	



	


Report to the School Board

Management Study 

SAU #13: Freedom, Madison and Tamworth

 Management Study School District

September 15, 2011

INTRODUCTION: The New Hampshire School Boards Association (NHSBA) was contracted in July 2011 by the SAU #13 School Boards to conduct a management study. Dr. Paul DeMinico is the primary consultant assigned to the project. He along with NHSBA Executive Director, Dr. Ted Comstock, Staff Attorney, Mr. Barrett Christina, Director of Government Affairs, Mr. Dean Michener all contributed to the report based on their respective expertise.

SCOPE OF STUDY:

To perform an objective evaluation of SAU#13’s administrative (leadership) structure specifically at the SAU level and to make recommendations on the adequacy of staffing taking into consideration the school district’s size, location and intermediate range needs.

QUESTIONS TO BE ADDRESSED:

The Study, at a minimum, will respond to the following questions:

1. How does SAU #13 leadership to student ratios align with SAUs of similar size in N.H.?  

2. What positions are mandated by State/Federal law? By administrative rules?

3. Based on enrollment and workload, is there redundancy of positions? responsibilities? and are there unmet administrative needs?

4. If so, what consolidation or additions are recommended?

5. Are there areas of reduction recommended without negatively impacting students and school climate? Are there areas of additional staff needed? If so where and at what cost?

THE METHODOLOGY:

To adequately assess the needs of the school districts and to answer the questions posed, NHSBA has attended to the following:

1. Interview all administrative staff (the leadership team), the board chairs of each school district, selected teachers, support staff, parents and others as deemed necessary 

2. Engage in corresponding discussion with the existing leadership team regarding the effectiveness of the existing administrative configuration

3. Select comparative school districts to assess ratios of administrators to students

4. Review best practices and NH regulations to assess the adequacy of leadership staffing

THE INTERVIEWEES: The following were interviewed either individually or in small groups. 

· Mr. Jay McIntire, Superintendent of Schools

· The Director of Pupil Services

· The Principals of Freedom, Madison and Tamworth

· All support staff members of the SAU #13 SAU Office

· Board members (past and present), Budget Committee members and Selectmen

· A select group of students

· Members of the parent communities

· Members of the greater taxpaying communities

THE RESULTS of the INTERVIEWS: The following bulleted items are recurring themes that came from the structured interviews and informal contact:

School Strengths:

· Special education turnaround and compliance with N.H. standards

· Policy revisions and policy manual updates to reflect revised laws and guiding practices

· SAU office personnel who, regardless of the issues brought out about the business functions and organization, are dedicated and interested in making the office more effective and productive

· The hope conveyed by those interviewed that the SAU can and will be a leading organization, run and managed efficiently to serve the students of SAU# 13

Areas to Develop:

· All business functions, financial reporting, uses of business software, submission of financial reports on a timely basis, operational transparency, business record keeping and storage

· Community confidence of the SAU, primarily as a result of the perceived and actual deficiencies of the business functions

· Staff Turnover at the SAU office

· School Boards’ clear understanding of their role and responsibilities

· SAU budget approval, the present method of which has resulted in default budgets in 2 of the past 3 years

· Transportation functions could be more effectively managed SAU-wide

· Time devoted for curriculum leadership at the SAU as well as the building level 

Suggestions about improving the services of the SAU:

· Hire a N.H. certified and experienced business administrator or equivalent 

· Superintendent to take the lead in curriculum, staff development & long range planning
· Superintendent to be more visible in classrooms and to know all students by name
· Remove, as best as possible in a small school system, barriers (clerical and support responsibilities) from principals in order for them to focus on curriculum alignment and development, building instructional capacity of teachers, assessment of student achievement and analysis of what students may need to further their achievement.
· Train the SAU #13 school board members on their roles and responsibilities
· Ensure continuity of staff tenure in key positions with competitive salaries and reasonable work conditions, professional job responsibilities and board support—avoiding the propensity to micromanage decisions.
QUESTIONS AND RESPONSES:
1. Question: How does SAU #13  leadership to student ratios align with SAUs of similar size in N.H.? 

Response: Instead of using the number of students as a variable, a recent study, more appropriately used the number of district in North Country SAUs as variables in a comparison. It is attached and shows that SAU #13 is below the staffing levels in the business area when compared with SAU #20-Gorham, SAU #58-Groveton and SAU #7-Colebrook.  SAU #13 appears to be comparable with other office staff. MRI will be better positioned to see if SAU #13 may need more (temporary) accounting assistance for now as recommended below in the report.

2. Question: What positions are mandated by State/Federal law? By administrative rules?    Response: The State of N.H. is the governing body to which school districts are accountable and must comply. While the superintendent’s position is required even in a school system the size of SAU #13 (with 3 buildings and over 400 students), it may, in time be reduced to part time once SAU #13 gets on track with all business and educational functions. The business administrators’ position, while not mandated, is highly recommended in SAU# 13’s case due to the corrective actions that need to take place immediately.

3. Question: Based on enrollment and workload, is there redundancy of positions? responsibilities? Are there unmet administrative needs? 

Response: See #4 below and see recommendations at the conclusion of this document.

4. Question: If so, what consolidation or additions are recommended? 

Response: No consolidation at this time is recommended. However a re-alignment of SAU duties, based on the skill sets of existing staff is recommended below. In addition, we recommend the hire of a certificated Business Administrator and possibly added time in the accounting area as a start to “right the business” side of the ledger. Your recent contract with MRI is an excellent start. They will have further insights and recommendations as they delve deeply into your business functions. 
5. Question: Are there areas of reduction recommended without negatively impacting students and school climate? Are there areas of additional staff needed? If so where and at what cost? 

Response: As stated, there are no recommendations for reductions of staff at the SAU level. The recommendations are upgrading the level of business expertise and accounting as a start.

RECOMMENDATION: #1: Hire a qualified and certificated school business administrator

The SAU’s most significant issue is attending to its business function effectively. As a result of all related business issues, the expense reports are not known by the people who are supposed to manage their respective budgets, i.e. the principals. This causes fund balances to vary widely as principals do not wish to overspend their budgets but also wish to use the monies allocated to attend to the teaching and learning of their students. The software is not doing what it is intended which is to give all budget center managers a clear accounting of what, to-date, has been spent. All of this has contributed to delays in financial reports and subsequent tax setting deadlines. And, to add to this, the community’s perception of the business functions of the SAU is “NO CONFIDENCE.” This perception is real and will impact the approval of subsequent budgets. The SAU #13 School Board has acted to bring in MRI as a start. However, it is highly recommended that the SAU #13 School Board allocate the needed resources and search for and hire a certificated and experienced school business administrator (BA) for the 2012-13 school year or for whenever its contract ends with MRI. To control costs, SAU # 13 may not need the full time services of a business administrator after several initial years to “right the ship.” In order to hire such a person, the SAU would need to fund the position to a higher level which is presently in the budget (see salary comps in the tables below). Further consultation with MRI is advisable as they are in the business of school business. Here, in addition, is a subset of recommendations under the overall business recommendation:

· Secure financial/personnel records in proper spaces and in proper files. Ensure security

· Get a software specialist in from the company and make certain, as a priority, that budget reports are accessible by the people who need accurate and timely budget information—including the superintendent and the principals. If the existing business software does not work, have new software installed and have people properly trained  in its use.

· Change the budget approval process of the SAU budget. The present budget approval process which places an article on the warrant for each to the districts’, is subject to defeat as evidenced by 2 default SAU budgets in 3 years. Given the gravity of the issues in need of redress at the SAU, you need to be able to depend on approved SAU budgets. You would be best advised by having your SAU board review the budget proposal from your superintendent, conduct a posted public hear on the SAU budget and then have the SAU School Board, not the school district meetings, approve the budget. Consult with the school’s attorney for a legal calendar for this process.

· Reconsider the outsourcing of payroll. MRI may add to this, but with a qualified BA and the proper allocation of staff resources at the SAU, payroll may be done in house at less cost to the SAU.

· Consider added accounting time as the need dictates. MRI would be in a better position to address this recommendation; however you may need to add time to the accounting staff temporarily to help your business office get on track.

· Once you have a BA in place, consider putting all other related functions of transportation, food service and building maintenance under this position. This will get many of the non-curriculum, non-instruction, non-assessment and non-professional development functions out from under the principals, who may better spend their time with those key areas of student success. 

RECOMMENDATION #2: Consider the hire of one transportation contractor for the three districts. One contractor for the three districts would handle all routing, licensing, inspections, bus safety issues, drug and alcohol testing, background checks and emergency procedures. This will provide the time for your superintendent to exercise the strategic planning, convey the vision, implement policies and engage in the instructional leadership that is needed for a successful school system.

RECOMMENDATION #3: Offer a series of school board training days (annually).

This recommendation is intended to keep the board knowledgeable of its role and responsibilities, its statutory obligations and its key functions in policy development, mission review and strategic planning. It is also highly recommended that the board cease having a Personnel Committee as the board has but one personnel role—that of the hire, evaluation, support and, if need be, the termination of its superintendent of schools. All other personnel matters are the responsibility of the superintendent and his/her team.

RECOMMENDATION #4: Consider re-aligning duties and training of the SAU support staff. Also, morale appears low and needs to be addressed by the incoming superintendent. There appears to be many things to do and many functions to fulfill at the SAU. The new superintendent may wish to re-align the myriad of duties to the existing staff in a more efficient manner—say all bookkeeping in the hands of 1 bookkeeper, etc. Re-alignment should be based on the skill sets that the SAU staff may possess. In addition, there appears to be conflict among some, a less than professional level of discourse among some and a lack of understanding of how members of a professional superintendent’s office conduct themselves. This latter concern refers to members of the SAU staff allegedly involved in discourse with board members regarding operations of the office, unbeknownst to the superintendent. The evidence I have is anecdotal and the staff members who confided in me did so with the understanding of confidentiality. This recommendation is intended to ascertain that you have the right people doing the right job who possess the right skill sets. Also, the new superintendent may wish to train or re-train SAU staff accordingly. Lastly, once all things are on track, morale should improve by recognizing the well-deserved efforts of the staff in many very public ways. They presently appear to be the “forgotten, the unappreciated” and the brunt of a lot of blame for the business inefficiencies.

RECOMMENDATION #5: Consider forming a cooperative study committee in accordance with the N.H. Dept. of Education’s Rules. The complexity of the SAU #13 office is not related to the size in terms of student population but is a direct result of the 3 districts and the 4 school boards. This duplication of effort requires time, time management and the ability of the office to multi-task. The benefits of a cooperative may help focus the efforts of the staff, the BA and the superintendent. It may also result in curbing the high level of turnover among key positions which has proven to be a big drain on the school system. A cooperative may also result in the reduction of staffing in the support area, the BA and superintendent’s positions as well. The negative aspect of a cooperative includes the funding equity. Inevitably, in any given year, a town of the cooperative will claim that the funding formula is unfair and needs to be revised. You will clearly see the pros and cons to such a concept if you choose to study the idea.  

RECOMMENDATION #6: Open the SAU office to the general public and the schools daily. 

The closure of the SAU office on Tuesday has resulted in significant cynicism among many outside the SAU office. While the reason for its closure is to get work done without interruption, this prospect does not engender good will among the school and community. With the proper staffing of the BA and possible added accountant; with a re-alignment of duties based on skills-sets; the office should be open to all daily.

RECOMMENDATION #7: Create a better space and organization for the SAU’s financial record, personnel records and the special education records. Purchase fireproof file cabinets of your special education student records and house them in a secured area.

CONCLUSION: It was a pleasure for me to view, as an outsider, your school system. One of the idiosyncrasies however of operating small school districts is the fact that the required functions and services are the same to those of larger school districts. With larger school districts, there are quite naturally an “economies of scale” that does not hold true for smaller organizations. 

Thank you for allowing me the opportunity to visit your schools and school districts and to study your management configuration. It should come as no surprise to you of how interested and committed your school-community is with making SAU #13 an outstanding school system. There are many very dedicated adults associated with the school districts who want the system to be successful for the children of your communities. 

Lastly, I would be remiss in not mentioning your students. They were communicative, welcoming and interested in their school and in this study. They clearly have great pride in their school. I was very impressed with their aspirations for their future and I offer my thanks to you for allowing me to see your school organization at work.

Respectfully submitted,

Paul DeMinico

N.H. School Boards Association

Tables 1-6 Follows Below

Table 1

COMPARATIVE DATA IN SELECTED N.H. SCHOOL DISTRICTS: Data based on Oct. 2010 reports to the N.H. Department of Education & phone contact with respective superintendents.

    District                     Student                 Supt’s                       SAU/Building                           Supt’s 

       SAU                      Population        Contr. Time                      Support                                 Salary

	1.SAU 13
	K-6 (8); 466
	100%
	S, AA, FD, SP, 3P
	$90,000

	2. Lin-Wood Cp-68
	K-12; 345
	100%
	S, AA,BA,SP,P,AP
	$97,298

	3. Bethlehem-35
	K-12; 935
	100%
	S, AA, BA, HR, PT SP, 4P
	$95,000

	4. Littleton-84
	K-12; 811
	100%
	S, AA, BM+,SP, HR, 2P
	$103,000

	5. Northumb-58
	K-12; 506
	100%
	S,AA, FD,SP,2P
	$85,000

	6. Colebrook-7
	K-12; 633
	100%
	S,AA,BA,SP,2P
	$78,600

	7. Gorham-20
	K-12; 611
	100%
	S,BA,SP,AA,2P,1AP
	$91,465

	8.Moultonboro-45
	K-12; 657
	100%
	S,AA,BA,SP,.67C,2P, 1.5AP
	$117,866

	9. Sunapee-85
	K-12; 451
	100%
	S,.8AA,.6BA,.8SP,2P,1AP
	$112,455

	10. Pittsfield-51
	K-12; 564
	100%
	S,AA,FD,SP,2P,1AP
	$109,104

	11.Wilt/Lyn Cp-63
	K-12; 685
	100%
	S,AA, BA,SP(& 2Blg SP),3P,1AP
	$98,000

	12. Gilmanton-79
	K-8; 371
	PT/   4/5
	
	$84,191

	13. Fremont-83
	K-8; 533
	PT/   4/5
	
	$85,000

	14. Chester-82
	K-8; 615
	PT/1300h/y
	
	$89,040

	15. Alton-72
	K-8; 549
	PT/20h/wk 
	
	$82.40/hour


Legend: AA-Administrative Assistant. to Supt; BA-Business Admin; FN-Financial Mgr; 

              SP-Special Education Admin; P-Principal, AP-Assistant Principal

Items #2-7 = North Country Comps; Gorham & Northumberland are part of larger SAUs

Items #8-11 = N.H. K-12, Single District SAUs, Similar Size to SAU 13

Items #12-15 = Other Elementary and/or Middle School Comps for Insights to Supt.’s Salary 

Table 2

In accordance with NH Department of Education Rule: 306:17, the maximum allowable class size is 25 students for grades 1-4 and 30 for grades 5-8. Data based on October 2010 reports to the N.H. Department of Education

                       District                      Class Size                   Class Size              Class Size
                        SAU                        Grades 1&2             Grade 3 & 4           Grades 5 & 8

	1. NH Average
	17.7
	19.2
	19.9

	2. SAU # 13

    Freedom

    Madison

    Tamworth
	9.0

13.8

10.5
	11.0

15.0

11.2
	10.5

10.5

21.2

	3. Lin-Wood-68
	7.0
	12.0
	14.8

	4. Bethlehem-35

    Lafayette Reg.

    Landoff

    Lisbon Reg.

    Profile
	11.8

14.0

21.1

16.3

0.0
	11.2

17.0

21.4

15.7

0.0
	17.0

14.0

0.0

14.5

16.8

	5. Littleton-84
	17.2
	18.3
	17.2

	6. Northumb-58

    Stratford

    Stark
	14.7

13.0

10.0
	13.7

10.0

10.0
	16.0

21.0

8.0

	7. Colebrook-7

    Pittsburg

    Stewartstown
	13.5

7.5

10.5
	17.5

6.0

10.0
	15.9

12.2

7.2

	8.Gorham et al-20

     Errol

     Milan
	16.8

6.0

11.0
	14.0

6.0

16.5
	28.0

9.0

16.0

	9. Moultonboro-45
	15.6
	16.6
	16.3

	10. Sunapee-85
	17.0
	18.2
	17.2

	11. Pittsfield-51
	13.5
	19.4
	17.6

	12. Wilt/Lyn Cp-63
	13.6
	15.5
	18.2

	13. Gilmanton-79
	18.5
	21.8
	18.4

	14. Fremont-83
	14.5
	19.0
	19.7

	15. Chester-82
	16.7
	18.4
	0.0

	16. Alton-72
	17.8
	16.5
	19.5


                 Items #3-8 = North Country Comparisons

                 Items #9-12 = N.H., K-12, Single District SAU, Similar Size Comparisons

                 Items #13-16 = Other Elementary and/or Middle School Comparisons

Table 3
When making comparisons with school districts in N.H., one should consider the current effort put forth by the school district (one indicator is cost per pupil) as well as the ability to pay by the school districts (one indicator is equalized valuation per pupil):

                                                                                      2009-10                            2009-10

              District/SAU          Grades/Enroll             Cost/Pupil             Equalized Valuation/Pupil

	NH Averages
	K-12
	$12,214
	$837,613

	1.SAU #13

   Freedom

   Madison

   Tamworth
	     K- 6; 89

     K-6; 174

     K-8; 203
	$16,420

$16,173

$18,619
	$3,639,937

$1,464,729

$1,090,725

	2. Lin-Wood Coop-68
	K-12; 345
	$15,910
	$3,072,161

	3. Moultonboro-45
	K-12; 657
	$18,681
	$4,845,511

	4. Sunapee-85
	K-12; 451
	$18,619
	$2,578,478

	5. Pittsfield-51
	K-12; 564
	$15,706
	$464,809

	6. Wilt/Lyn Coop-63
	K-12; 685
	$13,130
	$779.321


Table 4

Sample New Hampshire SAU Business Staff Comparison

Compiled by Jay McIntyre; District Selected by a Citizen of SAU #13

	SAU
	Number of

Districts
	Teachers

(approx)
	Business Staff

(full time unless otherwise noted)
	Total 

Business

Staff
	Notes/Comments            

	#13
	3
	46
	· Finance Manager

· Support 0.2 FTE

· Support 0.3 FTE
	1.5
	

	#20

Gorham
	4 (3 w/ schools)
	52
	· Business Adm.

· Payroll

· AP/AR

· Secretary 0.25

· Secretary 0.50
	3.75
	

	#58

Groveton
	3
	62
	· Business Manager

· Payroll/HR

· AP/AR, Grants
	3
	All working overtime

“really struggling to run 4 entities”

	#7

Colebrook
	3
	69
	· Financial Manager

· AP/AR, Grants

· AP/AR, Payroll

· HR 0.5 FTE
	3.5
	“Overworked”


Comparable SAU Staff Comparisons

	SAU
	Staff Positions/FTE
	 Total FTE
	Notes

	#13

Freedom District

Madison District

Tamworth District
	Superintendent 1.0

   Adm Asst/Office Manager. 1.0

   Reception 0.32 FTE 

Special Services Director 0.92

   Adm. Asst. 0.68 FTE

Finance Manager 1.0

   Finance Asst. 0.17 FTE

   Finance Support 0.31 FTE

Transportation Coord. 1.0
	6.4 FTE 
	+ Adm. Asst/Office Manager also serves HR business functions

+ Only one of these SAUs with transportation personnel

	#7

Colebrook + 4 towns

3 total districts
	Superintendent 1.0

   Adm Asst 1.0

Business Manager 1.0

  Payroll 1.0

  Human Resources 0.5

  Accounts Payable/Grants 1.0

Spec Services Coordinator 1.0

  Secretary 1.0

Records 0.5 
	Approx. 8.0 FTE

(also have school psych and behavior specialist, probably not full time)
	+ No transportation personnel

+ Have temporary  (?) record-keeping position

	#20

Dummer District (no school)

Errol District

Milan District

Gorham/Randolph/Shelburne                          _Cooperative


	Superintendent 1.0

Business Administrator 1.0

  Bus. Admin./Human Srvcs 1.0

   Fed Funds/Prof Dev. 1.0

(Co) Dirs of Spec Srvcs 1.0

   Preschool/Speech ?? FTE

   Sp. Ed. Adm Asst. 1.0  
	6.0 – 7.0 FTE
	+ Fed funds/Prof dev staff share some business and some SAU 13 supt functions

+ No SAU transportation personnel

+ FTE for pre-school/speech may be less than 1.0 FTE

	#58

Northumberland District

Stratford District

Stark District
	Superintendent 1.0

Asst. Supt. 0.21 FTE

Secretary 1.0

Business Manager 1.0

AP/grants 0.87 FTE

HR/Payroll/Food Service 0.87 FTE
	5.0
	+No special ed personnel

+ No transportation personnel


* For the purposes of FTEs, SAU #13 uses 240 days of full time work (incl. sick/personal/holidays) (8 hours or salaried)

Table 5

Salary Study complied by Paul DeMinico

SAU # 13 Freedom, Madison and Tamworth

2010-11 Data Source- N.H. Dept. of Education  

July 2011

1. Geographic Comparisons based on SAUs contiguous to SAU 13

	SAU 13
	466
	$90,000 

	SAU 9-Conway
	2232
	                110,003

	SAU 2-Interlakes
	1306
	                116,623

	SAU 45- Moultonb
	657
	                117, 866

	SAU 48-Plymouth
	2132
	                132,996

	SAU 49-GovWent
	2474
	                134,995


2. Size Comparisons based on student enrollment

	· SAU 13-Freedom
	              466
	No HS
	$90,000

	· SAU 82-Chester
	615


	“


	89,040    (PT)



	· SAU 83-Fremont
	533


	“


	85,000    (PT)



	· SAU 72-Alton
	549


	“


	82.40/hr  (PT)



	· SAU 86-Barnstead
	520


	“


	77,250     (PT)



	· SAU 75-Grantham
	248

  
	“


	57,750     (PT)



	· SAU 32-Plainfield
	250
	  “
	45,000      (PT)

	· SAU 79- Gilmanton
	371


	“


	84,191    (PT)



	· SAU 20-Errol
	611


	HS


	91,465    (PT)



	· SAU 68- Lin-Wood
	345
	“
	97,298

	· SAU 85- Sunapee
	451
	“
	112,455

	· SAU 51-Pittsfield
	564
	“
	109,140

	· SAU 7-Colebrook
	633
	                  “
	78,600


3. Single and Multi-district SAUs of similar size with no high school

	SAU 13-Freedom (3)
	466
	$90,000

	SAU 50-Greenland (4)
	983
	113,735

	SAU 79-Gilmanton
	371
	84,191   (PT)

	SAU 86-Barnstead
	520
	77,250   (PT)

	SAU 72-Alton
	549
	85,696--  $82.40/hr, 20hrs/wk (PT)

	SAU 82-Chester
	615
	89,000   (PT)

	SAU 83-Fremont
	533
	85,000   (PT)


Table 6

Regional Business Manager/Finance Manager/Finance Director Salaries

Compiled by Paul DeMinico 

Based on NH DOE 2010-11 Data

SAU/District                                              Title                                          Salary

	SAU #13
	Finance Manager
	$50,000

	Lin-Wood
	Finance Manager
	$58,646

	Littleton
	Business Manager
	$62,000

	Gorham
	Business Administrator
	$72,485

	Northumberland
	Business Administrator
	$53.819

	N. Haverhill
	Finance Manager
	$52,378

	Colebrook
	Business Manager
	$52,700

	Conway
	Finance Director
	$61,874


