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Results of District ‘Needs Assessment’ Shared 
At the Schenectady City School District Board of Education Meeting held on 
Wednesday, February 24, Dr. Aaron Bochniak, interim superintendent and Anita 
Murphy, district superintendent of Capital Region BOCES, presented an 
overview of key findings and recommendations identified in a ‘Needs 
Assessment’ that was recently conducted.  The assessment is in response to a 
request from the board of education who, in October, adopted ‘areas of priority’ 
for the school year.  Among the priorities was a request for an external review of 
the district’s personnel/human resources policies and procedures as well as a 
review of the central office organizational structure.    
 
Representatives from Capital Region BOCES conducted the assessment over 
the last few months.  They interviewed approximately 150 employees from all 
corners of the district, reviewed the current organizational structure and carefully 
reviewed feedback from exit interviews, engagement surveys and other 
documents.  Their assessment is not a process review of every department but is 
based on the current organizational structure, reporting procedures and the 
feedback from employees. 
 
The report, being provided publicly on February 26, outlines key findings and 
recommendations for all central office departments with a lens on organizational 
impact.   Murphy said that the recommendations are for consideration and 
implementation will take time.    
 
Among the many recommendations is a proposed district organizational 
structure designed to improve efficiency and effectiveness.   The  
proposed structure emphasizes curriculum and instruction, which was 
identified as an area of prioritization, and serves to support and empower 
teachers and other employees.  
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While the proposed structure calls for the establishment of new positions, including three 
assistant superintendents, Bochniak noted that it didn’t necessarily mean that there would be 
a net addition to positions.  The district has vacancies and some of the roles and positions 
could be filled through re-purposing.  The timing for considering some of the changes is ideal 
since the district is launching budget discussions in preparation for the development of the 
2021-2022 Budget. 
 
Other areas addressed are culture and trust, perception, communication, reporting 
structures, systems and processes, training and onboarding, facilities, technology, and the 
business and human resources offices.    
 
Bochniak said much of this potentially fits into the work that is underway to create a roadmap 
to post-COVID rebuilding.  Both Murphy and Bochniak stressed that not all the changes can 
be implemented at once and some things will take longer than others to implement.  
Bochniak said that a timeline of action steps for the short term (now through June), mid-term 
(June-December) and long-term (September 2021) will help guide implementation of 
changes moving forward.    
 
Murphy said that, even with a new superintendent coming into the district, the conversations 
and planning should be underway.  “Things that should be changed or fixed, should be 
done,” she said. 
 
Shannon Tahoe, a representative from BOCES, who led the interviews and review, said that 
the recommendations and proposed structure have the potential to address many of the 
issues raised, including those that pertain to the culture. 
 
Work in response to some of the issues raised has already begun and will continue.  
 
“The district has very committed staff, committed to the children of Schenectady,” said 
Murphy.  “That’s the magic of making changes in the district.”  Even when talking about 
problems, Murphy said that people have shown they are committed and are staying for a long 
time.  “Everything else can be done because this is happening underneath. The board and 
administration want to bring this to light because they want to make things better.”  
 
Bochniak said that “our staff is the gem in Schenectady.”  He stressed that the report was not 
to showcase what Schenectady is doing well.  The board commissioned this assessment to 
take the pulse of where the district is and identify where improvement is needed.  “We asked 
for it because we wanted to hear from staff about what we can do better.”   
 
John Foley, president of the board of education, said, “it’s not easy putting these things out 
there” but he and the board are committed to building trust through transparency.  He and 
board members stress the importance of disclosing this work including the findings and 
recommendations. 
 
Moving forward, Bockniak plans to hold remote meetings with district staff and town hall 
meetings with the school community to discuss the assessment and recommendations 
further and to collect thoughts, ideas, and feedback.   
 

### 



A Needs Assessment of the 
 SCHENECTADY CITY SCHOOL DISTRICT



The Board and the Interim Superintendent requested a third-party review to assess the current environment of the District 
and opportunities for improvement through the lens of its employees. The assessment was done with a focus on current 
organizational and reporting structures, communication, school district culture and processes and procedures. The assessment 
came at a pivotal time for the District given recent changes in leadership, the challenges of COVID-19 and a large reduction  
in workforce. 

In the fall of 2020 employees from the Capital Region BOCES conducted con!dential interviews with almost 150 employees 
across the district including members of the Executive Leadership Team, administrators, building principals, teachers, pupil 
personnel service providers, administrative staff, and employees in food service, transportation, facilities, and the Business and 
Human Resources Of!ces. The Capital Region BOCES also interviewed union representatives.  The employees we met with were 
hardworking and loyal to the students of the Schenectady City School District.  It was an honor and privilege to meet such caring 
and dedicated people and the superintendent/board should be proud to have such a talented staff.  
We also reviewed the current organizational chart, exit interviews, engagement surveys and prior recommendations from outside 
entities and took these into consideration in these !ndings and recommendations. As part of our recommendations for a new 
organizational structure, we reviewed the organizational structures of similar school districts across the State with comparable 
enrollment, demographics and populations of economically disadvantaged students. 

This report sets forth the major areas of concern that we heard across the district.  Capital Region BOCES has provided 
recommendations to the board/superintendent for consideration in each of the identi!ed areas.  Capital Region BOCES 
recognizes the current uncertainty that exists with COVID-19 and the !scal condition of our State and that some of these 
recommendations may take time to implement.  It further acknowledges that city school districts face the additional constraint of 
lower borrowing limits for capital improvements.  However, with the changes in leadership, COVID-19 and the recent layoffs, in 
order for the employees/students of this district to recover and rebuild even stronger, Capital Region BOCES recommends that 
the board/superintendent put an aggressive timeline in place to implement these recommendations.  
 

 � Schenectady City School District has incredibly talented 
staff who care deeply about the students in Schenectady.

 � Employees have expressed concern that there does not 
appear to be a priority on academics.   

 � Curriculum is a major concern across the district. 
 � There is no district-wide curriculum, resulting in inequities across 
buildings and grade levels. 

 � There is a deep culture of mistrust and fear in the district 
which is impeding decision-making and effectiveness in the 
district.

 � Roles and responsibilities and reporting structures in certain 
areas of the organization are not clear and the current 
organizational structure is not effective.

 � Employees perceive they are left out of decisions that 
impact them as key stakeholders and/or subject matter 
experts. 

 � The district is focused on too many priorities and has a 
track record of always moving to the next best thing.

 � The district lacks a systematic, organized approach to 
communications, meetings, documents and operating 
procedures resulting in inef!ciencies throughout the 
organization.

 � Training and onboarding at all levels of the organization is 
lacking. 

 � The Of!ce of Facilities is understaffed and concerned about 
a lack of resources to address all of the facilities needs in 
the buildings.

 � The Of!ce of Tecnhology is not meeting the needs of 
the district. Despite their best efforts, they do not have 
suf!cient staf!ng or resources to address the critical nature 
of technology given today’s environment.

 � The Business Of!ce is seen by their customers as inef!cient 
and unresponsive.

 � Human Resources is not seen as a resource for employees 
or managers. 

 � Perceptions about school district culture is poor and 
many employees in the district enjoy the people in their 
immediate of!ces but feel no connection to the district.

 � There are no consistent district-wide processes/procedures 
for the operation of buildings.  Principals appear to be 
working in silos and operating independently.

 � There are some employees who have concerns around their 
safety. They do not feel supported by the district.

SCHENECTADY CITY SCHOOLS 
District Needs Assessment

PURPOSE OF THE REVIEW

PROCESS

SUMMARY OF KEY FINDINGS

RECOMMENDATIONS AND TIMELINE
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Curriculum
The district lacks a district-wide standards-based curriculum which is creating inequities within the district.

 � This was a major concern heard across the district.
 � The district lacks a district-wide standards-based curriculum.  
Curriculum needs to be a priority for the district.

 � Employees across the district, at every level, have expressed 
concern for the lack of leadership and oversight over 
curriculum in the district.  At this single point in time, 
it is unclear what of!ce/person is responsible for the 
development/implementation of curriculum in the district.  
Is it the Educational Equity and Instructional Support (EEIS) 
of!ce or the building principals individually? The roles for 
curriculum/instruction and each of the positions in EEIS 
of!ce needs to be clearly articulated.

 � After conversations with the EEIS team, it is not clear that 
they understand the roles and responsibilities of their of!ce 
either after the reorganization and where the district’s 
priorities are.  

 � After the reorganization and elimination of the Core 
Coordinator positions, there are only !ve staff members in 
the EEIS of!ce.  This of!ce is understaffed and unable to do 
the work necessary to create a district-wide curriculum on its 
own and without district support and additional resources to 
hold school leaders accountable for implementing a district-
wide curriculum.  

 � There appear to be pockets of grade levels/subject matters 
with developed lessons/units, however in the same grade 
levels/subject matters there are also units/lessons with a 
“TBD”.  There are missing units/no curriculum/lessons for 
many subjects/grade levels.  

 � Many new teachers have no curriculum for their classrooms 
and they have to rely on their principals or other teachers for 
help.

 � Without horizontal and vertical alignment of curriculum, this 
creates inequities across buildings and grade levels.  When 
a curriculum is vertically aligned or vertically coherent, what 
students learn in one lesson, course, or grade level prepares 
them for the next lesson, course, or grade level.  When 
there is horizontal alignment, what standards teachers and 
students are focused on would be the same across grade 
levels/subject matters in every building.

 � Schenectady has a very mobile population where 
schoolchildren are enrolled in multiple buildings throughout 
their K-12 experience. Therefore, it is critical that there be 
a district-wide teacher created standards-based curriculum 
so if there is movement of students among buildings, all 
priority standards will be taught in a consistent way across 
the school year.  

 � Schenectady City School District is a low performing 
district.  In order to be college/career ready and active civic 
participants, the district must set students up for success.  
Without a district-wide standard-based curriculum, the 
District is creating inequities in and among school buildings 
and is not ensuring that students will be successful in middle 
and high school.  

RECOMMENDATION: 
 � Curriculum and instruction in the district must be identi!ed 
as one of the most important priorities of the district.  

 � There needs to be a district-level instructional leader 
(either a chief academic of!cer or Assistant Superintendent 
of Curriculum and Instruction) to lead curriculum and 
instruction.  This person needs to have a strong instruction/
curriculum background.  

 � There needs to be clearly articulated goals and time frames 
for getting to district level standards-based curriculum. A 
standards-based curriculum would ensure horizontal and 
vertical alignment.

 � The district needs to develop teacher leaders and 
instructional coaches to ensure that teachers in the 
district have proper supports to implement a district-wide 
standards-based curriculum in each subject area. 

 � The superintendent must hold district and building leaders 
accountable for the creation and implementation of a 
district-wide curriculum for this to be effective. 

 � There needs to be a focus on ENL students and a leader 
who is knowledgeable and experienced working with ENL 
teachers and that population of students.  
 
See Exhibit A on page 5 for the creation of a new 
position of Assistant Superintendent of Curriculum & 
Instruction and new teacher leader and instructional 
coach positions, who will serve as serve as subject 
matter and pedagogical experts to support teachers in 
curriculum and instruction.

CURRICULUM & INSTRUCTION
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RECOMMENDATION: 
 � Capital Region BOCES recommends that curriculum/
instruction be prioritized in the district and that a review 
of staf!ng in this area be conducted to ensure that there 
are appropriate supports in this area. An alternative 
organizational structure to support curriculum/instruction 
is included as Exhibit A on page 5. Also, see points on 
Curriculum and Instruction included on pg. 3.

 � The superintendent needs to make it clear that the 
Assistant Superintendent for Curriculum and Instruction 
and the department chairs/teacher leaders who are the 
subject matter experts are responsible for developing 
district-wide curriculum and the superintendent needs to 
hold building principals responsible for implementing the 
curriculum.

1ùŽóÖŶĢŋłÖķ�1ŨŽĢŶƘ�Öłù�RłŭŶũŽóŶĢŋłÖķ��āũƑĢóāŭ�zƧóā
Many of the employees we interviewed are confused as to what the roles and responsibilities of the members of the 
Educational Equity and Instructional Support Services Of!ce are since the reorganization. 

 � The feedback we received is that while this of!ce is helpful, 
they are focused on instructional support (not curriculum) 
and the of!ce does not have the resources or subject matter 
expertise to properly develop and implement a district-wide 
standards-based curriculum.

 � There also appears to be overlapping roles and 
responsibilities between this of!ce and that of  
building principals with respect to curriculum. 
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SCHENECTADY CITY SCHOOLS Proposed District Organizational Structure
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RECOMMENDATION: 
Following the departure of the District Director of Business and Finance, the district needs to reorganize the Business Of!ce. 

�ŽŭĢłāŭŭ�zƧóā
The Business Of!ce needs to be reorganized and the processes/procedures need to be reviewed for ef!ciencies. 
 � A signi!cant number of employees expressed concern with the lack of timeliness and answers from the Business Of!ce and 
overall inef!ciencies in this of!ce. There was also a concern that vendors were not being paid timely and that there is overall 
dysfunction in the Business of!ce. Employees have indicated that this seems to have gotten better over the last couple of 
months, but more work needs to be done. There is also concern that buildings are being allocated different monies and there 
is uncertainty as to why there are inequities in budgets for buildings across the district.  There is also uncertainty as to why 
layoffs needed to happen in the fall and a lack of transparency around the rationale for this decision.  There also does not 
appear to be any coordination with the Business of!ce on grants/Title funded programs.

 � As explained in Attachment A, Capital Region BOCES 
recommends that the district create a new position of 
Assistant Superintendent of Operations to oversee the 
Business Of!ce.  The new Director of Business & Finance 
should report directly to this new position.  

 � The district needs to hire a strong certi!ed business 
leader with extensive experience in school district !nancial 
operations to oversee the Business of!ce.  

 � The district needs to reorganize the reporting structures 
in the Business Of!ce so that all employees in the of!ce 
are not reporting directly to the Director of the Business & 
Finance so that decisions can be made in a timely manner. 

See Exhibit B on the next page for a recommended 
structure for the Business Of!ce.  
 � Capital Region BOCES recommends that the Of!ces of 
Food Service and Facilities no longer report directly to 
the Business Of!ce, but instead report directly to the 
recommended new position of Assistant Superintendent of 
Operations to allow for the Business of!ce to focus on the 
day to day business operations of the district. 

 � The purchasing agent should be able to make his/her own 
decisions up to a certain monetary limit as determined by 
the superintendent without having to go to the School 
Business Administrator for every purchase.

 � Formalized training should be provided to existing staff, 
and new staff when hired, around how to navigate business 
of!ce processes, including purchasing. This should be done 
as part of the onboarding process. 

 � The Business Of!ce should consider developing a 
purchasing manual so that a handy reference guide could be 
available for staff to utilize. 

 �  The district needs to establish a district-wide intranet/
employee portal for employees to access all needed forms/
procedures and training tools for the Business Of!ce and 
other of!ces.

 � The purchase/order and requisition process needs to be 
examined to ensure that the purchaser requesting the order 
has gotten sign-offs from all appropriate of!ces before 
coming to the Business Of!ce for approval.  

 � The Business Of!ce needs to develop written procedures 
and/or accountability systems to provide assurances that 
tasks are completed in a timely manner (e.g., paying vendors 
on time).  

 � The Business Of!ce needs to provide a transparent process 
around how budgets are allocated to each school building 
and the accountability for those budgets. 

 � The Business Of!ce needs to establish a process for 
monitoring spending and purchasing transactions and take 
appropriate actions to ensure timelines are met.

SCHOOL DISTRICT OPERATIONS
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SCHENECTADY CITY SCHOOLS��ũŋťŋŭāù��ŽŭĢłāŭŭ�zƧóā�zũėÖłĢơÖŶĢŋłÖķ��ŶũŽóŶŽũā
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NŽĿÖł��āŭŋŽũóāŭ�̓��ÖƘũŋķķ�zƧóā
Clari!cation is needed on the roles and responsibilities of the Human Resources of!ce and the Payroll of!ce.  
 � Employees across the district are unclear as to when to go to Payroll or Human Resources and who is responsible for what 
activities; which is resulting in employees getting the run around on their requests or no answer at all.  Employees also 
expressed concerns that the Human Resources of!ce lacks consistent protocol and is sometimes unresponsive.

RECOMMENDATION: 
 � The lack of clarity in the roles and responsibilities of Payroll/
Human Resources Of!ces was clear when we met with 
each of these of!ces.  Both of!ces should develop a list of 
duties/responsibilities for their of!ce and who is responsible 
for which duties.  The superintendent must review the list 
and codify roles/responsibilities for each of!ce and circulate 
to the school community.  

 � Human Resources/Payroll Of!ces should hold regular 
meetings and ensure that any follow-up that is required is 
put in writing so that each of!ce knows the take away from 
the meeting.  

 � A process needs to be established to ensure that there are 
accurate attendance records in the HR and Payroll Of!ces 
and that the of!ces are coordinated on attendance and 
leave reports.

 � If an employee has a question on payroll, Human Resources 
and Payroll Of!ces should work collaboratively to address 
any issues and then get back to the employee.  They 
should not be directing employees to each other’s of!ces.  

 � The superintendent needs to work with the Director of 
Human Resources and the Payroll Of!ce to determine 
what roles/responsibilities each of!ce has with respect to 
position management and who is responsible for ensuring 
that employees receive their steps/increments.  

 � Also, as explained in Attachment A, Capital Region 
BOCES recommends that there should be an Assistant 

Superintendent of Operations, who oversees both of!ces 
who would be responsible for resolving any con"icts in the 
two of!ces.

 � With respect to Human Resources, Capital Region BOCES 
recommends the following:
 � A person should be responsible for employee relations.
 � An electronic onboarding system should be 
implemented.

 � An easily accessible intranet should be established for 
employees to go to where they can easily access forms 
and frequently asked questions.

 � An employee handbook should be developed that is 
aligned with the recommended changes in this report.

 � Standards and procedures for onboarding and 
offboarding and forms for authorizing technology, 
badges and permissions should be implemented.  

 � Human Resources needs to be in charge of seniority/
preferred eligibility lists and not have nVision/Business 
of!ce be responsible for developing these lists. Training 
should be provided to all Human Resources staff on the 
tenure and seniority rules for each bargaining unit.

 � While we reviewed the exit interview sheets, there were 
only a handful in the !le.  Exit interviews should be 
conducted for all employees and the results of such exit 
surveys need to followed up on.  

RECOMMENDATION: 
A risk assessment needs to be done on the Of!ce of Facilities and more resources/support need to be provided to this of!ce 
for it to be effective.  

zƧóā�ŋĕ�DÖóĢķĢŶĢāŭ
The Of!ce of Facilities is completely understaffed and based on our discussions with school district employees, there may 
be facilities concerns in several of the buildings that need to be addressed.  

 � Based on the interviews conducted, Capital Region BOCES 
recommends that the Of!ce of Facilities no longer report to 
the Business of!ce but instead to a newly created position 
of Assistant Superintendent for Operations; who should be 
responsible for overseeing this work.

 � A deep review of building condition surveys and annual 
visual inspections needs to be conducted to determine 
priorities/needs across the buildings with timeline(s) for 
addressing those issues and whether there are any safety/
facilities concerns that need to be addressed immediately.  

 � The superintendent should consider hiring a Clerk of the 
Works to oversee the !ve capital construction projects to 
allow district Facilities staff to focus on the immediate needs 
of the district.

 � A separate inspection of the pool must be conducted to 
ensure that it meets all applicable safety standards.

 � A review should be conducted of the number and age of the 
buildings to determine if there is adequate staff for a district 
with this size physical plant.  



SCHENECTADY CITY SCHOOLS District Needs Assessment

Trusted Partner in Public Education and Workforce Development www.capitalregionboces.org  •  9

zƧóā�ŋĕ�¦āóĞłŋķŋėƘ
Technology is a major issue across the district. 
 � The Of!ce of Technology is severely understaffed and it is causing major issues across the district.  Some employees have 
been without phones for weeks, there are several printers down in the elementary schools, there are hundreds of outstanding 
tickets and if someone has a technology issue in the district, there is a triage system in place to determine whether the 
technology issue will be resolved.  Many people are not getting assistance on technology for days/weeks. Technology is an 
issue that is impeding many employees job performance. 

RECOMMENDATION: 
The superintendent needs to make the Of!ce of Technology a priority.  It is affecting the day-to-day operations of the district.  

 � The district needs to conduct an inventory of the technology 
in the district and evaluate the technology needs of the 
district to determine whether they have suf!cient staf!ng/
expertise to address the needs of the district.

 � The district needs to conduct an analysis of the devices /
internet capability for its teachers and students in each 
school building to ensure that it can effectively meet the 
needs of its students/teachers.

 � The district needs to establish a methodology for ensuring 
that they are monitoring the timeframes for tickets/
technology requests to ensure that they are timely 
responding to the needs of employees.  

 � There also has to be a risk assessment conducted of the 
information and data security systems in the district to 
ensure they are meeting all federal and State laws and 
regulations.

�ŽĢķùĢłė��ÖĕāŶƘ
Some employees reported that they felt unsafe and did not feel like they were receiving support from the district.  
Speci!cally, some administrators felt that without a comprehensive district-wide plan to ensure the safety of employees, 
they are left to address all safety issues in the building; which has caused employees to be injured.  

RECOMMENDATION: 
The superintendent needs to conduct a risk assessment of school safety across the district and develop a comprehensive district-
wide safety plan to ensure that the employees feel safe and supported.  The Capital Region BOCES also recommends that 
administrators receive de-escalation training, if requested by staff. 
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Continued on next page

RECOMMENDATION: 
There needs to a centralized internal system/website for business forms and procedures across the district so that they are 
easily accessible for employees.

RECOMMENDATION: 
Standard operating procedures should be developed for each of!ce to increase ef!ciencies and ensure policy and regulatory 
compliance.  These procedures should be well de!ned, easily accessible and used for training new personnel. 

FORMS
The district needs a centralized internal system for forms/procedures.  Employees don’t know where to go for information/
forms and they generally don’t know the roles and responsibilities of various of!ces. 

STANDARD OPERATING PROCEDURES
There is a lack of standardization of operating procedures and processes across the district.

Procedures/Processes 
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�āťŋũŶĢłė��ŶũŽóŶŽũā�̓��ŋķāŭ�Öłù��āŭťŋłŭĢðĢķĢŶĢāŭ
The roles and responsibilities and reporting structures in certain areas of the organization need to be clari!ed.

ORGANIZATIONAL STRUCTURE AND LEADERSHIP

RECOMMENDATION: 

1ƗāóŽŶĢƑā�dāÖùāũŭĞĢť�¦āÖĿ
The ELT does not appear to be an effective organizational 
structure.  Many employees across the district have indicated 
that they don’t understand the roles/responsibilities of each 
of the ELT members.  Some ELT members have too many 
people reporting directly to them and their units are too large 
to be effective. 
We have consistently heard that the ELT is not functioning the 
way it should be. While the executive Principal for the High 
School is on the ELT, there is no representation on the ELT for 
Elementary and Middle Schools. In addition, many employees 
complained that the ELT micro-manages them and does not 
allow them to make decisions on their own, which is impeding 
progress in the district. In addition, some employees have 
indicated that some ELT members are making decisions on 
their own without consulting with the team members who are 
the experts on the issue. 
Communication from some ELT members to staff also 
appears to be a problem and employees are !nding out 
about decisions that are made that impact their area from 
other employees. 

Currently, the ELT consists of the following titles:
 � District Director of Diversity, Equity and Inclusion
 � District Director of Business and Finance
 � District Director of Human Resources
 � District Director of Pupil Personnel Support
 � District Director of Educational Equity
 � Acting District Director of Planning & Accountability
 � Acting Chief Technology Of!cer
 � The Executive Principal for the High School
 � Communications/Public Information Specialist

 � The superintendent needs to create an organizational 
structure that will allow for decisions to be timely made and 
well informed and for communications to "ow effectively 
throughout the district.  The Capital Region BOCES’ 
recommendations on a new organizational structure are 
attached as Exhibit A on page 5. 

 � The new organizational structure, outlined in Exhibit 
A recognizes a stronger emphasis on academics and 
curriculum and provides appropriate supports for teachers 
using teacher leaders and instructional coaches.

 � The Capital Region BOCES recognizes the !scal issues in the 
district at this time and this recommended organizational 
chart may take time to implement.

 � The roles and responsibilities of any leadership team in this 
district need to be clearly articulated to the employees for 
the district to operate effectively. 

 � Federal Title funding should be under the newly 
recommended position of Assistant Superintendent for 
Planning and Accountability; who should consult directly 
with the Business Of!ce on allocations for all federal Title 
monies/grants.

RECOMMENDATION: 
The superintendent must work with the District Director of the Pupil Personnel Services and building principals to outline the 
roles and responsibilities of this Pupil Personnel Services staff and provide clear reporting structures and priorities. 

Pupil Personnel Services 
Employees who work in Pupil Personnel Services are receiving competing assignments and priorities from their building 
principals and department director.  Some !nd it unclear who they report to and who is responsible for dictating which 
assignments are priorities. 
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RECOMMENDATION: 
The trust and fear issues in the district are deep and are hampering the success of this district because employees are afraid to 
make decisions, on their own.

¦ũŽŭŶ�Öłù�DāÖũ
There is a deep culture of mistrust and fear in the district which is impeding decision-making across the district.

 � A large majority of the employees we interviewed indicated 
that there is a culture of mistrust and fear in the district 
which stems from the prior administration and the layoffs 
that occurred in the fall of 2020.  

 � Employees, even at a supervisor/manager level are afraid to 
make decisions out of fear if they make the wrong one and  
have not gotten it “blessed” from the top level, they will be 
punished or excessed.  

 � Almost all of the employees have said that the Interim 
Superintendent has alleviated some of these trust/fear 
issues, but without a permanent superintendent in place that 
has emotional intelligence the employees are still living in a 
deep sense of mistrust and fear.  

 � The superintendent/board need to ensure trust at all levels 
of the district and enable employees to feel comfortable 
making decisions in the best interest of children, across  
the district.  

 � Employees need to know what types of decisions they can 
make on their own and which decisions need to brought to 
a higher level.  

 � Administrators and leaders across the district need to ensure 
that they are enabling their staff to make decisions and 
supporting their employees when decisions are made.  

 � There needs to be more delegation at the top level so that 
decisions can be made more quickly. 

 � The new superintendent needs to be a people person; 
someone who will build a good atmosphere and encourage 
team building.  This will build trust in the district and a sense 
of community.  It will also increase ef!ciencies across  
the district. 

 � The new superintendent also needs to be able to 
recognize staff, walk around and visit of!ces and have 
open communication channels.  This builds a connection 
among the school community and makes employees feel 
a connection to the district of!ces and the superintendent.  
From our conversations, it is amazing how much a simple 
visit to an of!ce or an email with recognition means  
to employees.

 � We strongly recommend that the district/board help the 
staff connect the dots between the feedback the staff 
shared in this process and the actions being taken by the 
district no matter how big or small.  Establishing that their 
input has been considered and the sincere willingness to 
work together will be crucial in rebuilding the trust in  
the district.

School District Culture
Most of the school district employees we interviewed are loyal to their students and this district. However, they do 
not feel rewarded or appreciated for their performance and feel disconnected from the district of!ce and the ELT. The 
perception of school district culture needs to improve. 

RECOMMENDATION: 
The shift in culture needs to start at the top. 

 � Leadership needs to remind themselves to check in on staff 
and see how they are doing.

 � Leadership needs to acknowledge all employees when 
walking in hallways and in of!ces.

 � Leadership at every level, needs to !nd ways to recognize 
effective performance at every level.

 � The superintendent should develop an employee 
engagement survey for employees to assess their needs 
and the health of the organization and implement any 
needed changes based on the survey.  

 � The superintendent and leadership need to !nd creative 
ways, even in this dif!cult time, to connect their staff to the 
Executive Leadership Team and the district.
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 � Employees generally expressed that the Interim 
Superintendent has really worked hard on communications 
at the district level.  However, there still seems to be a veil 
of secrecy and a breakdown in communication from the ELT 
to the buildings and from the buildings to their employees.  
Many employees feel that they are working in silos and there 
is a lot of miscommunication in the district and that they !nd 
out about certain decisions that affect their area after the 
fact.  

 � Internal communications across the district differ based on 
the ELT member or the building principal.  There does not 
appear to be any consistency in communications across 
buildings. Some administrative assistants and teachers have 
also indicated that they do not have all the communications 
they need to effectively communicate with parents. 

 � There is also a Friday memo that is distributed from the 
district level to the building level which is supposed to 
convey important information to principals.  However, some 
employees have expressed concern that they cannot get 

their information in the memo because other information is 
prioritized.  

 � Building principals report that there has not been a lot of 
information in the Friday memo in recent months and that 
some of!ces are not reporting any information through 
the Friday memo, but are doing it through email instead.  
Building principals believe the Friday memo should 
be utilized for all important deadlines, reminders and 
communications and that information should not be 
prioritized.  

 � We have heard from some employees that some building 
principals do not even read the Friday memo. There does 
not appear to be any district accountability for reading the 
Friday memo.

 � Some employees indicated that when some of the buildings 
were closed in September, the phones from the closed 
buildings were not rolled over so parents/families are calling 
all over the district to obtain answers to their questions.

RECOMMENDATION: 
The district needs to standardize methods of communication so that its employees are receiving the information they need to 
be successful and the school community receives consistent communication.

 � An internal intranet needs to be developed where all information is housed.  This should include sections for the Friday 
memo’s, directories, information for staff, HR information etc.

 � The district needs to roll over phones from any building that is closed to a secretary in an open building.  Some formal 
communication needs to be disseminated to families/communities with the updated contact information for each building, so 
parents/families know who to contact.

 � When decisions are made at the district leadership level, those decisions should be put in writing and distributed to building 
principals and administrators so everyone has the same information.

 � All leadership, including building principals need to be held accountable for getting information to their staff and 
communities.  

 � Teachers should also establish parent communication plans so they know what form of communication is best for each parent 
and they should be communicating in that format.  

 � The Friday memo should contain all timeframes/deadlines/reminders for the following week and any important information 
from the district leadership team.   

 � Some form of the Friday memo should be disseminated to administrative staff so they know any important information that 
affects the building so they can answer questions from families and support their building principals.

 � Building principals need to send out some form of the Friday memo to their staff so that their staff has the same information in 
a timely fashion and the message is consistent across the district.    

 � Building principals need to be held accountable for reading the Friday memos and disseminating information from these 
memos to their staff.     

 � Capital Region BOCES recommends that a person be assigned to internal communications to ensure that building level 
communications are consistent and that the messages communicated at both the district-level and building-level are 
communicated consistently to the school community.

Communication 
Overall communication in the district is very poor in certain areas. 
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RECOMMENDATION: 
 � The Superintendent and the Executive Leadership Team 
need to ensure that all of!ces/staff that may be impacted 
by a decision are involved in the decision-making process.   

 � When employees are involved in making decisions, they 
gain a professional and personal stake in the district and its 

overall success. It also provides for more informed decision-
making and creates buy-in for the overall decision.  

 � The rationale for decisions must also be provided to those 
impacted by the decision- making process so that the 
employees can understand the WHY behind the decisions 
so they can effectively implement the decisions made.

RłóķŽŭĢŋł�Ģł�'āóĢŭĢŋł̟mÖĴĢłė
Decisions need to be made with input from of!ces/staff that may be impacted by decisions before decisions are made.  
Affected stakeholders needs to be informed as to the WHY behind the decisions made.

We heard from employees across the district that decisions are made without input from the of!ces or staff which the decisions 
affect and that decisions have to sometimes be backtracked.  We have also heard that decisions are made and no one explains 
to employees the WHY behind the decision so that they understand what the goal of the decision is.  Employees feel a lack 
of ownership because they are just handed decisions to implement without any explanation of why they are being made and 
without their input.  

RECOMMENDATION: 
There needs to be an internal communications person responsible for ensuring that communications/policies/procedures are 
being consistently communicated and applied across buildings.  

District Vision and Uneven Implementation of Policies and Procedures
School buildings are working in separate silos. Most employees indicated that there is no consistent vision and uneven 
implementation of policies and procedures across buildings.

RECOMMENDATION: 
 � Prioritizing projects is one of the most important functions 
of school district leadership. 

 � While the district has a strategic vision which outlines 
it priorities, it must stick to those priorities and align its 
resources and staff to those priorities. 

 � Prioritizing projects needs to start with the leadership team. 

The district and its leadership team need to be mindful of 
not setting up too many priorities in the district.

 � Having too many priorities leads to a lack of clarity by team 
members on what needs to be accomplished and when. 
Most importantly, too many priorities may ultimately cause 
performance to suffer.

¦ŋŋ�mÖłƘ��ũĢŋũĢŶĢāŭ
We have heard from many employees that priorities are constantly changing and the district never follows through on any 
initiatives so employees don’t buy in anymore.
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RECOMMENDATION:  

złðŋÖũùĢłė̓¦ũÖĢłĢłė̓!ũŋŭŭ̟¦ũÖĢłĢłė
There is a lack of training in the district and many new building principals/administrators have asked for a mentorship 
program.  Employees have also expressed concern that there is a lack of supervisory/management training for supervisors; 
which leads to management/communication issues in the district.  There is also a lack of cross-training in the district so that 
if a person is absent and/or retires, there is not someone who can readily step in.

 � All staff should have appropriate onboarding and training for 
their position.

 � There should be a formalized mentoring process for 
new administrators, teachers and administrative staff. A 
formalized mentoring program builds organizational trust, 
improves productivity and builds team development.

 � The district needs to have someone in charge of professional 
development at the district level who is responsible for 
ensuring teachers and administrators meet their continuing 
teacher and leader education requirements and that 
there is an appropriate professional development in all 
needed areas, including opportunities on English language 
acquisition.  

 � The district needs to ensure that there are employees who 
are cross-trained on activities across the district so that if 
there is a sudden absence, retirement or separation from 
the district, there is an employee who can take over those 
activities.


