAT survey.

Review and plan for yearly Technology
Professional Development.

B. Technology professional development is
sustained and ongoing and includes coaching,
modeling best practices, district-based
mentoring, study groups, and online
professional development. The professional
development includes concepts of universal
design and scientifically based, researched
models.

The district currently provides no formalized
Technology Professional Development.

Professional Development is provided on an as
need basis when new application are
introduced. Technology courses can be taken
through several area colleges if desired.

Develop a group of technology
mentors/coaches consisting of one teacher per
grade level to facilitate technology
discussions and sharing of resources.

To have the technology department work
collaboratively with these mentors/coaches to
enhance their current technology skills.

C. Professional development planning includes
an assessment of district and teachers' needs.
The assessment is based on the competencies
listed in the Massachusetts Technology Self-
Assessment Tool (TSAT)’.

The TSAT will be given to teachers to assess
their Technology needs on a yearly basis.

Communicate with administrators the need to
develop appropriate technology professional
development classes.

* High quality professional development is described in the Massachusetts 2001 State Plan for Professional Development (http://www.doe.mass.edu/pd/stateplan/).

> The Technology Self-Assessment Tool is available as an interactive tool on MassONE, as well as a printable PDF checklist

(http://www.doe.mass.edu/edtech/standards/sa_tool.html).




Benchmark 3 - continued
Technology Professional Development

Current

Proposed

D. Administrators and teachers consider their
own needs for technology professional
development, using the technology self-
assessment tools provided by the Massachusetts
Department of Education or similar tools.®

During staff meetings, we have asked staff to
suggest workshops that would be meaningful to
them.

After administering the TSAT, we will spend
time reviewing the results of the survey.

® A sample administrator technology self assessment tool is available on the Department’s web site (http:/www.doe.mass.edu/edtech/standards/tsat_sampadmin.html). The
Technology Self-Assessment Tool (TSAT) for teachers is also available as a printable document and as an interactive tool on MassONE

(http://www.doe.mass.edu/edtech/standards/sa_tool.html).




Benchmark 4
Accessibility of Technology

Current

Proposed

A. Hardware Access

1. The district has an average ratio of fewer
then five students per high-capacity’, Internet-
connected computer. The Department will work
with stakeholders to review the capacity of the
computer on an annual basis. (The goal is to
have a one-to-one, high-capacity, Internet-
connected computer ratio.)

Currently the district has an average ratio of 4.3
students per high-capacity internet-connected
computer. However, great disparities exist
between buildings in the district, especially at the
Elementary Buildings.

Remove the C level computers (see
appendix B) at the Elementary level that are
no longer in use due to their condition
however still part of our districts computer
inventory.

2. The district considers students' access to
portable and/or handheld electronic devices
appropriate to their grade level.

The district has a limited number of portable
electronic devices. The district has two Alpha
Smart carts which are not used in a classroom
environment but instead used to meet the needs
of individual students. The district has one
laptop cart at the Middle School consisting of 10
laptops. The district, other than calculators, has
no handheld devices.

The district will populate the laptop cart to
full capacity. The district will consider
purchasing handheld devices.

3. The district maximizes access to the general
education curriculum for all students, including
students with disabilities, using technology in
classrooms with universal design principles and
assistive technology devices.

The District provides universal consistency at all
locations providing assistive technology when
applicable.

To continue to meet with Administrators to
ensure all students, including those with
disabilities, have maximized access to the
general education curriculum.

4. The district has procurement policies for
information and instructional technologies that
ensure usability, equivalent access, and
interoperability.

The technology has procurement policies in place
which allow consistencies across all buildings.

To have this policy and all other internal
technology polices reviewed and approved
by the Superintendent.

5. The district provides classroom access to
devices such as digital projectors and electronic
whiteboards.

Our Middle School has digital projectors in most
classrooms, the computer lab and the library.
Our Elementary School has a digital projector in
the computer lab only. We currently only have
one electronic whiteboard.

In our FY’09 budget we have included
digital projectors for some classrooms.

’ The Department defines a high-capacity computer as a computer that has at least 256 RAM and either a Pentium 4 processor or a Macintosh G4 processor (or equivalent). The

Department also refers to these as Type A computers.




Benchmark 4 — continued
Accessibility of Technology

Current

Proposed

6. The district has established a computer
replacement cycle of six years or less.

Our plan is to replace 20% of computer
equipment on a yearly basis in accordance with
our yearly recommended budget. Due to budget
cuts we have not been able to successfully
implement this plan.

To continue to request computer equipment
replacement in accordance with our plan.

B. Internet Access

1. The district provides connectivity to the
Internet in all classrooms in all schools
including wireless connectivity, if possible.

The district currently has internet connectivity in
all classrooms in all schools.

There is wireless connectivity in our Middle
School Science Rooms and the laptop cart.

Current connectivity will be maintained.
Connect using Comcast equipment for
redundancy.

2. The district provides bandwidth of at least
10/100/1 Gb to each classroom. At peak, the
bandwidth at each computer is at least 100

kbps. The network card for each computer is at
least 10/100/1 Gb.

The district provides bandwidth of at least
10/100/1 Gb at the Middle School and our
Elementary School.

The network card for each computer is at least
10/100 mb.

Any new computer equipment will be
ordered with 10/100/1 Gb network cards.

C. Networking (LAN/WAN)

1. The district provides a minimum 100 Mb
Cat 5 switched network and/or 802.11b/g/n
wireless network.

The district provides a minimum 1 Gb Cat5
switched network within each building. 802.11b
wireless network connectivity in our Middle
School Science Rooms.

Current connectivity will be maintained.

2. The district provides access to servers for
secure file sharing, backups, scheduling, email,
and web publishing, either internally or through
contracted services.

The district provides services for secure file
sharing. All Middle School Students have their
own unique login to the network. Our
Elementary students share a common login
account, however; the students have unique
accounts for our “Type to Learn” program and
“Renaissance Math” program.

The district provides backup, e-mail and web
publishing applications.

Maintain the existing level of service.




Benchmark 4 — continued
Accessibility of Technology

Current

Proposed

D. Access to the Internet Qutside the School Day

1. The district works with community groups
to ensure that students and staff have access to
the Internet outside of the school day.

The Staff has access to the Internet during school
hours and until the building closes. Students
have access to the Internet at the public library
which is walking distance from the Middle
School. In FY’08 funds were available for a
homework club which allowed for after school
Supervised computer use.

We will maintain the current staff access to
Internet use outside of school. Student
access is dependent upon funds, supervision
and public library hours.

2. The district web site includes an up-to-date
list of places where students and staff can
access the Internet after school hours.

The current website does not include an up-to-
date list of places where students and staff can
access the Internet after school hours.

Request to have the website updated to
include this information.

E. Staffing

1. The district provides a network administrator

The district provides a System Administrator 240
days / year who also provides support for the
town.

A recommendation has been made to the
administrative staff to make this current position
a full-time position.

The current System Administrator position
should be made full-time year-round since

our administration and town offices work a
full-year schedule.

2. The district provides timely in-classroom
technical support with clear information about
how to access the support, so that technical
problems will not cause major disruptions to
curriculum delivery.

Due to a reduction in technology staff and an
increase in buildings in which the Technology
Department supports, the technology department
currently cannot provide timely in-classroom
technical support. The technology department
currently consist of (2) people who provide
support for 7 locations. Remote desktop support
is used whenever possible.

In FY’08 non-technology staff were trained and
designated as building-based support to help
provide more timely support.

Make the Technology Specialist position
full time, year-round since most of the
upgrades and relocation of classrooms occur
during the summer months.

The technology staff will strive to provide
our grade level technology coaches/mentors
basic troubleshooting techniques to improve
resolution time.

Pending recommended staffing as noted in
benchmark C2 timely in-classroom technical
support should be significantly improved.

3. The district provides at least one FTE person
to support 200 computers. Technical support
can be provided by dedicated staff or contracted
services.

The District currently provides a Technology
Specialist 231 days / year to support 362
computers (280 school 82 town). Some
contracted services and volunteers are utilized for
special projects.

Make the Technology Specialist position
full-time, year-round since most of the
upgrades and relocation of classrooms occur
during the summer months.




Benchmark S
E-Learning and Communications

Current

Proposed

A. The district encourages the development
and use of innovative strategies for delivering
specialized courses through the use of
technology.

The district currently has a Tech Ed lab at the
Middle School which offers 10 specialized Math
Science Technology Engineering modules.

We also have an enrichment course on video
production through our local cable access
members.

Our recommended budget for FY’09
includes a Media Literacy Specialist.

B. The district deploys IP-based connections
for access to web-based and/or interactive video
learning on the local, state, regional, national,
and international level.

The district has access for web-based interactive
video learning at both the Elementary School and
the Middle School.

To continue to improve upon our network
infrastructure as technology evolves.

C. Classroom applications of e-learning
include courses, cultural projects, virtual field
trips, etc.

The Shirley Middle School received a grant from
the Shirley Educational Foundation for Brain
Pop. Currently a small percentage of Middle
School teachers use e-learning applications in
their classrooms on a regular basis.

To increase the percentage of teachers using
e-learning at all grade levels.

D. The district maintains an up-to-date web site
that includes information for parents and
community members.

A new website was launched the beginning of
school year FY’08 and is updated and maintained
on a weekly or as need basis by our webmaster.

To continue to work on the site map of our
website to make the information on the site
more readily available and easy to access.

E. The district complies with federal and state
law®, and local policies for archiving electronic
communications produced by its staff and
students. The district informs staff and students
that any information distributed over the district
or school network may be a public record.

Any electronic communication on the district
network is backed up daily. Monthly and yearly
backup tapes are stored off-site in a fire safe
vault. Through our Acceptable Use Policies staff
and students are informed that any electronic
communications is public record.

Review the federal and state guidelines for
updates and changes.

¥ Information about state regulations is available from the state’s Record Management Unit (http://www.sec.state.ma.us/arc/arcrmu/rmuidx.htm).




Conclusion

The dynamics of technology and fiscal constraints dictate that a Technology Plan is a living document needing review and revision on a yearly
basis. The technology department along with invested administration, staff, library and technology committee members, and community members
will revisit this plan to coincide with the school budget process. Areas of consideration will include progress toward meeting state technology
benchmarks. The Massachusetts PreK-12 Instructional Technology Standards can be found at
http://www.doe.mass.edu/edtech/standards/itstand.pdf. On the Department of Education website a draft of the new PreK-12 Standards dated
March 2008 can be viewed. Changes in curriculum and/or student populations, changes in technology, changes in policies, financial circumstance
and any other developments that have occurred may have an impact on this plan.

In developing these benchmarks, we used the Massachusetts STaR Chart (School Technology and Readiness Chart) developed by the State's
Educational Technology Advisory Council (ETAC). The STaR Chart was adapted locally in collaboration with district technology directors which
was derived from the chart created by the CEO Forum and adapted by Texas. http://www.doe.mass.edu/boe/sac/edtech/star.html




Appendix A

Shirley School District
Policy and Procedure for Computer and Printer Donations

The Department of Education has set Technology Standards for Computer Equipment (see Appendix B). The Shirley School District will only
accept computers that are manufactured by Dell and are type A. The Shirley School District will accept Hewlett Packard LaserJet printers only.
The Shirley School District will accept flat panel monitors; we are no longer accepting CRT monitors. A donation letter will be provided for tax
purposes. The Shirley School District will accept any USB scanners or digital photography equipment.

Appendix B (These guidelines are from October 2001)

Computer Type A (high-end) | Type B (average) Type C (low-end)
Platforms
Function: Function: Function:
Multimedia Multimedia Multimedia

computers capable
of running virtually
all current software,
including the latest
high-end video and
graphics programs

computers capable
of running most
software except for
the latest video and
graphics programs

computers capable
of running most
current productivity
applications

Memory: 256 MB

Memory: From 128

Memory: Less than

RAM or higher up to 256 MB RAM | 128 MB RAM

Processor: Processor: Processor:

e PC-—-Pentium4 |e PC-—Pentium3 |e PC - Pentium?2
(or equivalent) (or equivalent) or lower

e Macintosh— G4 | e Macintosh— G3 | e Macintosh —
(or equivalent) (or equivalent) Apple PowerPC

e Or, equivalent
configurations to
meet the stated
function

e Or, equivalent
configurations to
meet the stated
function

604e or lower

e Or, equivalent
configurations to
meet the stated
function






