ANDOVER SCHOOL COMMITTEE

SC ROOM Key: I.O. = Information Only; A.R. = Action Request

THURSDAY, JANUARY 21, 2021

Virtual Open Meeting Broadcast by AndoverTV
Comcast Channel 99, Verizon Channel 43 or streamed: www.andovertv.org
Public Participation

Public Input should follow School Committee policy BEDH Public Comment at
School Committee Meetings and policy BEDH-E Guidelines for Public Comment.
Public input via email:
scremote@andoverma.us
please include name and address along with comments

Public input via live video:
Registration link

Members of the public who wish to provide written Public
Input, or to provide comment or ask a question on a
particular agenda item can do so by sending email to the
above email address. The public is encouraged to email
questions ahead of time, and we will do our best to relay
questions received during the meeting to the School
Committee.

The Committee is piloting a method for members of the
public to provide live video comment during the Public
Input portion of the agenda. To participate via video, you
must register in advance and the meeting administrator
will move you from a WebEx lobby into the main meeting
at the appropriate time. To participate in this way, please
register using the above link.

I.

School Committee Meeting – Call to Order

6:00PM

Executive Session: Meet in Executive Session pursuant to G.L. chapter 30A, section 21(a), purpose (3) to discuss strategy
with respect to bargaining with unionize personnel, namely the Andover Education Association (AEA) Unit A and
Instructional Assistants because an open session may have a detrimental effect on the litigating position of the Committee.
The Committee will reconvene in regular session at approximately 7PM.

II.
A.
B.
C.
D.

Regular Meeting Resumes – Moment of Silence
Recognitions/Communications
Public Input
Response to Public Input
Education
1. Update on Hybrid and Remote Learning (Sandy T, Sara S, Steve C)
2. Covid Pool Testing (Rita Casper)
E. New Business
1. Interim Superintendent Goals
F. Continuing Business
1. FY22 Revised Preliminary Budget Dev Assumptions & Guidelines
2. FY22 Budget
3. December Financials

7:00PM
I.O.

I.O.
I.O.
I.O.
A.R.
A.R.
I.O.

G. Consent Agenda
A.R.
1. Grants/Donations to District; Approval of meeting minutes for December 3, 8, 10 and 22
H. Adjournment
A.R.

Pursuant to Governor Baker’s March 12, 2020 Order Suspending Certain Provisions of the Open Meeting Law, and the
Governor’s March 15, 2020 Order imposing strict limitation on the number of people that may gather in one place, this
meeting of the Regular School Committee Meeting will be conducted via remote participation to the greatest extent
possible. Specific information and the general guidelines for remote participation by members of the public body and/or
parties with a right and/or requirement to attend this meeting can be found on the Town website. For this meeting,
members of the public who wish to watch the meeting may do so in the following manner: Andover public access television
(Comcast Channel 99, Verizon Channel 43) or streamed on the Andover TV Education Channel at www.andovertv.org.
Every effort will be made to ensure that the public can adequately access the proceedings in real time, via technological
means. In the event that we are unable to do so, despite best efforts, we will post on the AndoverTV website an audio or
video recording, transcript, or other comprehensive record of the proceedings as soon as possible after the meeting.
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Interim Superintendent

January 21, 2021
The Honorable Charlie Baker
Governor of Massachusetts
State House, Room 360
Boston, MA 02133
Jeff Riley
Commissioner
Department of Elementary and Secondary Education
75 Pleasant Street
Malden, MA 02148
Dear Governor Baker and Commissioner Riley,
We, the members of the Andover School Committee, write to ask for your help getting public school
students back to full in-person learning. When we watch you at press conferences pushing for more inperson learning – standing in small elementary schools, espousing the success of parochial schools, and
intimating issues can be overcome by pure desire – it gives us pause and concern we may not be on the
same page around the operational challenges currently faced by Massachusetts public schools and how
state resources could help. We hope to provide useful perspective, and offer concrete examples of where
your assistance is necessary and welcome.
At the outset, we should be clear that we share your goals, and have an indisputable desire to offer every
public school student in Andover more in-person learning than is currently afforded under our hybrid
model. In fact, you may recall the lengths we went to last Fall to lead the state in returning students to inperson learning (including taking action with the Commonwealth Employment Relations Board to compel
Andover teachers back to classrooms). The benefits to in-person learning are unquestionable.
However, there remain significant logistic and staffing challenges that we hope you will take time to
appreciate and help us solve. As a summary, those issues include:
1. Space within Schoolhouses
Mathematically, under COVID distancing requirements, we cannot fit our entire student population into
classrooms at three-foot desk distancing, with the most problematic spaces being at our high school. We
just do not have the space. To underscore the long-standing nature of this problem, Andover has applied
to the Massachusetts School Building Authority (MSBA) program nine times to get help with severe
overcrowding at our high school, and we have been turned down each time, leading us to believe we are
not the only district with space needs. (Note, unlike public schools, parochial schools can choose their
students and have the ability to control enrollment to fit available capacity.)
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In some schools, it is possible to achieve three-foot distancing with reconfiguration and refurnishing of
classrooms, which our district explored extensively, including the cost of hiring movers to put existing
furniture into storage containers to create necessary space. For other schools, we looked into renting new
furnishings, including hundreds of desks to replace student tables that cannot be distanced. The result was
stark classrooms without traditional work, storage or collaborations spaces, and a general sense of unease
from our community - sensitized for months by public health messages saying safety requires six-feet of
distancing - that the downside of three-foot spacing may not outweigh the benefits.
However, the most significant space challenge is that at every grade level, twice as much distancing (six
feet) is required for mask-less meals and snacks than is minimally required in classrooms (three feet).
Even running many lunch shifts, cafeteria space is not sufficient to host the full school population daily at
six-foot spacing. Expanding lunch into other areas (such as gymnasiums, auditoriums, and media centers,
etc.) helps with that problem but creates a cascade of others including: lack of staff to monitor these areas;
need to retrofit these spaces for new purpose; and erosion of curricular programs that typically use these
spaces (some of which are required by the state, such as physical education).
In good weather, schools could expand outside, but we all know New England weather is unpredictable
(and typically cold in winter). Space that is consistently and reliably usable would be helpful, and could
include the addition of modular classrooms or well-ventilated tents with heaters. These items are
expensive, scarce, and difficult for an individual district to secure. Public school districts across the
Commonwealth would benefit from a statewide program for procurement, distribution, installation, and
maintenance.
Ways you can help with space issues:
a. Provide state-supported mechanisms for districts to add reliable, well-ventilated space for
classrooms and/or meals.
b. Increase financial support for public school building projects to address long-standing facility
constraints, including overcrowding, prior to crisis situations.
2. Staffing Availability
The issues we face around staffing cannot be understated, involving both absences due to quarantines and
general resource shortages. Every instance of a school in our district being forced into fully-remote
learning for a period this year (typically a week or more) has been due primarily to a lack of staff, not to
virus transmission or identified positive cases within a schoolhouse.
As you’re aware, individuals with suspected positive COVID cases and those deemed to have been in
close contact with positive cases (regardless of whether or not those close contacts occurred in a school
building) are required to quarantine and stay out of schools until receipt of a negative PCR test. The more
teachers and staff that cannot enter buildings, the harder it is to operate a school, and this has led to
unfortunate circumstances of temporarily discontinuing in-person learning.
In addition to maintaining operational levels of existing staff in an incredibly fluid environment, we have
challenges with overall staff capacity, most specifically teachers and nurses:
Teacher Staffing To bring more students to school under current six-foot spacing, classrooms would
compete for expansion into the same atypical areas (gymnasiums, auditoriums, media centers, etc.),
considered for lunch growth, and we need to add staff to provide instruction in those spaces. To gauge the
scale of this staffing issue, in Andover we would need to hire 34 additional teachers at an estimated cost
of $2,380,000 to return just K-2 students full-time (not including students who would look to return to
public school from private schools or Andover’s parallel remote academy). That money is not available in
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the current budget or through any known government aid programs. Even if funding became available,
the district is unlikely to be able to fill that many positions in the current environment.
Our district continues to actively consider ways to bring back even just the youngest learners
(kindergarten only or kindergarten and first grade), including reconsideration of six-foot distancing but,
overall, your repeated expectation and statements during press conferences that districts can fully return a
significant portion of students is currently unrealistic from budget and logistic perspectives.
Additionally, the state chose not to declare teachers emergency workers during the COVID crisis. The
practical implication of that decision is, teachers may legally take leaves of absence for a number of
reasons, including job-secured leaves to care for their own school-age children. We appreciate the
challenges the pandemic presents for teachers, as it does for all working parents. However, the state’s
failure to declare teachers as essential not only overlooks their importance to the fabric of our society, it
also further decreases the number of teachers available to public school districts and contributes to the
current staff shortage.
School Nurse Staffing The pandemic has quadrupled the amount of work required by our nursing staff
this year, and we have been challenged to add supplemental resources. There is a statewide shortage of
nurses, and the company with which Andover contracts for substitute nurses cannot keep up with demand,
which has been significant.
School nurses are being required to do contact tracing because the state program cannot act quickly
enough to identify students or staff who may need to quarantine under DESE protocols and public health
guidance. Our nursing department estimates each individual positive case identified in the Andover
school population results in an average of 15 to 20 hours of time-sensitive tracing and notification work.
As positive case numbers rise, so does the workload on an already overburdened and understaffed
department.
Additionally, Andover hopes to participate in the state’s new pooled testing program, yet we worry that
without state resources to implement the program, the strain on our nursing staff will become even
greater, potentially forcing a choice between contract tracing and pool test administration.
Ways you can help with staffing issues:
a. Vaccinate teachers and staff as quickly as possible in order to maintain availability of existing
staff.
b. Permanently fund and administer state-sponsored, individual and timely PCR testing for all
public school teachers and staff.
c. Provide nursing or other resources (i) for contract tracing and close contact notification within
school populations; and (ii) to administer the new pooled testing program.
d. Declare teachers to be essential emergency workers.
e. Establish incentives to attract teachers and nurses to Massachusetts public schools.
3. Transportation The capacity of each school bus decreased more than 65% under DESE’s COVID
restrictions. As you’re aware, public school districts are legally required to transport all public, private,
and parochial school students in grades K to 6 living in our town at a distance of more than 2 miles
from school. In Andover, we eliminated bus service for grades 7 to 12 this year to focus the entire bus
fleet on meeting the K to 6 requirements (and since we usually charge a fee for bus service above grade 6,
this removed $375,000 in offset revenue from our operating budget).
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To bring more students back to school under current restrictions, we need more transportation capacity.
However, buses are scarce, drivers are hard to find and, even if they could be secured – at a contracted
rate of approximately $60,000 per bus – adding more is expensive.
Ways you can help with transportation issues:
a. Remove legal requirements for public school districts to transport students to public schools
and/or private and parochial schools.
b. Recognize student transport is a monopoly industry with scarce resources (availability of buses
and drivers), and take steps to incentivize competition and capacity for these services.
We hope this has provided useful insight to the operational challenges faced in increasing the amount of
in-person learning offered to students. It is not a lack of will or creativity that leaves the majority of
Massachusetts districts -- across varying sizes, geographic reach and financial resources -- using a hybrid
model, even though it is difficult to maintain, costly, and limiting to students and teachers in many ways.
Individually, the items we highlight may not be showstoppers and some may not be applicable to other
districts, but dealing with them in the aggregate presents very real roadblocks that have yet to be
removed, nearly halfway through the school year.
We would welcome an opportunity to discuss these issues with you directly. Without the types of support
described in this letter, we are fearful that the full population of our students may not be able to return to
school full-time until the vaccine is available to everyone.
Thank you,

Shannon Scully
Chairperson

Lauren Conoscenti

Susan McCready
Vice Chairperson

Paul Murphy

Tracey Spruce

CC: State Senator Barry Finegold
State Representative Tram Nguyen
State Representative Frank Moran

Interim Superintendent
Goals and Evaluation, January – June, 2021
Claudia L. Bach
This document is a submission to the School Committee of my goals, action plan and subsequent evaluation, as Interim
Superintendent during my service from January 1 – June 30, 2021. Pursuant to the educator evaluation regulation 603 CMR 35.00 of
the Department of Elementary and Secondary Education, as Interim Superintendent, I am required to bring to the School Committee
my goals (both professional and district), and an action plan for achieving the goals, including any professional development I will
need to be successful in achieving these goals. I have selected the goals below, based on those the School Committee articulated
when posting the position, and again discussed with me during my public interview.
They are:
Over-arching Goal: With a focus on STUDENTS, TEACHERS, and PARENTS, prepare the District to attract and hire a highly qualified superintendent
Goals:
1) Assist in approval at Town Meeting of a school budget that meets the needs of the district while balancing current fiscal
circumstances
2) Assist in approval at Town Meeting for the West Elementary and Shawsheen Building Project
3) Assist in successful negotiations that result in successor contracts with APS unions
4) Plan with administration and teachers for appropriately timed return to in-person learning for all students five days a week,
including reviewing action underway for addressing the academic and mental health concerns of students
5) Support fully and have high expectations for all administrators under my responsibility
I’ve placed these goals under the DESE Standards, listed below for the evaluation of the superintendent. The indicators underneath
the standards are indicators contained in each of the four standards.

1. Instructional
Leadership
A.
B.
C.
D.
E.
F.

Curriculum
Instruction
Assessment
Evaluation
Data-Informed DecisionMaking
Student Learning

1. Develop plan(s) and timeline(s)
for re-opening schools when safe to
do so
A. Stay current course (Hybrid
& Remote) until COVID
numbers drop in Town, the
spike levels off & the curve
begins to flatten
B. Urge citizens to aid in
lowering the numbers
C. Begin development of 3
stages & use Red, Yellow,
Green as measures for
going on to next stage or
returning a stage
D. Direct teachers and
principals to begin to
develop Stage 2 plans
E. Review data on pros and
cons of poll testing

FOUR STANDARDS FOR THE SUPERINTENDENT
2. Management &
3. Family & Community
Operations
Engagement
INDICATORS
A. Environment
B. Human Resources
Management and
Development
C. Scheduling and
Management of
Information Systems
D. Law, Ethics, and Policies
E. Fiscal Systems

A.
B.
C.
D.

Engagement
Sharing Responsibility
Communication
Family Concerns

ACTIONS TO MEET THE GOALS

1. Assess the environment of CO
and School Based Administrators
A. Review goals and plans of
CO and district level
administrators
B. Become acquainted with
work (content and load)
C. Assess all CO operational
systems and adjust as
needed
D. Provide advisor, coach and
mentor support as
necessary

1. Review all communication tools
to engage families and community
A. Have extensive outreach to
listen and respond to family
concerns, particularly
regarding current delivery
of education & instructional
plan (Hybrid and Virtual
Academy)
B. Meet with parents via
PTO/PAC/Townwide
meetings
C. Create weekly Google
Meets open to all parents,
perhaps by level and/or
topic, initially to focus on
topic of Hybrid/Virtual
models
D. Provide information
regarding additional
resources and information
to support families in these
unprecedented times

4. Professional Culture
A. Commitment to High
Standards
B. Cultural Proficiency
C. Communications
D. Continuous Learning
E. Shared Vision
F. Managing Conflict

1. Promote and create a successful
culture of professionalism
A. Visit schools often to meet
with principals and visit
classrooms
B. Meet frequently with CO
administrative and Principal
teams

2. Review plans underway to
address student learning gaps this
year

2. Ensure Health & Safety of
Students and Staff
A. Constantly review and
update COVID mitigation
Plan to meet DESE
guidelines and in response
to local data from Health
Department

3. Review implementation plan to
address the social and emotional
well-being of students post COVID

3. Provide expertise and/or help in
recruiting excellent candidates in
the search for a permanent
superintendent

Management is an appointment by the School Committee
Leadership is earned from those employed in the school district

2. Work with Building Committee:
A. Aid in developing outreach
plan to reach all sectors of
community in support of
the West Elem Building
project
B. Work with Town Manager
in (funding plan for Town
Meeting)
C. Ensure timely reporting to
MSBA

2. Develop communication plan for
both internal and external
constituencies

3. Engage in Managing conflict
A. Actively participate in
resolving conflict issues
involving personnel
B. Participate, if necessary, in
resolving student
disciplinary issues
4. Actively participate in contract
negotiations, as requested

Andover Public Schools
FY22 Preliminary Budget Development Assumptions & Guidelines
School Committee Approved November 5, 2020 - Updated 1/18/21

Introduction
The COVID-19 pandemic forced the shut down of in-person learning on March 13, 2020. Since then, the
Andover Schools have made very difficult choices to reopen under both a hybrid and in-person learning
model. The pandemic does not allow the School Committee or Administration to plan with certainty;
therefore, these budget assumptions are based on our best guess and highest hopes, but may require
significant alteration to accommodate changing conditions.
We hope the FY22 school year will reopen in September just as all school years prior to September 2020;
however, we must plan for the following options in FY22:
•
•
•
•

Schools could continue to operate under a remote and in-person learning model if the
pandemic continues.
Schools could be required to open fully remote if circumstances warrant.
Schools could open in-person; however, some families could request the flexibility of a fully
or partially remote option.
Schools could open in-person with no remote option.

The above four possibilities will be addressed in this budget; however, the base assumption that schools will
reopen in-person with no COVID-19 restrictions will be the basis for building the FY22 budget with
accommodations for each possible scenario. The decision to budget under the base assumption that school
will begin in-person with no restrictions, allows the Town, School Committee and Administration to compare
budgets from year to year, then evaluate varying COVID-19 and remote learning assumptions built upon that
base. Essentially, we are building the budget upward to capture varying scenarios rather than replicate the
FY21 budget as it now stands under COVID-19 restrictions, hybrid learning, fully remote learning and inperson learning and try to work backwards to a base that is fully in-person with no COVID-19 restrictions.
Building the budget upward provides a historical starting point and allows for discussion about the
probability and need to add additional layers and cost for varying scenarios.
School Committee Priorities
The School Committee budget should reflect the priorities that address the needs of Andover students and
schools. These priorities should provide direction to administrators and guide staff in developing budget
recommendations. In addition, the priorities should guide the School Committee in its deliberations related
to the budget planning process.
The budget should reflect the following priorities, in relative order. The School Committee may sometimes
choose to fund items addressing lower priorities over items that may be a higher priority. While difficult,
such choices must occasionally be made to ensure no priority is neglected.
1.
2.
3.
4.

The District’s mission, values and goals;
The need for highly qualified staff teaching within the established class size policy;
The ongoing refinement of curriculum, instruction, and assessment practices;
The need to develop and maintain educational resources, technology infrastructure, and school
facilities that support student learning and meet District goals.
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In addition to the above priorities, the COVID-19 Pandemic may continue to impact education in
Massachusetts. Therefore, the pandemic adds several additional priorities to reopen schools under a hybrid/
in-person model or fully remote model, if necessary.
•
•
•
•
•
•

Implementation of a learning model that encompasses both in person learning and remote learning.
Each learning model must be both flexible and agile with the ability to switch between models with
little notice or preparation.
Equipping of schools, staff and students with appropriate safety supplies and equipment needed to
maintain social distancing and meet state, federal and DESE guidelines, as well as technology,
applications, and Internet connectivity to ensure continuity in student learning.
Implementation of a busing schedule that complies with DESE social distancing guidelines, including
the possibility of continued elimination of busing for grades 7 to 12 and the continued elimination of
bus fees.
Adoption of health protocols that account for social distancing, mask usage, disinfecting, PPE
procurement and PPE use.
Implementation of health protocols that isolate infected staff and students, screen staff and contact
trace positive contacts.
Budgeting for increased utility costs to maintain adequate ventilation and heating.

Each of the above bullet points require numerous tasks to plan for safety, social distancing, remote learning
and hybrid in-person learning protocols. The summer of 2021 may again be devoted to planning so schools
can reopen safely and in-person.
In addition, FY22 budget development will need to consider the difficult fiscal situation faced by the state,
and the many unknowns regarding education funding. The legislation passed in FY20 that would have
significantly increased funding to education has been delayed and it is unclear when that funding will become
available. As of November 2020, the state estimates a revenue shortfall of approximately $5 Billion due to
COVID-19, which will increase if another statewide lockdown is implemented. Therefore, the district will
base its budget on level services delivered in FY20 with increases in FY21 that enabled the district to
maintain hybrid and remote learning.
School Committee Budget Assumptions
The budget is developed with certain assumptions and priorities by the School Committee. For example, the
budget reflects the assumption that the school district will meet all federal, state and local mandated
programs and requirements. Thus, the budget should include sufficient resources and funding to meet
contractual obligations, mandated programs, and high school accreditation standards, including but not
limited to:
o Special Education: Federal - IDEA & MA General Law 71B & 603 CMR 28.00
o English Language Learners (ELL)
o Section 504 and Americans with Disabilities Act (ADA)
o MA Education Reform Act of 1993
o Next Gen MCAS
o Educator Evaluation System
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o Every Student Succeeds Act (ESSA)
o Mandates required by state, federal, local and DESE regarding COVID-19.
Budget Operating Guidelines: FTE Changes
School Committee policy prescribes the process for staffing adjustments and how the Committee and
Superintendent make FTE additions or changes after Town Meeting.
Adopted by the School Committee with a 5-0 vote on August 30, 2018.
•

•

•

The needs of a school system change constantly throughout the school year for a variety of reasons,
including personnel actions (e.g., unexpected retirements, long-term leaves), enrollment increases,
or educational requirements (including special education needs). As a result, the Superintendent
needs the discretion to adjust resources as needs change. The Superintendent can make these
adjustments without School Committee approval as long as he/she is not creating an entirely new
position, stays within budgetary limits, and does not need to transfer funds between the salary and
expense accounts. (See Policies DB, DBJ and GCA.)
To ensure full disclosure on resource adjustments, the Superintendent should provide routine
updates on these adjustments at School Committee meetings including, in an appropriate level of
detail and with appropriate supporting documentation, a description of those resource
adjustments made or to be made, the reasons for those adjustments, and, when resources are
added, the source of funding. (See Policy DBJ.)
When a particular resource adjustment may prove controversial, the Superintendent is
encouraged to brief the School Committee on that adjustment prior to it taking effect.

Returning to school under a in-person/remote hybrid model significantly impacts staffing needs and requires
swift and responsive decision making by administrators to fill positions necessary to deliver alternative
learning models. We hope for and are planning for a normal opening in September; however, continued
COVID-19 protocols may continue to result in staffing changes that may not be adequately reflected in the
final budget.
Guidelines for Budget Requests
There are two levels of funding requests within the School Committee’s budget: Base Budget requests and
Strategic Plan Program Improvement Budget requests.
Level Service Budget
The level service FY22 budget will be based upon the FY20 budget to create a basis for comparison. FY21
additions will be built upon the FY20 budget and considerations for COVID-19 will be included.
The Hybrid/Remote Learning Budget allows us to deliver a varied level of services to the schools from the
original FY20 and FY21 budgets, including the current school programs, staffing, class sizes, and services as
well as contractual increases, compliance requirements and enrollment that affect the level of services that
we are delivering today. This Hybrid/Remote Learning budget includes:
A. All program components and staffing included in the FY20 and FY21 operating budget.
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B. Additional staffing and educational components to deliver simultaneous in-person and remote
learning.
C. Statutory or regulatory mandates and accreditation requirements including DESE social
distancing mandates.
D. Personnel step, longevity, and collective bargaining increases (including cost of living).
E. Increases under other existing contracts e.g. Transportation, Food Service, Custodians, and
Instructional Assistants. As of November 2020, the Teachers contract continues to be under
negotiation, provisions will be made for potential increases and retroactive payments.
F. In 2019 we publicly bid transportation for regular education, mid-day K, SPED in-district, out-ofdistrict, summer and extracurricular transportation. When calculating the FY22 transportation
costs for these services we will be using contract rates for regular education, and extracurricular
transportation, SPED in-district, out-of-district and SPED summer programs. Transportation for
Mid-day K for FY22 will not be necessary. However, transportation costs may be reduced under
a hybrid/remote learning model because transportation is not needed for remote only days.
G. The FY21 school year began with fewer students due to enrolments in private schools offering
full-time in-person classes. The FY22 budget will likely realize the significant enrollment
reduction in the form of reduced Chapter 70 allocation. Enrollment is unlikely to recover fully in
FY22 since not all students who exited to private school are likely to return to public school.
H. Under a hybrid/remote model, overtime for custodians will need to be budgeted to ensure a
clean and disinfected building. Up to three substitute custodians will be used daily to increase
cleaning and disinfecting capacity, and a full-time custodial supervisor should be budgeted to
handle daily custodial needs and oversight.
I. Other items considered necessary and recommended by the Superintendent including district
wide security initiatives and COVID-19 related needs.
Expenditures - Staff and Programs
A. Staff and Programs – Budget for services with the understanding that we will consider equal-cost
substitutions in the recommended budget with all assumptions clearly defined.
1. Classroom Teacher – The district will budget new full-time teachers at M-7 on the FY 22
Salary Scale, if that is available or at FY20 M-8, if the contract is not settled.
2. Instructional Assistant – The district will budget new full-time teaching assistants at S-4 on
the assistant’s FY22 salary schedule or at S-5 on the FY20 Salary Scale if the contract is not
settled.
3. Budget contract settlements for contracts under negotiation, including retroactive
payments.
4. Student Services Summer Programs – Under a COVID-19 hybrid model we anticipated
increased costs for summer programming because teacher salaries, contracted services, and
consultation fees continue to increase, OSEP and DESE require school districts to consider
additional IEP services for special education students and recovery support services for all
students pursuant to school closures caused by COVID-19. In addition, COVID-19
compensatory services must be considered for all students with special needs as well as
other high-need students such as students who are homeless, in DCF custody, or learning
English. This requirement has already increased the number of students participating in
summer programming. It is anticipated these services will continue through the summer of
2021.
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B. Legal mandates and high school accreditation requirements are met. – This includes special
education, Section 504 and ADA, English Language Learners, MA Ed Reform Act, Next Gen MCAS,
NEASC and Educator Evaluation and COVID-19 protocols.
C. Professional staffing guidelines are met to address class size policy, enrollment shifts, and legal
needs, as well as the needs to provide hybrid and remote learning simultaneously.
D. Alternatives that will provide services in more cost-effective ways (e.g. build more in-house
capacity to avoid some special education out-of-district costs, reorganize current organizational
structure; reduce energy consumption; explore less expensive means of purchasing some
products, etc.).
E. Technology – Budget for SPED adaptive technology is not included in the technology CIP as well
as additional expenses for delivering remote learning and individual student technology.
Technology and internet connectivity are a key component to the future of student learning. The
pandemic has ushered in a standard where online learning will be the norm and not the
exception. Administration and the School Committee will need to contemplate ways to expand
its one-to-one computer/iPad program, offer full-time remote learning and expand part-time
remote learning offerings.
F. Professional Development – This will be provided district wide as recommended by the Assistant
Superintendent for Teaching and Learning so that teachers and administrators can function
effectively in hybrid and remote learning environments.
G. Textbooks – The district will fund any replacement textbooks (and those needed for enrollment
shifts) through the school instruction accounts and/or lost book accounts. Funds for new
textbook adoptions and the conversion to digital text subscriptions are included in district
textbook account. As of FY20 the school department’s operating budget absorbed all related
textbook expenditures and, as such, will be included in the FY22 operating budget.
H. General and Instructional Supplies – General and Instructional Supply line items will be
calculated to reflect the most current enrollment numbers and current costs.
I.

Social Distancing, PPE and COVID Supplies – Procurement of supplies for social distancing and
PPE will be provided through grant and regular funding.

J.

Projected PK – 5 Consumables – Using the most current enrollment numbers, administration will
analyze projected consumable costs for such programs as “Fundations”, FOSS Science, and MathIn-Focus programs. Line item adjustments will be made as necessary for FY22 projected costs e.g.
change in student performance.

User Fees - A student who is a member of a household that meets income eligibility guidelines may be
eligible for a user free reduction. Please see the Andover Public Schools website for information related to
eligibility.

Page 5 of 9

Andover Public Schools
FY22 Preliminary Budget Development Assumptions & Guidelines
School Committee Approved November 5, 2020 – Updated 1/18/21

A. HS Athletics –During preliminary budget development of the FY21 operating budget, the
Athletics budget was proposed to be offset by an estimated $343,500 in user fees, $60,000 in
rentals and $60,000 in gate receipts. User fees will return to the FY20 level and be set at $450 per
student. The family maximum for user fees is currently set at $900; unless otherwise determined
by the School Committee. Because of COVID and EEE, we anticipate decline in rental and gate
receipt revenue to $20,000 in each category.
B. HS Parking Fees –At the High School, estimated parking fee revenue will be budgeted at $56,000.
The parking fee will remain at $200; unless otherwise determined by the School Committee.
C. MS Extra-curricular Activities –Since FY13 the Middle School after school extracurricular
activities fee has been set at $100 per student with a current family maximum of $200. However,
the total amount of fees received is not sufficient to cover the programs offered, therefore, for
FY22 the administration will be asking the School Committee to consider raising the middle
school after school extracurricular activity fee from $100 per student with a maximum per family
of $200 to $125 per student with a family maximum of $250, unless otherwise determined by the
School Committee.
D. Bus Transportation Fees -Budget bus transportation fee at $300 with a family maximum of $600;
unless otherwise determined by the School Committee.

Contractual Obligations – Transportation
A. Regular Education Transportation - In June of 2019 the district awarded a new three-year
transportation contract with a two-year option to extend. The FY22 regular education
transportation budget will be based upon that contract. Adjustments may be made for COVID-19
related reductions.
B. Mid-Day Kindergarten Transportation - Mid-Day Kindergarten transportation will not be
necessary for the FY22 school year due to the elimination of half-day kindergarten.
C. McKinney-Vento Homeless Act - Over the past few years the cost to transporting homeless
students has been more than $40,000. For FY18 the approved budget was $18,000 while actual
expenses were $41,460. For FY19 the approved budget was $40,000 while actual costs were
$62,799. For FY20 the approved budget was $40,000 and actual costs were $33,833. For FY21
the approved budget was $65,000 and as of October 30, 2020 projected expenses and
encumbrances are to be determined. Based on the historical costs and uncertainty of this line
item the recommendation is to continue to fund Homeless transportation at $65,000. This line
item will likely grow with the continued economic instability related to COVID-19.
D. Foster Care Students - Every Student Succeeds Act (ESSA) - In a memorandum dated
January 18, 2018, the Commissioner of Education provided and update on Massachusetts'
efforts to ensure educational access and stability for children in foster care as required by
the Federal Every Student Succeeds Act (ESSA) and the 2008 Fostering Connections to
Success and Increasing Adoptions Act of 2008 (Fostering Connections Act). During the
2016 - 2017 school year, school districts, ESE, and DCF began establishing policies and
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procedures to implement the law. The goal is to help school districts implement ESSA
provisions during the 2017-2018 school year by providing joint guidance that supplements
the US Department of Education's Non-Regulatory Guidance. During the FY20 school year
we incurred an unbudgeted expense of $12,496 related to Foster Care transportation. In
FY21 the District created a new account for Foster Care Transportation and funded the
account at $20,000. Prior to the establishment of the account, transportation of foster
care students was funded out of the regular transportation budget. The FY22
recommendation is to continue funding this line item at $20,000.
E. Special Education Out-of-District & Summer Transportation - In 2019 we publicly bid
transportation for SPED Out-of-District and summer transportation. When determining the FY22
transportation costs, these contract rates will be applied. Special education summer
transportation will be reassessed prior to the finalization of the FY22 budget due to the dynamic
nature of this line item and the possible need to provide additional services related to COVID-19
needs.
F. Special Education In-District & Summer Transportation - In 2019 we publicly bid transportation
for SPED In-District and summer transportation. When determining the FY22 transportation
costs, these contract rates will be applied. Special education summer transportation will be
reassessed prior to the finalization of the FY22 budget due to the dynamic nature of this line
item and the possible need to provide additional services related to COVID-19 needs.
G. Extracurricular, Field Trips and Athletic Transportation - In June of 2019 the district awarded a
new three-year transportation contract with a two-year option to extend. The FY22 budget for
Extracurricular, Field Trips and Athletic transportation will be based upon year three of the new
three-year rates. The budget should reflect an all-in learning model with provisions for a
reduced model due to COVID-19 restrictions.
Contractual Obligations – FY22 Salary Projections
A. Collective bargaining contracts – Many of the collective bargaining agreements expired at the
end of the FY20 fiscal year. Three collective bargain agreements were settled as one-year
agreements that expire at the end of FY21 and one other collective bargaining agreement expires
at the end of FY21. The remaining four collective bargaining agreements are still under
negotiation. Outstanding collective bargaining agreements will be budgeted at a reasonable
increase plus retroactive payments.
B. Individual contracts - A modest increase will be built into the budget for these individual
positions.
C. Substitute Teacher Pay - As approved by the School Committee for the 2018-2019 school year
the rates budgeted shall be:
• Substitute Teachers who are retired Andover Teachers, the rate is $105/day.
• Substitute Teachers who have a minimum of a bachelor’s degree, the rate is $85/day.
• Substitute teachers who have not completed a bachelor’s degree, the rate is $75/day.
• Building-based substitute teachers employed at each school, the rate is $125/day.
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D. Substitute Nurse Pay - In an attempt to be more competitive with industry pay scales, the
nursing department has increased the substitute nurse pay for RN’s to $200/day effective
August 2019.
a. Substitute RN’s working less than 4 hours would be paid $100 for the shift.
b. Substitute health assistant paid $115/day.
The substitute is required to work in the full capacity of the role. Due to COVID-19, three
additional substitute nurses are needed to handle health protocols. Often, substitute nurses are
unavailable; therefore, a contract service is used to fill positions.
Fixed Costs: Utilities
A. Gas – The budget is based upon Plant & Facilities projections. We expect a 5% increase plus
inflation in gas expenses due to running HVAC units to provide fresh air movement. The FY22
budget will reflect this increase.
B. Oil – The budget is based upon Plant & Facilities projections.
C. Electricity – The budget is based upon Plant & Facilities projections. We expect a 15% increase
plus inflation in electricity expenses due to running HVAC units to provide fresh air. The FY22
budget will reflect this increase.
Custodial Supplies & Materials
A. The budget will use historical data and current trends for costs increases. Additional costs are
due to cleaning and disinfecting for COVID-19.
Unfunded Mandates – MA
A. English Language Learners – This is budgeted based on known students at the time of budget
submittal. The regulations require all teachers to utilize the World Class Instructional Design and
Assessment standards. Each student has unique needs that must be addressed according to these
standards. Providing sufficient dollars for staffing, professional development, resources, and
programmatic needs ensures that the department is equipped to offer a high-quality English
Language Learning Program. The Department of Elementary and Secondary Education expects that
the district will adhere to guidelines outlined in the August, 2016, Guidance on Identification,
Assessment, Placement and Reclassification of English Learners.
B. MA Ed Reform Act – This is budgeted using known students needing MCAS support and remediation
or Educational Proficiency Plans (EPP-high school only) at the time of budget submittal. (MGL c.71).
C. DESE Proportionate Share Services for Students with Disabilities - Effective in 2019 DESE has
advised that annually, all districts with private schools or home schooled students within their
geographic boundaries must calculate proportionate share, demonstrate upon request that they
have spent the required amount of IDEA grant funds on eligible students who are privately enrolled
and educated in the district, and submit the Proportionate Share Forms for both the 240 and 262
grants to DESE.
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Districts are required to conduct a variety of activities related to provision of proportionate share
special education services for students who are privately enrolled. These activities include
consultation, child find, evaluation and determination of eligibility, determination of the
proportionate share amount, expenditure of the proportionate share, development of services plans,
and provision of services either directly or through contracts.
Massachusetts defines this population more broadly than the Federal IDEA regulations require. As a
result, our obligations for IDEA set-asides are double what they would be under Federal regulations.
Student Services is currently working through each individual case. This year (2020-2021) the set
aside could be as much as $15,000. Therefore, the School Committee should discuss budget
implications due to the fact that that the higher the set aside, the less grant funding is available and
the greater is the reliance on the general fund budget to pay for those expenditures.
Revenue Items
A. State Aid: Chapter 70 - FY21 Chapter 70 revenue is $11,668,291. As of January 2021, the FY22
Chapter 70 amount is unknown.
B. State Aid: SPED Circuit Breaker - The final Circuit Breaker (CB) reimbursement for FY19 and FY20
totaled $2,129,647 and $2,318,480 respectively. As of December 11, 2020, DESE published the FY21
reimbursement to be $2,463,497 based upon a 75% reimbursement rate. The economic realities of
the pandemic create significant uncertainty as to what the actual FY22 Circuit Breaker
reimbursement rate will be.
Tuition Based Programs
A. Special Needs Tuition – The district offers a SPED vocational program called Transitional
Opportunities Program or TOPs for identified students ages 18-22. Andover and North Andover
currently have students enrolled. A Memorandum of Agreement allows the parties to share the
annual staffing and operating costs at a 50/50 split.
B. Early Childhood Tuition: Preschool Peer Partner - The per student tuition
a.
b.
c.
d.

5 days $5,265 FD/$4,265 HD
4 days $4,538 FD/$3,538 HD
3 days $4,115 FD/$3,115 HD
2 days $2,350 HD/ FD not an option unless otherwise approved by the School Committee.

COVID-19 peer enrollment had been reduced due to space limitations, and only a three or four day a
week option was offered at half tuition in FY21. We hope to fully restore peer enrollment in FY22.
C. All-Day Kindergarten Tuition – No tuition will be charged for full-day kindergarten for the 2021-2022
school year.
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FY21 Andover Public Schools
Grants and Contributions
School Committee Meeting Date
January 21, 2021

Budget

Grants for School Committee Approval

Budget

Competitive Federal/State Grants
Competitive Private Grants
Gifts and Grants to the District

Gifts and Grants to Individual Schools

Grants Pending

Andover School Committee
Minutes of Thursday, December 3, 2020
Virtual Meeting
Participants from the School Committee: Shannon Scully, Susan McCready, Tracey Spruce, Paul
Murphy, and Lauren Conoscenti,
Also participating: Superintendent Shelley Berman, Assistant Superintendents Sandra Trach and
Sara Stetson, COO Stephen Nembirkow, Director of Communications Nicole Kieser, Director of
Innovation Stephen Chinosi, Transportation Director Cindy Button, Police Chief Keefe and AHS
Student Liaison, Jeffrey Connors.
I.

Regular Meeting
Call to Order/Moment of Silence
Chairperson Scully called to order the Andover School Committee Meeting at 6:00 PM and the
Committee immediately voted to meet into Executive Session. The Regular School Committee
Meeting will be broadcast by Andover TV and on Comcast Channel 99, Verizon Channel 43 or
streamed: www.andovertv.org. Public Participation via email: scremote@andoverma.us

II.

Executive Session:
Susan McCready moved to meet in executive session pursuant G.L. chapter 30A, section
21(a) for the following purposes: Purpose (3) to discuss strategy with respect to collective
bargaining with unionized personnel, namely AEA Unit A, AEA Secretaries and Andover
Assistants because an open session may have a detrimental effect on the litigating and
bargaining position of the Committee. The Committee will reconvene in regular session at
approximately 7PM. The motion was seconded by Lauren Conoscenti. Roll call:
P. Murphy-Y, T. Spruce-Y, L. Conoscenti-Y, S. McCready-Y, S. Scully-Y. Motion passes 5-0.

III.

Regular Meeting resumed at 7:00 PM
The Chair reconvened the meeting to order at 7:00 PM. The meeting began with a Moment
of Silence. Tonight, is the first night Public Input will be available via live video as well as
via email.
A. Recognitions/Communications
Kerry Costello, AHS Advisor to Student Government, introduced Jeffrey Connors. Jeffrey
is a junior at AHS and will act as the student government alternate representative to the
School Committee. The Committee welcomed Jeffrey.
Paul Murphy reported that the next SEPAC meeting will be held on Thursday, December
10th information is available at www.andoversepac.org.
Shannon Scully announced that the next School Committee Informal Session will be held on
Saturday Dec. 12 from 9:00-10:30 A.M. A link will be available on the website to register
through Zoom. There will be School Committee Meetings next week. On Tuesday,
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December 8th they will hold a workshop on the West Elementary/Shawsheen School
Financing Plan. The School Committee will participate in the Triboard Meeting on December
9, at 7:00 PM to discuss the CIP, the Pension Obligation Bond, and Financing the West
Elementary/Shawsheen School Building Project. On Thursday, December 10th at 7:00 PM the
Committee will interview the two finalists for the interim superintendent position.
Shannon reported on the interview process and recognized all those who were involved in
the search. Once selected, the interim superintendent will serve for approximately six
months until a new superintendent is on board. The first finalist candidate to be interviewed
is Kathleen Alward Smith, and the second finalist candidate to be interviewed is Dr. Claudia
Bach, former Andover Superintendent from 1998-2010. We are excited to have these two
finalists. Information on the candidates will be posted on the APS website.
Jeffrey Connors acknowledged that on Wednesday, AHS implemented a 15-minute break in
between classes allowing the students an opportunity for a period of rest time. They also
held a virtual PEP rally at AHS prior to the Thanksgiving break.
B. Public Input
Elizabeth Morgan, 89 Chestnut Street, is asking for help with the hybrid learning classes.
Some teams in Middle School are receiving more synchronous learning at home, and some
teams are getting zero. This is not an equitable situation and she wants to know what they
can do as parents.
Carey Fuller, 4 Tallyho Lane, has been emailing the Committee about equality for Cohort A
and B students. She suggests they shift the Friday Professional Days to Wednesday (Remote
Day), so that Cohort B students are not affected.
Lauren Anderson, 12 Iron Gate Dr. asked if there has there been any discussion on
returning to full-day learning especially for elementary students. Other communities have
begun these discussions. At what point is this going to be done.
C. Response to Public Input
Dr. Berman suggested that Ms. Morgan speak with the school principal. We are working
on a memo for staff to outline the consistency we expect from teachers. In terms of when
we are going to back to full in-person, given that we are in the midst of a significant surge
of the virus, it is pre-mature to ask that question. The CDC just asked Massachusetts to
pull back on the re-opening efforts.
D. Education
1. Update on Hybrid and Remote Learning.
Sandy Trach said they are taking a closer look at common expectations in blended learning
by grade level and grade span in Pre-K through Grade 12 with web applications, and how
frequently synchronous instruction occurs. This information will be outlined in a
memorandum that will soon be available to parents. They are looking at general categories,
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Schoology, Common Core tools used in Pre-K-12 to access learning, live synchronous
opportunities, common expectations around attendance, grading, differentiated instruction
and feedback. Also, they will be looking at accommodations and modifications for students
so that students have an equitable learning experience.
The requests to switch from hybrid to remote/remote to hybrid are being looked at on a caseby-case. Elementary parents will be notified tomorrow and Middle School families will be
notified by next Wednesday on the status of their requests. Wednesday, December 9th is a
remote day and also an Early Release Day. Teachers will have professional development in
the afternoon focused on curriculum.
Director of Nursing, Rita Casper said changes have been made to the COVID Dashboard
which will be updated each day. Information is also available on the DESE website and the
Town of Andover website. Currently, there are 35 active cases in the School Department (not
the same as the Town), and they are seeing about 1-2 cases a day. There is a higher percentage
of cases at AHS, and we are closely monitoring cases across the District. There has been very
little in-school transmission. It is important that everyone get their flu shots so that the
symptoms of COVID are not confused with symptoms of the flu. She encourages everyone
to monitor and watch the social distancing and to wear masks, and staying vigilant over the
next few months. They are also monitoring the number of individuals who have had a flu
vaccine. It is a State mandate that every student receive the flu shot by December 31, 2020.
We are about 40% compliant at this time.
AHS Athletic Director Bill Martin provided information on the Winter Sports schedules. The
season starts on Monday, December 14th and includes Girls and Boys Basketball, Boys and
Girls Ice Hockey, Boys’ Swim & Dive, Boys and Girls Skiing, and Gymnastics. The indoor
track season was moved to the Fall 2 season starting at the end of February. After April
vacation, cheering and wrestling will begin. The first games of the winter season will begin
the week of January 11th for six weeks. The Swim Team will be competing virtually, there
will be no locker rooms available at any of the facilities, and spectators will not be allowed
at competitions. It is important to keep social distancing and to follow the safety guidelines.
They are working diligently to ensure that all safety precautions are met. They are limiting
the number of individuals at competitions and will live stream events.
Question from Frank McCall: We are at a 40% compliant rate for flu vaccines, does the
School Committee have a policy in place for monitoring compliance.
Rita Casper
responded that we are doing everything we can possibly do to get parents to provide
information. It is a mandate from the State, but a local decision on what we will do if we
don’t have full compliance. Our goal is to continue to work with parents for full compliance.
Reminders are being sent out. Parents do have the ability to opt out by medical or religious
exemptions.
The APS policy is that immunizations are required and that parents are to provide
documentation. To opt out of immunizations a written statement from a physician is
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required. The flu vaccine is a new requirement and Dr. Berman feels that we see many
more emails received from parents on January 4, 2021 with the vaccine certification
information.
Tracey Spruce: In response to the question on full in-person school for lower grades said the
State guidelines have not changed and one of the biggest challenges we have is that while
DESE said kids could be 3’ apart in classrooms with masks, they must be 6’ apart with masks
on busses and 6’ apart for lunch and snacks. It would be financially prohibitive to add more
busses, and there is lack of space in our schools for additional spacing. Rita Casper reported
on the new CDC Guidelines.
2. Calendar Adjustment for Equity of In-person Learning Days
Asst. Superintendent, Sandy Trach, spoke about the proposal to adjust the calendar dates for
the second half of the school year as a way to balance out in person learning days. She
reported that the district has received public requests to shift Professional Development
Days from Fridays to Wednesdays as much as possible. Teachers currently utilize
Wednesday afternoons for common planning time and professional development. The
memo provided to the School Committee shows different shifts that would occur for Cohort
A and Cohort B.
Shannon Scully said it is a great analysis and brings more equity. If the learning model
shifted, would there be an intention to re-visit again, or would the decision made tonight be
held firm to.
Sandy replied that every time days shift, it has a ripple effect. Should the
School Committee approve this proposal, it is her recommendation it stay that way.
Lauren Conoscenti moved that the Andover School Committee vote to approve the proposed
calendar date changes for the 2020-2021 school year as discussed. Motion seconded by
Tracey Spruce. Roll call: S. McCready-Y, L. Conoscenti-Y, P. Murphy-Y, S. Scully-Y.
Motion passes 5-0.
3. NWEA Presentation (MAP Assessment)
Hannah Tolla presented the NWEA MAP test results. The presentation of the results is
available on the APS website. Ms. Tolla has met with school principals to look at the data
and to work on supporting data team usage for instruction and interventions. It is
important that the Community and the Committee understand what we are observing and
what the impact has been as a result of the changes in the school environment. NWEA
offers a report on student projected performance in math for students who are expected to
take the MCAS test. Our students are on track to perform relatively the same this spring
as they were last fall. Our students may have a drop-in proficiency level compared to last
year. The achievement percentiles correspond with MCAS levels.
About 120 teachers and administrators have been trained on data use and formed an NWEA
Steering Committee. In the future, they plan to send home an individualized student report
to parents.
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Sandy Trach said NWEA is a very important assessment used to set learning goals and offers
important information on how students are doing individually, and with their peers. Each
school is starting to employ tracking data and making very close and instructional decisions.
We are optimistic about sending out a parent/guardian report on the next assessment which
parents will find very informative. The literacy investments have continued to pay
dividends, and now need to turn an even closer eye to mathematics.
Our students are holding the same level of performance in grades 3-8 as they did last year,
and is an important statement and a credit to the Literacy commitment of the District. We
don’t know about the K-2 students who may be having difficulty with the hybrid and
remote learning. We will have to be careful how we monitor their reading. Dr. Berman
will address the need to invest in smaller class size, invest in math, and individual
attention for our primary grade students. Lauren Conoscenti had questions on the longer
historical trend on the testing results.
E. New Business
1. Discussion on School Resource Officer (SRO)
APD Chief, Patrick Keefe and AHS Principal, Caitlin Brown, joined the meeting to discuss
with the Committee the role of the SRO.
Tracey Spruce said our School Committee Policy makes the District a party to a
Memorandum of Understanding with the Police Department complying with a State law
that requires school Districts to have an SRO subject to available funding and allows for a
waiver from the SRO requirement. The new police reform bill , currently awaiting approval
by the Governor, does not require a waiver and Districts can opt out. Tracey raised this
topic last summer in the hopes that the district could discuss this role in the context of the
recently adopted APS Educational Equity Policy and the nationwide conversations and
demonstrations last year against the murders of black and brown people by law enforcement
personnel. SROs in schools raise questions of intent vs impact. The intent is to foster a sense
of safety and security and to promote positive relationships between students and police
officers. The impact, as it has been reported to Tracey anecdotally, is to undermine the sense
of safety for black and brown students at AHS because they grew up with a very different
history and experience with law enforcement, and this is creating stress for them at school.
Tracey’s hope is to have a productive, respectful community conversation about our SRO
Program, specifically obtaining an understanding of the program’s goals, how achievement
of the goals is measured, whether we are consistently achieving those goals, whether they
outweigh the potential harm that they might inflict on our students of color, and explore if
the program goals can be achieved through alternative means.
Dr. Berman started the conversation with a statement on how the SRO goals and dialogue
differ today versus 2 years ago with the knowledge that the conversation has shifted with
conditions of equity. The purpose of the program at AHS is broad: building relationships
between police and students, to promote safety for all students and building relationships,
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and to maintain safety as a school community. He welcomed Chief Keefe and AHS Principal
Caitlin Brown who provided information on their experience.
Chief Keefe said that as a Town, the priority was school safety. Priorities were identified as
were the safety plans of the schools and the SRO was very involved in the safety protocols
and updates to the schools especially with technology. Greater Lawrence Vocational has had
an SRO since 2007 and AHS since 2012. The SRO has 4 areas of focus: law enforcement,
informal counselor, educators, and emergency managers. The SRO connects with youth on
needed services the schools may not be able to provide, and act as emergency managers
which is a vital piece of the school system. If there is an issue in Andover, Chief Keefe would
like to work to fix that issue. Having an armed police officer makes it safer when someone
comes into a school with a weapon. Moving forward, we need to concentrate on what is
happening in Andover and he is more than happy to help.
Caitlin Brown reported that the SRO provides safety and protections to the school and
provides strong relationships with students, supporting them, and helping them with things
that happen at home. The goal is for every student to walk into AHS and feel safe and
secure in the school community.
Dr. Berman pointed out that the SRO is not there for school discipline which is regulated by
school administrators. We need to tap our student’s opinions, have more of a conversation
with both teachers and students around the issue of the value of an SRO and particularly
with students of color.
Shannon Scully is trying to understand the impact to the students in the community we live
in and how this role fits, and if there is potential for adjustment and making sure the student
voice is considered and being heard. What is the problem and how can it be solved with the
resources available to us.
Incoming email question: Joslyn Allen asked if the goals of the SRO for safety planning can
be met with a police designee rather than having a full-time officer on site. Chief Keefe
responded that part of the position requires police training.
Dr. Berman said we are one community and it is important for individuals to understand
that the essence of the relationship is for all of us to see that the police officers are individuals.
Chief Keefe said it is a complex set of relationships that serve the school and the community
and involves drug detectives, canine officers, and others who go to the schools for
educational programs. The majority of the Andover Officers live in Andover and the
Andover Police Department is part of the community. The Department is instrumental in
working to help families who need resources and assistance for drug and alcohol situations
and mental health issues.
Shannon Scully thanked all who participated and provided honest input to the conversation.
This is the beginning of what will be more conversations to come.
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2. Extending Bus Ridership
COO, Steve Nembirkow, Transportation Director, Cindy Button and the Superintendent
proposed extending transportation ridership to Grade 7 students in the District.
Susan McCready moved that the Andover School Committee vote to approve extending
bus ridership to Grade 7 students without a fee as proposed. Motion seconded by Lauren
Conoscenti. Roll call: P. Murphy-Y, T. Spruce-Y, L. Conoscenti-Y, S. McCready-Y, S. ScullyY. Motion passes 5-0.
3. Steps for Review of Bullying Prevention and Intervention Plan
Susan McCready provided background on the Bullying Prevention Policy which has been
in place since May 2010. Each school district has to have a plan in place which has to be
reviewed and if necessary updated at least every two years. Andover’s plan was last
reviewed in 2017 so it is time to schedule an internal review. As the Hearing Officer, Sandy
Trach will take charge of the review.
F. Continuing Business
1. FY22 Budget Update
Dr. Berman showed a slide presentation on the content of the budget that will be looked at
more closely in January. The Town Manager has suggested a 3.7% increase in the school
budget. In the last 4-5 years, school personnel have taken up about 80% of our budget. The
anticipated enrollment is a key element of building the budget, and our enrollment has
decreased approximately 282 students from last year, and might make a difference in the
amount of state aid we receive. The Out-of-District enrollment has come down thanks to
In-district programs developed. In terms of students on free & reduced lunch, we have
leveled out at 10% and part of the trend we have seen over the past number of years. The
ELL population is at a lower-level in part due to the COVID pandemic.
One important area has been the investment we have made for In-district Programs greatly
reducing the number of Out-of-District students and expenditures. The cost as a percent of
the total budget has remained between 8% and 9%, we are projecting it to be only 6%;
although we do have to worry about Out-of-District Transportation.
Shelley will recommend that the Committee and District maintain the current staffing level
even though the enrollment has gone down. We need every staff member we have to help
close learning gaps, and to maintain smaller class sizes to close these gaps. He has been
conservative in the projection of the enrollment in case some of the students return. We have
put a great deal of investment into the professional development and curriculum
professional development of our staff. We would incur more costs if we reduce staff and
have to hire new staff back later. Having the staff gives us flexibility.
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Elementary class size average in grades 1-5 is in the range of 19.1 and if the projections are
correct, class size would be about the same at 19.2. We have made an investment to reduce
class size in Kindergarten.
Budget Drivers Include: AEA Negotiations, Track & Step changes, legal costs for
negotiations and complaint resolution, demand/need for Health & Safety Measures related
to COVID, an increase in utility cost, reductions in revenue for the Athletic Program, and
State aid for Kindergarten.
There is a lot of trepidation at the State House on what the local aid will be and revenues
going forward.
G. Consent Agenda:
Grants/Donations to District: N/A
Minutes of November 23, 2020
Tracey Spruce moved that the Andover School Committee vote to approve the Consent
Agenda as presented. Motion seconded by Paul Murphy. Roll call: S. McCready-Y, P.
Murphy-Y, L. Conoscenti-Y, T. Spruce-Y, S. Scully-Y. Motion passes 50.
H. Adjournment
At 10:01 P.M. Lauren Conoscenti moved to adjourn the School Committee Meeting of
December 3, 2020. The motion was seconded by Paul Murphy. Roll call: T. Spruce-Y, L.
Conoscenti-Y, P. Murphy-Y, S. McCready-Y, S. Scully-Y. Motion passes 5-0.

Respectfully submitted,
Dee DeLorenzo
Recording Secretary
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Andover School Committee
Workshop
Minutes of Tuesday, December 8, 2020
Virtual Meeting
Participants from the School Committee: Shannon Scully, Susan McCready, Tracey Spruce,
Paul Murphy, and Lauren Conoscenti.
Also participating: Superintendent Shelley Berman, Assistant Superintendent Sandra Trach,
COO Stephen Nembirkow, Town Manager Andrew Flanagan, Asst. Town Manager Patrick
Lawlor.
The Workshop will be broadcast by Andover TV and on Comcast Channel 99, Verizon Channel
43 or streamed: www.andovertv.org. Public Participation: scremote@andoverma.us
I.

School Committee Workshop: Open Session/Call to Order/Moment of Silence
Shannon Scully called the Andover School Committee to order at 11:30 A.M. The meeting
began with a Moment of Silence.
A. New Business
1. Integrated Financing Plan
Town Manager, Andrew Flanagan provided a comprehensive review of the Integrated
Financing Plan (IFP) he will be presenting at the Triboard Meeting on Wednesday,
December 9, 2020. This workshop is an opportunity to talk through this plan in a more
informal format and in preparation for the Triboard Meeting.
The goal is to provide the Committee members an opportunity to ask questions prior to
Triboard Meeting that will have 19 members in attendance on a virtual meeting. The IFP
takes a holistic view of our outstanding obligations, building deficits, and OPEB liability.
How are these obligations related to one another and is there an opportunity to leverage
them? It also provides an opportunity in the future to make progress on the unfunded
OPEB liability and Andover High School renovations. This is a 30-year plan that will
provide the Town with flexibility in the out years that may not be a priority right now.
Overview:
The Pension Liability is $165-185M and currently on schedule to be fully funded in 2037,
based on the funding schedule set by the Retirement Board and compliant with MGL
which requires the liability to be fully funded by 2040.. The number may increase due to
rate of return. The pension unfunded portion continues to grow and grow and the benefit
structure is defined by MGL. This liability presents the greatest threat to service levels
and bond ratings. This year, our triple A rating was as high as it can be. Every year S&P
suggests we come up with a plan for the liabilities. As the liability grows, it crowds out
funds for other projects.
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West El & Shaw $114M (Total cost of $148M before MSBA funding)
OPEB Liability: $145M No funding requirement as of 2021 with an Open Funding
Schedule, with rating agencies expecting a funding plan in order to maintain the AAA
Bond rating.
Andover High School creates the greatest degree of uncertainty right now because there
are a lot of options and cost depends on option chosen.
Andrew reported on the relationship between Taxation and Obligations which is what
the whole plan is about. If you take the amount we are paying today, exempt the
unfunded portion, and freeze the annual bloat that the General Fund has to absorb.
Reasons why consider an Integrated Plan: To reduce annual costs and associated tax
impacts of pension costs, both annually and overtime by approximately 30-40% and to
maintain level services by alleviating budget pressure created by increasing pension costs,
freeing up future exempt capacity for other major projects and/or obligations, providing
the option to fully fund both Pension and OPEB unfunded liabilities, fund construction of
the West Elementary and Shawsheen School Building Project, and complete the design
and roadmap for a future AHS Building project.
An Integrated Financial Plan is a 30-year plan that proposes a $290M Debt Exclusion for
West Elementary/ Shawsheen Preschool Building Project ($115M), and to fully fund the
unfunded pension liability ($175M) .(
The IFP will identify a $10M Annual General Fund Mitigating Factor to offset impacts of
Debt Exclusion. It allows us to retire the Debt Exclusion in Year 18 and re-purpose the
GFMF to fully fund the West Elementary/Shawsheen School Building Project and increase
annual OPEB Funding by approximately $4M or some other project.
The Integrated Financial Plan does require a vote of approval at Town Meeting. They will
be working with Bond Counsel to determine if Town Meeting can approve all three tenets
of the Plan, or take each individually.
Andrew explained the worksheet that compares four scenarios of the options and the tax
impacts. He talked about the contribution to the OPEB Liability, West Elementary and
Shawsheen School Preschool (WESP) building costs. We would continue contributing to
the pension obligation so not to fall back into debt. You have to see how much money
you need to pay for pensions over a period of 17 years and then divide by 17 years. The
reason it works, is because if you pay off the annual pension liability, you pay an amount
that is far less than paying over 30 years. Now, you just have a fixed payment overtime,
a little more in years 1-3, but far less going forward. We would pay West El outside the
levy for 18 years, and then bring the Debt Service in with $10M to fund projects within
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the levy. Paying down debt as part of an IFP reduces debt on an earlier time frame and
puts aside funds for future projects.
If we had to fund the entire pension obligation, it will have a real impact on the
operating budget. By taking this opportunity now, to integrate a number of different
projects together to mitigate the impact, it will have a tax implication as well.
Pension reform will not reduce existing unfunded liability, it will reduce annual growth
of the liability, and reform will only be applicable to new hires. What reform should do
is decrease the rate of growth of the liability.
Two reforms discussed would be eligibility and buyback. Buyback being the least
impactful. Currently, Pension eligibility begins for employees working a minimum of
20 hours per week. With reform, to be eligible for a pension, employee hours would be
increased so fewer people would be eligible for a pension.
Understanding the Risks:
Return on assets does not exceed the borrowing rate. The impact of which is creating a
‘new’ unfunded liability. The mitigation measure would be to create a stabilization fund
from earnings and/or utilize GFMF in year 18 to reconcile the unfunded liability.
Legislature extends funding requirement beyond 2040. The impact of which would
require payment of an annual debt service based on a 17-year debt schedule and absorb
impacts accordingly. Mitigation Measure: Refinance debt service and extend schedule,
alleviate impacts by spreading out over additional years.
Factors: Andover’s long-term rate of return is approximately 6.25% (discount rate)
The risks are tied directly to the interest rate. The Current Bond Market Expectation as of
November 24, 2020 is 1.93%. The projections in the presentation assume 4.5%. Should
Andover choose not to issue POB’s and earn less than what we would have borrowed at,
the current unfunded liability would increase and the funding schedule would be
adjusted accordingly.
Next steps:
Present to Triboard December 9, 2020.
Continue presentations in January 2021, after the Financial Advisors and our Actuary
have reviewed the proposal.
Await Legislative Approval.
Request Borrowing Authorization from Town Meeting.
Evaluate Market Conditions and Decide to proceed with Debt Exclusion
The greatest challenge is to put this plan into a format that people at home can
understand. Andrew is proposing that after the holidays, we have a 90-day period of
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meetings. This is less of a sales pitch and more of, these are the bills we have to pay and
this is the best opportunity to fund them.
II. Adjournment
At 12:35 P.M. Susan McCready moved to adjourn the School Committee Workshop
Session of December 8, 2020. Motion seconded by Paul Murphy.
Roll call: T. Spruce-Y, L. Conoscenti-Y, P. Murphy-Y, S. McCready, S. Scully-Y.
Motion passes: 5-0.

Respectfully submitted,
Dee DeLorenzo
Recording Secretary

4|P a g e

Andover School Committee
Minutes of Thursday, December 10, 2020
Virtual Meeting
Participants from the School Committee: Shannon Scully, Susan McCready, Tracey Spruce, Paul
Murphy, and Lauren Conoscenti.
Also participating: Assistant Superintendents Sandra Trach and Sara Stetson, COO Stephen Nembirkow,
Director of Communications Nicole Kieser and Human Resources Director Jessica Porter.
I.

II.

Call to Order
Chairperson Shannon Scully called the meeting to order at 7:04 P.M.
The meeting began with a Moment of Silence.
New Business
A. Interim Superintendent Candidate Interviews. Jess Porter provided information on the
selection process which started with the Screening Committee who reviewed applications of 14
candidates. As a result of the interview, Kathleen Alward Smith and Dr. Claudia Bach came
forward as the two interim finalists. The first interview is with Kathleen Smith. The attendees
introduced themselves to Kathleen
7:05 PM Kathleen Alward Smith

1.

Please tell us a bit about yourself, either personally or professionally, that would help us
understand your fit for this role and for our district, and why you are interested in the 6-month
interim superintendent opportunity here in Andover.
Kathleen said she has been in education for 43 years, and is most proud of coming into the field of
education in 1977 to the Brockton Public Schools. When Chapter 766 came into play in 1972, she was
one of the first educators to serve the Special Education population and pleased to get a position in
Brockton as a Special Educator. During that time, she served as a special educator, an elementary
teacher, and as a math coach. In 1981, with taxes being cut and jobs being lost in the public sector due
to Prop 2 ½ , she took on many different positions as other staff was cut. The longest time she served
was in a junior high as a substantially separate teacher for children with severe learning disabilities,
working with a small group of students, keeping them in district and making sure the students were
successful. That led her to get a Master’s Degree in School Adjustment Counseling and she was
fortunate to get a job in the District working at all levels and working with many community
organizations.
She graduated from N.E. School of Law and found herself working for children in in the area of
Advocacy and Labor Law. There were many administrative opportunities in the Brockton Public
Schools and eventually she became the Superintendent. She lived in the community and her children
attended the public schools. She found terrific challenges with budgets, she was proud of the
advocacy of the work they were able to do, and dealing with all the changes at that time.
Kathleen was prepared to retire in June of 2019, instead she went on to fill-in as an interim
superintendent for one year at the Salem Public Schools on July 1, 2019 and became imbedded in
the community-at-large. She is interested in coming to Andover for the interim position and
willing to come to share any of her expertise.
2. Describe your leadership style, touching upon how you would collaborate with the current
leadership team and help rebuild relationships with faculty and staff.
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Kathleen said she is very approachable and would be very collaborative relying on the administrative
team, and having an open dialogue and developing strong relationships with them. She is an
instructional, educational, and a managerial leader. She would work on the priorities and decisions
that have to be made and ensure support to the principals and their schools. She is accessible, and
sees herself as a visible leader for the entire team to reach every aspect of what is happening in the
District. She made sure there was a level of support and opportunities to work with the Directors at
Brockton, working with the principals and they knew she was just a phone call away to move the
work along in the District.
She spoke about her connections in Brockton and Salem and how she connected with teachers,
creating a Superintendent’s Teacher Advisor Council in both Districts. The meetings were held once
a month and always well attended and invigorating. During a loss of funding in Brockton that
severely affected the school budget, they were minus 80 teachers when they opened the doors in
September. She talked to the teachers about how she, as a teacher, experienced budget cuts in the
1980’s how they inspired students, and worked to get back the 80 teachers lost. Teachers and
principals worked together to make sure the students and teachers got what they needed. Kathleen
considers herself to be a relationship builder because it makes a difference. It is important to listen
to teachers and reward the good work they do every day.
3. Please give us an example of when something you did or someone else did fell short of your
expectations and how you responded to that set back.
During some very trying times in Brockton when they had to cut millions of dollars form the budget,
Kathleen went to great lengths to plan a retreat with her Executive Team of 11-12 members. There
was a lot of frustration at this time. At the end of the retreat, she realized it fell flat. She looked at
her team and talked with them about the dysfunction of a team realized there were changes to be
made in looking productively at their roles and supporting other team members. They regrouped,
reset, and came back together as a strong leadership team. In 2019, when she left Brockton, a number
of executive team members she mentored succeeded in moving up.
4. In the age of rapid communication and in a school community of engaged parents/families,
how would you work to guide APS communications (at the district and building levels) to be
timely, accurate, proactive, and responsive for all stakeholders, most critically students,
parents/families, faculty, and staff? How can we improve the dialogue between school &
home? How can our communications reflect what APS says it wants which is the partnership
between families and the schools?
The partnership with parents is critical,parents are the most important stake holders, and great
importance to building a communications action plan. If Andover already has that, she would have
to look at what is successful and where the areas of concern are. In Brockton, she held quarterly
meetings throughout the year where parents could ask questions. She also found she needed to
communicate with parents in a smaller venue, so she started a ‘Tea with the Superintendent’ with
about 20 parents attending at each school. The information gained in the smaller setting was more
valuable in both districts, Brockton and Salem.
It is important, as a District, that we use a connection communication that is inspirational and
informative to all parents, teachers, and principals. Communication is something we need to take
seriously. Communications during the snowstorm of 2015 when they had 15” of snow were very
beneficial in getting students back in school and parents helping out. Communications can be in
many forms. They developed a State of the Schools Address and an opportunity for the
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Superintendent to go before the City Counselors with information that told the story of what the
schools needed and why. You need to market yourself. Andover has done an excellent job with the
dedication paid to communicating information. She would put herself out there meeting with
students, parents, and members of the community making sure the Superintendent was still the
visible leader.
5. Like most MA districts during this pandemic, Andover is employing a hybrid model to dedensify the schools in order to provide some in-person learning for students. Right now, there is
a bit of tension between the many who fear that the rising COVID cases indicate that the worst is
yet to come, and the Governor and families who would like to see schools to increase the number
of in-person days, especially for our younger learners. What data would you use, and with whom
will you consult, to determine if Andover’s learning model needs to change -- either to move from
a hybrid model to a fully remote one or to add days to our elementary schedule?
Kathleen said she gathered information on the learning models Andover is currently using. This is a
frustrating time for everyone that we are in a situation where our Governor talks about how
important it is that students have in-school learning. We know that and that we are a part of a
student’s daily lives during their education and this has been very difficult. We can do a much better
job, we have the data we need but also have concerns. We need support from our leaders to make
sure we have some kind of surveillance testing for all communities. Andover has done everything
possible to try to bring students back to school and Rita Casper has been diligent with collecting the
data. You have to be a strong advocate state-wide when you see a need that has to addressed. This
is a need that is not being addressed in all communities.
6.
The budget process is already underway and, as usual, we expect to have more needs than
we can reasonably fund. Additionally, uncertainty in state revenue and education aid make the
fiscal realities of this budget season even more difficult than is typical. How do you expect your
budget process experience to help us determine the highest priority needs of the district and
determine a budget recommendation for Town Meeting?
The most important role of the School Committee is to make sure you are setting educational goals
and priorities. What you don’t know right now is the support you will be getting from the State. One
of the most important things to do would be to talk with each member of the School Committee to
find out the priorities and which ones are most important to fund. Looking at Andover’s class sizes
(18-20 students) it seems you are well funded, so is this may be a year for status quo. Are we able to
prioritize to run the District in a way that benefits our students and opportunities for students? In
Brockton, when the budget season came around she used a budget barometer that was available for
everyone to see what could be reduced, and then build back into the budget. She would look at the
processes in place in Andover presently and would work with the Committee to build a budget
barometer.
Follow-up questions:
Tracey Spruce said one of the big challenges especially right now with the toggling between remote
and hybrid-person and remote is the mental health of students. How might you address this in
Andover?
Kathleen would meet with personnel in the District involved and most especially the teachers.
Teachers hear the struggle of students. In Brockton, she made sure they put together a team to
address what a family might need for support, how we were triaging struggling families, and made
sure we were addressing whatever need a student has to make sure we have the right person in place.
It looks to her like Andover prides itself in hiring the best instructors around who are developing
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relationships. She would look to see where the need is and what supports we can put in place to
make sure children are receiving what they need from the Andover Public Schools. She would take
this task very seriously.
7. Building Project: Do you have experience working with State on School Building Projects and
how to work with the Community to make them feel comfortable making the investment in a
school community.
It is amazing to Kathleen how the slow the process works. She started a Facility Master Plan in
Brockton working with MSBA on a number of projects, and continually submitting projects. One
Saturday, she scheduled a bus tour inviting the City Counselors to join them to view the conditions
in the 25 schools in Brockton the advocacy started there. In the end, they were well poised to put
their application into MSBA. You have to market yourself. Before she left Brockton, they created a
brochure on what Brockton offers as a public school and why you want to choose the Brockton Public
Schools. She feels very prepared to jump in and become a member of the Andover Community and
to advocate for the projects that are happening.
One of the most important jobs of a superintendent is the day-to-day working with the School
Committee. She is most proud of the relationships she made with the School Committees in Brockton
and in Salem and the retreats they held. Every evening she sent out a Connect-Ed message to the
School Committee to let them know what happened in the District each day. She would commit to
doing the same work with the Andover School Committee.
Kathleen thanked the School Committee for this opportunity. Andover has done an excellent job
supporting education.
8:00 PM Claudia Bach, Ed.D.
Jess Porter welcomed Claudia Bach and each School Committee member introduced themselves.
1. Please tell us about yourself, either personally or professionally, that would help us
understand your fit for this role and for our district, and why you are interested in the 6-month
interim superintendent opportunity here in Andover.
Dr. Bach said that she was a teacher for most of her career teaching in different countries, both at the
elementary and high school level. Eventually, she became more interested in an administrative role.
She was recruited into the Urban Superintendent’s Program at Harvard and served in three districts,
the first interning in Sacramento City, California, then in a small rural district in Oregon, and her last
role was as Superintendent in Andover. All three different kinds of environments from city to urban
to suburban. After her retirement from Andover, she went onto work for DESE as Director of
Education Policy, Preparation, and Leadership for three years. Her role was in educator
improvement overseeing the overhaul of the teacher and administrator evaluation programs. She
never imagined becoming a Superintendent again, but she has always held up her hand to help in
the Andover Community because that has been important to her. She worked on the Committee for
the Historic Mill District and held a workshop on the Teacher Evaluation Program with the
Committee in 2018. . She has been asked to be an interim superintendent by MASC a number of
times, but she always turned them down because she was involved in a number of other
aeducationally based activities.
The work that is pertinent to where we are now, is her work done as a member of the Pike School
Board of Trustees. Over the last nine months, they have been working on a very detailed COVID
plan meeting several times a week developing the Emergency Policy for COVID which she shared
with Andover because it was important that they aligned themselves with Andover and that they
4

made contact with people in the School District and Town Departments, especially the Public Health
Department. They put together a very detailed plan that parallels much of what Andover has done.
Claudia said she has kept current in a number of areas. She has always cared about Andover Public
Schools and the Andover Community and was encouraged by several people to apply. She does care
deeply about Andover, this is her community and is eager, in these times of great challenge, to help
in a bigger way.
2. Describe your leadership style, touching upon how you would collaborate with the current
leadership
team
and
help
rebuild
relationships
with
faculty
and
staff.
Claudia believes in building teams, but when a new person joins a team the team needs to re-form.
She sees three teams, one with the School Committee which is an important association with open
and honest conversations, the team needs to work together to move the budget forward. The
Superintendent and her team need to be at the School Committee’s side to make the case for
proposing the budget. The second team is the Central Office Team. Forming a team with them would
be a major effort and an important job. She would be spending time talking with the Central Office
Team on the challenges, major issues, and what the problems are. She gives a lot of support to make
sure people know they can count on her to make their jobs more successful.
The third team would be formed with the school principals. She has always felt that the organization
chart should be turned upside down because our core mission and what we are charged to do
happens in our classrooms with a teacher and students. That is our prime business. The Principals’
main job is to ensure that we produce the best educated students that we possibly can. All of Central
Office should be in support and on board with that, and to take time to get to the schools to
understand what their responsibility is to be in support of that.
3. Please give us an example of when something you did or someone else did fell short of your
expectations and how you responded to that set back.
Claudia said she is always self-critical of her own expectations. In terms of other people, she had the
need to not renew the contract of a senior administrator, who was nice and skilled in many ways,
but not effective in that particular job. The person was not right for the job and it was time to part
ways. She helped that person in every possible way to find another position, that was higher and in
a district, that was a better fit, and where they were much more successful.
4. In the age of rapid communication and in a school community of engaged parents/families,
how would you work to guide APS communications (at the district and building levels) to be
timely, accurate, proactive, and responsive for all stakeholders, most critically students,
parents/families, faculty, and staff? How can we improve the dialogue between school &
home? How can our communications reflect what APS says it wants: partnership between
families and the schools?
There is an opportunity for the interim superintendent to come in and refresh, renew, or increase
communications. There must be a communication plan. When a new person comes on board there
is an opportunity to reintroduce herself to the community. She did the superintendent evaluation
workshop for theCommittee. , There are four standards; the first two are curriculum management
and management of the operation; the third is one we never talk about; Family and Community
Engagement. These all need to be addressed, and we need to be attentive, an active listener, and learn
what are our parents’ concerns are. Parents are exhausted trying to do so many things these days.
This is a community that is quite diverse, hurting, and trying to balance all these things.
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Today’s Townsman included a parent letter stating that the hybrid learning model wasn’t working
and students are falling behind. The letter was polite and respectful and worth listening to; the parent
concerns are real. Andover has a red designation, we are hitting the surge within the surge, and this
is the worst time to talk about easing up on the COVID mitigation planning; yet parents have a good
point. We have to figure out every way we can increase the two-way conversation through various
communication venues. Parents are looking for help and resources, and are deeply concerned about
the mental health of their students. Children and their families have been traumatized in many ways
and this is going to be a big issue in planning for the future. It is important to have a conversation
with parents as much we can about why decisions have been made. We need to communicate,
communicate, communicate. You can’t communicate too much.
5. Like most MA districts during this pandemic, Andover is employing a hybrid model to dedensify the schools in order to provide some in-person learning for students. Right now, there is
a bit of tension between the many who fear that the rising COVID cases indicate that the worst is
yet to come, and the governor and families who would like to see schools to increase the number
of in-person days, especially for our younger learners. What data would you use, and with whom
will you consult, to determine if our learning model needs to change - either to move from a hybrid
model to a fully remote one or to add days to our elementary schedule?
A number of other Districts have worked hard and have not been able to have a hybrid model, and
sometimes it comes down to having the space to do this. It is very difficult to conform with all of the
DESE protocols for social distancing and at the same time to have everybody in school at the same
time. Some districts have tried to phase in in school learning, having elementary students coming
back full time in-person, it would be interesting to find out how they did that and tweak our plan to
some degree and see if we can bring back some portion of our students. Can we do better than that?
It is always good to take a look at what other districts are doing and there may be a way to meet
some of the parents’ concerns.
6. The budget process is already underway and, as usual, we expect to have more needs than we
can reasonably fund. Additionally, uncertainty in state revenue and education aid make the fiscal
realities of this budget season even more difficult than is typical. How do you expect your budget
process experience to help us determine the highest priority needs of the district and determine a
budget recommendation for Town Meeting?
Preparing the District in the best way to so that we can bring in the very best Superintendent in July
is important. The budget and building process are continuing as are contract negotiations. Claudia
feels that Shannon is almost the expert in understanding the budget, all the details that make up the
budget, what the costs and categories are. She understands the budget process, and taken a consensus
budget in working with the three Boards together.
Claudia said she has been successful at asking people to look at the budget in a slightly different way.
You might have the greatest mission, strategic plan, but it is the budget that is telling you what you
value. The difficult exercise is funding the most core pieces of our business, determining if the money
is going there is first and foremost, and are there areas that can wait to be funded in the future. The
principals need to look at their budgets and their particular situation. It is important to ask them to
think about what is essential.
When HPE and WHMS came on board we were going through an enormous economic down time,
redistricting and the budgets were very tight. We were in the midst of a real struggle. The Principals
worked together and in teams to understand the budget and the costs and began to understand the
needs of not only their schools but of the other schools and departments. There are ways of doing
some economizing in tough times. Thousands of dollars have been spent due to COVID. She hopes
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that the PPP Program, which brought funding to the District in the fall will continue , and that there
will be other Federal or State funding for the school district. A goal would be to bring another
consensus budget if possible.
Specific Questions or any Follow Ups
1. Mental Health Impacts of the Pandemic. We are starting to see this bubble up with students
especially as we toggle back and forth between hybrid a remote. How would you address this?
We need to form a plan. We can’t think COVID has gone away and we are back to normal. We have
to look at the aftermath and the plan has to start right now as does the engagement with parents. It
could be a budget item in terms of added supports, or swapped with another budget item. We will
be facing a lot of mental health issues and it doesn’t matter if we are an affluent distract, we are going
to see it. We should put together a task force in the next six months to plan for what we can do right
now and what the plan might look like when all of the students are back and have more in-person
access to some of the specialists in our area.

2.

We are in the midst of building project in partnership with MSBA and intend to ask voters
at Town Meeting to approve a funding article this spring. How would you apply your
experience to this project?
Claudia was the Superintendent when the HPE/WHMS project was brought forward and also when
Bancroft was started working with MSBA on funding and architects. She has been impressed with
some of the outreach already done and watched the very professionally developed Zoom meeting
with everyone participating. She believes Andover has been funded for this project because you are
solving two problems; replacing West Elementary and Shawsheen Pre-school on one campus, similar
to what was done with HPE and WHMS.
She is happy that Mark Johnson is still involved with the school building projects because he was
head of the High Plain and WHMS Building Committee. It is not only the school family, it is the
community that has to be involved. The vast majority of the community probably doesn’t have much
information about the project. She and Mark Johnson went to over a hundred meetings everywhere
throughout the community to garner support for an HPE/WHMS Town Meeting vote. Partnerships
and getting the word out is most important. They went to the Senior Center more than once, it is
essential to recruit those senior people who support the schools. It takes a monumental effort to get
the message out to the whole community.
Claudia asked what the School Committee would consider success in the next six months.
Shannon replied that right now it feels like it is survival mode, are we going remote/hybrid, dealing
with groups having difficult time, uncertainty, keeping the ship afloat and providing the most
possible services to students that can be provided. Everyone is overburdened and staff is working
incredibly hard. Success would be serving all of it. She is confident that the Andover Team is doing
their very best. We do have strategic initiatives to move forward. We need to get the buildings built
and addressing the long-term obligations. Success is finding a new superintendent to lead the
District.
Susan agreed that it has been difficult for parents, teachers, students. We are fortunate in Andover
to have a strong administrative team, principals, and teachers. Need a person who can balance being
a supporting force, and helping by having a fresh set of eyes to offer some prospective that when
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you are in the weeds so much you may lose sight of something. It is a difficult time to be moving
forward but we are moving very strongly forward with the building projects.
Claudia knows what a difficult time this is, these are incredibly trying times for everyone working
in the schools. For her, success would look like having a really is a good plan to return for full-in
person learning full time. Having a consensus budget passing at Town Meeting is an important goal
even though it is a tough time to do that. She looks forward to helping with moving the building
project forward. Having a successful teacher contract would be an important goal. Having a plan in
place that includes action and aids that affect our students, staff and parents. Having enough stability
so that we can begin to be much more supportive of a professional culture where people are proud
and respectful of each other professionally throughout the District and move to a culture where we
celebrate the successes we do have in place, and that we have joy.
The Committee thanked Claudia for talking with them tonight.
Shannon reminded the Community is that they would like to hear feedback from the entire school
community. Tomorrow a short survey will be sent out and the Committee would appreciate any
feedback on each of the candidates. The survey will close on Wednesday evening and we will also
be reconvening in a regular business meeting on December 17th to deliberate and talk about a
selection and vote on a selection to pursue a contract with.
III.

Adjournment
At 9:09 P.M. Tracey Spruce moved to adjourn the meeting of Thursday, December 10, 2020. The
motion was seconded by Susan McCready. Roll call: P. Murphy-Y, L. Conoscenti-Y, T. Spruce-Y,
S. McCready-Y, S. Scully-Y. Motion passes 5-0.

Respectfully submitted,
Dee DeLorenzo
Recording Secretary
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Andover School Committee
Minutes of Tuesday, December 22, 2020
Virtual Meeting

Present from the School Committee:
and Lauren Conoscenti.

Shannon Scully, Susan McCready, Tracey Spruce, Paul Murphy,

Others present: Assistant Superintendents Sandra Trach, Chief Operations Officer, Stephen Nembirkow,
Director of Communications Nicole Kieser, Jessica Porter, Human Resources Director, Incoming Interim
Superintendent, Dr. Claudia Bach.
I.

Regular Meeting

A. Call to Order/Moment of Silence
Chairperson Scully called the Andover School Committee meeting of Tuesday, December 22, 2020 to
order at 12:02 PM and opened up the Regular Meeting through a Virtual Meeting Broadcast by Andover
TV on Comcast Channel 99, Verizon Channel 43 or via streamed: www.andovertv.org . Public
Participation via email: scremote@andoverma.us
The meeting began with a Moment of Silence.

B. Continuing Business
1. Interim Superintendent Contract
Shannon is pleased that the contract negotiations for the Interim Superintendent are completed
and accepted by Dr. Claudia Bach. The term of the contract is for six months beginning January
1, 2021 through June 30, 2021. The contract includes five days of personal leave, five sick days,
$600 in travel expenses and a salary of $100,000. Memberships in professional organizations will
be covered as needed.
Susan McCready moved that the Andover School Committee approve the Interim Superintendent
Contract with Dr. Claudia Bach for the term January 1, 2021 through June 30, 2021, as presented, and
authorize the chair to sign the contract on behalf of the Committee. Motion seconded by Tracey
Spruce. Roll call: L. Conoscenti-Y, P. Murphy-Y, T. Spruce-Y, S. McCready-Y, S. Scully-Y. Motion
passes 5-0.
The Committee thanked Dr. Bach for agreeing to come back into this role for six months and for
making the contract negotiation process go so smoothly.
Dr. Bach thanked the Committee for going forward with this offer. The School District is in
challenging times and she is excited about the possibility of lending a hand and moving us
through the next six-month period. She is delighted to begin, there is a lot of work to do.
II.

Adjournment
At 12:15 P.M. Paul Murphy moved to adjourn from the December 22, 2020 School Committee
Meeting. Motion seconded by Susan McCready. Roll call: T. Spruce-Y, L. Conoscenti-Y, P. MurphyY, S. McCready-Y, S. Scully-Y. Motion passes: 5-0.

Respectfully submitted,
Dee DeLorenzo
Recording Secretary
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