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Introduction 
Selecting a leader is the most important responsibility a board of education undertakes. There are 
tangible and intangible aspects of leadership required in a superintendent who is going to work 
with the Board of Education and the whole community to provide high quality education to 
Eastford’s children. This may be especially true in a town as small and connected as Eastford, 
where Eastford Elementary School is truly the center of community. 

In light of the critical nature of this responsibility, the Eastford Board of Education has sought 
the input of its school and community stakeholders through a survey, interviews, and focus 
groups. This Leadership Profile presents findings from seven focus groups and interviews and an 
online survey conducted in August/September 2018. The consultant spoke with 24 individuals, 
including parents, teachers, administrators, members of the Board of Education, and other 
residents. In addition, 30 Eastford residents and staff completed a survey publicized through the 
Eastford Elementary School website and the Communicator. In conducting the focus groups and 
interviews and developing the survey, the consultant used an unbiased, structured approach 
involving a series of consistent questions. In addition to asking about strengths and challenges of 
the Eastford Public Schools and community which could affect future leadership requirements, 
she asked about the qualities, characteristics, experience, philosophy, and skills most desirable in 
the next Superintendent of Schools. The Board of Education will use these results as it considers 
its applicants in order to find the best possible match for Eastford. The consultant is presenting 
the findings to the Eastford Board of Education without revealing the identity of any individual 
contributor. 

The Eastford Board has made a commendable effort to include voices from as many constituents 
as possible from the school and community. Many thanks to focus group and interview 
participants, and survey respondents whose commitment to the school and town of Eastford was 
powerfully in evidence as they provided their perspectives. Special thanks to Mary Seguine in 
the school office for her support in setting up and publicizing the focus groups and survey.  

Mary Broderick 
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Data Collection 
In total, about 54 individuals participated either through an interview, focus group, or online survey. This 
level of participation demonstrates strong interest in the leadership of Eastford Elementary School. 

The data collected do not constitute a scientific sampling, but a representation of the Eastford Public 
Schools and community. The survey was voluntary. Though the consultant heard the perspectives of 
many, this profile cannot entirely capture the complexity and nuances of the school and community. 
Nevertheless, the information yields some useful insights for the search process. Items are included in the 
following report if, in the consultant’s judgment, they were repeated by a sufficient number of 
respondents to warrant the Eastford Board of Education’s attention.  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Survey Responses

PARTICIPANT* 30 %

Parent of Eastford (PK-12) 
student

10 23.8%

Student 2 4.8%

Eastford Resident 19 45.2%

Town Official/Staff 5 11.9%

Administrators 0 0.0%

Eastford Teacher 3 7.1%

Support Staff 1 2.4%

Board of Education 2 4.8%

42 100.0%

5%

2%

7%

12%

45%

5%

24% Parent of Eastford (PK-12) student
Student
Eastford Resident
Town Official/Staff
Administrators
Eastford Teacher
Support Staff
Board of Education

Interview and Focus Group Participants

PARTICIPANT 24 %

Board of Education 6 25.0%

Elected Officials 1 4.2%

Administrators 3 12.5%

Parents & Community 8 33.3%

Teachers 6 25.0%

24 100.0%

4%

33%

13%
25%

25%
Board of Education
Teachers
Administrators
Parents & Community
Elected Officials

*Please note that survey participants identified themselves under multiple categories so numbers add up to more than 30.
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The following themes emerged through an analysis of all interviews, focus groups, and survey 
responses. In each category, themes are presented beginning with the most frequently mentioned. 

Strengths of Eastford and its School 
Eastford Elementary School and the town have a lot going for them. Participants in the focus groups, 
interviews, and survey especially highlighted Eastford’s school staff and program, school and community 
size and the relationships that size allows as their major strengths. 

Staff and Program 
Though only serving 164 students PK-8 (as of 9/2018), Eastford offers a well-rounded program with lots 
of services tailored to meet each child’s needs and the needs of families. Students enjoy significant 
success after Eastford. According to participants, three of Woodstock Academy’s last four valedictorians 
are Eastford Elementary School alumni. These successes are the result of very high expectations for 
administrators, teachers, and children. Students are recognized for achievement in all aspects of their 
lives. 

A number of participants spoke of the strong, effective leadership the school has enjoyed. Most spoke of 
the excellent teaching staff who work exceptionally hard to find innovative solutions to serve students. 
This committed team is flexible and not territorial. One participant cautioned, “We don’t want to lose our 
teachers through this transition. We don’t need an overhaul, but we’re always looking to improve.” 

Each staff member in Eastford Elementary School wears many hats and is tapped for whatever talents 
they bring. They have amassed significant home-grown expertise and demonstrated creative problem- 
solving to meet students’ needs. The school has boasted continuity until recently, when retirements 
created significant turnover. It’s not possible to be bored when working in Eastford. The staff prides itself 
in pursuing excellence. 

Staff are committed to a caring, collaborative culture. Each is committed to supporting families and 
building relationships with them over time. Teachers demonstrate a caring culture, making meaningful 
connections with children and their families. “We all know every child and they are all our kids.” 

Small class size 
The culture and focus on each child is enhanced by small class sizes that allow for tailored instruction. 
This strength was cited by a number of participants. 

Community and its Relationship with the School 
A quaint and uniquely small, rural town, Eastford is very proud of its school. This charming town, though 
very economically frugal, has continued to support the school in the face of pressures to regionalize. 

Eastford Board of Education September 2018 Page !4



SUPERINTENDENT OF SCHOOLS LEADERSHIP PROFILE

Residents recognize that the school is a critical community hub and losing it would change the nature of 
the town.   

Townspeople support each other in need. Everyone pitches in and works hard to make the school a 
success. The school, in turn, embraces the town and its needs and assets. 

The school relies on the community for significant support. Volunteerism is strong here. The Eastford 
Board of Education is very supportive of the school, with some members devoting many years to board 
service. A lot of parents and community members volunteer for homework club, after school activities, 
coaching, and other services to help students thrive.  

If not volunteering, residents come out to root for the students’ successes. They attend school activities, 
like graduation and an auction that raises up to $12,000 each year to send eighth graders to Washington, 
D.C.  

Study participants also spoke of a wholesome community with strong values and an ethical, calm, 
“settled” feel. Parents, as a rule, trust that teachers are making the best decisions for their children. 
Eastford’s two churches encourage parishioners’ support of the school. 

The school, in turn, feels a financial responsibility to the town and seeks to economize and find other 
resources to support its children’s learning. Where possible, the school has shared resources with other 
towns. For instance, they share a special education director with Pomfret. The town has appreciated the 
spirit of mutual support and appreciation the school has demonstrated over time.  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Challenges Facing Eastford  
In Eastford, as in many communities, the strongest assets often also pose the greatest challenges. Eastford 
struggles to find the resources to maintain a quality elementary school that serves 160+ students, 
especially as other resources are eroded. Participants in this study identified the challenges of small 
enrollments and resulting staffing implications, ongoing budget challenges and lack of economies of 
scale, the impact of those challenges for meeting children’s programming and special needs, state 
mandates and encouragement of regionalization, and the downsides of small town life. They are described 
below in order of most to least mentioned. 

Enrollment and Staff Implications 
Eastford Elementary School’s small staff attempts to meet the needs of each child and commits to 
providing rich educational opportunities. Each staff member is asked to wear many hats and work very 
hard. Some staff members are shared with surrounding towns so that children have access to program and 
services… at least several days a week. 

The lack of any redundancy makes scheduling a challenge. Though materials are aligned, staff members 
have a hard time finding time to meet to be sure there is vertical alignment of curriculum and instruction. 
A number of study participants spoke of staff feeling stretched, stressed, and overwhelmed. 

After considerable continuity in staff, the school has recently experienced significant turnover due, in 
large measure, to retirements. Assimilating new teaching and administrative staff has added to the stress. 
There are not enough mentors nor is there a system in place to support new hires. There is also a sense of 
lost institutional knowledge. 

A recent uptick in enrollment has challenged the school to find an innovative way to support a larger 
cohort of kindergarteners: combining kindergartners and first graders. Though this arrangement did not 
require additional staff, it has put stress on staff and parents. 

Administrators share the stress of staff. Though new to the role and in need of resources to support her 
success, the new principal does not have anyone who can fill in for her should she attend a meeting away 
from school. The Director of Pupil Services works in the district only one day a week, so others must pick 
up special education responsibilities when she is not in town. The superintendent, technically expected to 
be on site only two days a week, wears many hats and works beyond her contractual expectations. 

Some expressed fear that asking staff to do more with less and failing to support them sufficiently are 
making it difficult to attract high quality teachers. Though some in town believe teacher compensation is 
competitive, others fear it is not sufficient to attract and retain quality staff. 

Finally, though many cited the benefits of a small school to know and care about each other, several spoke 
of the limits size places on possibilities for friendships and diversity of ideas. 
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Budget/Finance and Lack of Economies of Scale 
Budget issues and lack of economies of scale loom large in the minds of the Eastford community. 
Eastford’s per-student expenditure is high because of the lack of economies of scale, but the town and 
school have worked hard to keep spending down. Eastford Public Schools’ budget has increased six 
percent in the past ten years. Though the community is accustomed to and anticipates low budget 
increases, needs and pressures are mounting. 

Exacerbating budget pressures have been cutbacks in the state’s Educational Cost Sharing grant and the 
total loss of federal Title I funds. (The school does not have a hot lunch program.) Some worried whether 
the system can remain viable without budget increases. A couple of participants also were concerned that 
the Board of Education was returning funds to the town, in spite of significant needs in the school. 

Meeting Students’ Programming or Special Needs 
In spite of their best efforts, several staff and community members are concerned about Eastford’s ability 
to offer a comprehensive, rich curriculum and program and maintain excellence in light of limited budgets 
and declining state and federal funding. Of special concern are special education, Pre-Kindergarten, arts 
specials, diversity, and technology.   

A few participants talked of the changing demographics of Eastford and the high identification rates of 
children with special needs. The socioeconomic base of the community is not as high as it used to be. 
Several spoke of growing discipline issues, including bullying. Different needs require changed 
instructional practices, yet it is hard to staff those needs and to find time for staff to develop the tools to 
meet the students’ needs or find appropriate placements for students.  

State Mandates and Regionalization 
The State of Connecticut has encouraged small towns to regionalize educational services and has 
provided financial incentive in the form of reduced grant funding. Eastford’s neighboring districts, under 
similar constraints, have offered for a couple of decades to absorb Eastford’s students into their schools. 
Yet, to date, the town has chosen to keep the school as a core of its community. Many current students 
descend from multiple generations of Eastford Elementary attendees. As one respondent put it, “It will be 
a sad day in Eastford if the EES regionalizes.” 

NOTE: The community intends to host a conversation on this topic this fall. 

Small Town Life 
Though Eastford benefits from a core of residents with strong beliefs and traditions and a history of 
volunteerism to support the schools, some spoke of difficulty encouraging changes to the way things 
“have always been done.” There is also an influx of new families who may feel a little disconnected from 
the community. 

Though the school relies on the hard work of parents and community members to support the schools, a 
number of respondents talked about the challenges many families today face, making it difficult to 
volunteer. Work and sports schedules can consume families’ time.   

Finally, several talked about how difficult it will be to replace a superintendent who is is loved and has 
worked tirelessly on behalf to the children and the community. 
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Desired 
Qualities and Characteristics in a Superintendent 
What would be the most important qualities and characteristics in a new superintendent to tap Eastford’s 
strengths and meet its challenges? An analysis of survey responses yielded the following: 

Survey respondents were pretty evenly divided among six of the areas of desired expertise sought in a 
new superintendent. They were tied in their first choice selection between Builds trusting relationships 
with students, staff, town boards, and community members and Communicates/ collaborates effectively in 
school and community, both at 20% of respondents. Those were followed very closely by Promotes the 
qualities and virtues of Eastford and Experienced as a superintendent, both at 16.7%. 
If we look at the top three choices combined, Communicates/Collaborates effectively in schools and 
community, at 22.5%, edges out Builds trusting relationships with students, staff, town boards, and 
community members, 21.3%. Moving into third place is Possesses strong budget/finance knowledge and 
skills (16.9%). 
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Top Three Choices

6%
10%

2%

8%

21%
17%

22%

13%

First Choice Expertise

17%

17%

20% 13%

20%

13% Develops a shared district vision of excellence / innovative
Communicates/collaborates effectively 
Possesses strong budget/finance knowledge and skills
Builds trusting relationships
Experienced as a superintendent
Has broad knowledge base of educational issues and practices
Promotes the qualities and virtues of Eastford 
Emphasizes prof. dev., team building, and staff growth

DESIRED EXPERTISE IN NEW SUPERINTENDENT #1 % #2 % #3 % TOP 3 TOP 3

Develops a shared district vision of excellence / innovative instruction 4 13.3% 6 20.0% 2 6.9% 12 13.5%

Communicates/collaborates effectively in school & community 6 20.0% 9 30.0% 5 17.2% 20 22.5%

Possesses strong budget/finance knowledge and skills 4 13.3% 4 13.3% 7 24.1% 15 16.9%

Builds trusting relationships w/students, staff, town boards, community 6 20.0% 8 26.7% 5 17.2% 19 21.3%

Emphasizes prof. dev., team building, and staff growth 0 0.0% 2 6.7% 3 10.3% 5 5.6%

Has broad knowledge base of educational issues and practices 0 0.0% 0 0.0% 2 6.9% 2 2.2%

Promotes the qualities and virtues of Eastford Elementary School 5 16.7% 1 3.3% 3 10.3% 9 10.1%

Experienced as a superintendent 5 16.7% 0 0.0% 2 6.9% 7 7.9%

Other 0 0.0% 0 0.0% 0 0.0% 0 0.0%

30 100% 30 100.0% 29 100.0% 89 100%
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In addition to the leadership characteristics and expertise addressed in the prior section, respondents’ top 
first choices for qualities of a successful new leader in Eastford were 1) Accessible, approachable, and 
visible in school & town (46.7%), followed by a distant second, 2) Keeps students’ growth as primary 
focus (20.0%), and 3) Decisive, confident, objective, and consistent problem solver with good judgment 
and resiliency (16.7%). Aggregating the top three choices gives the same priority. Still overwhelmingly 
remaining the top selection is 1) Accessible, approachable, and visible in school & town (30.0%). 2) 
Keeps students’ growth as primary focus (23.3%) remains a clear second, and 3) Decisive, confident, 
objective, and consistent problem solver with good judgment and resiliency (15.6%) remains third. 

Needless to say, all of these qualities and skills are essential in a leader, yet they point to the prioritized 
needs of the Eastford schools at this point in time. This profile will explore these areas of expertise and 
dimensions of leadership, integrating perspectives garnered through survey comments, interviews, and 
focus groups. 
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First Choice Qualities

10%
7%

17%

20%

47%

Accessible, approachable, and visible in school & town
Keeps students’ growth & wellbeing primary focus
Inspirational team builder
Decisive, confident, objective problem solver
Knowledgeable and hardworking; attention to detail
Committed to effective communication 
Other

Top Three Choices

1%

9%

11%

16%

10% 23%

30%

DESIRED QUALITIES IN NEW 
SUPERINTENDENT

#1 % #2 % #3 % TOP 3 TOP 3

Accessible, approachable, and visible in school & town 14 46.7% 5 16.7% 8 27% 27 30.0%

Keeps students’ growth & wellbeing primary focus 6 20.0% 9 30.0% 6 20% 21 23.3%

Inspirational team builder 0 0.0% 2 6.7% 7 23% 9 10.0%

Decisive, confident, objective problem solver 5 16.7% 5 16.7% 4 13% 14 15.6%

Knowledgeable and hardworking; attention to detail 2 6.7% 5 16.7% 3 10% 10 11.1%

Committed to effective communication 3 10.0% 3 10.0% 2 7% 8 8.9%

Other 0 0.0% 1 3.3% 0 0% 1 1.1%

30 100% 30 100% 30 100% 90 100%
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Builds trusting relationships with students, staff, town boards, and community 
members 
The successful new superintendent will bring great interpersonal skills and the passion and ability to build 
strong, respectful, caring relationships with a broad range of school and community members. A great 
mentor and coach, this individual will recognize and draw out the gifts in others and will support them in 
carrying out their work and engage them in decision-making. This leader will be genuine, professional, 
transparent, understanding, truthful, and respected, by staff at all levels, and will hold all to high ethical 
and performance standards. 

Communicates/Collaborates effectively in schools and community 
This leader will be a constant presence in the community, warmly welcoming townspeople into the school 
and attending non-school community events. Outgoing, positive, patient and supportive, the leader will 
generate and promote a culture of cooperation and love. This individual will work well with groups such 
as the PTO, boosters, the School Readiness Council, the Scholarship Committee, and recognize and 
embrace the talents of volunteers and staff alike. The leader will be a great supervisor who appreciates 
and trusts staff and fosters their growth. 

Promotes the qualities and virtues of Eastford 
Very sensitive to the environment and dynamics of a small town, the new superintendent will be an 
outspoken champion and advocate for the school and its unique needs. The leader will recognize the 
importance of this small school to the community of Eastford. Committed to school and town, this 
individual will go above and beyond the call to let others know the value of Eastford, helping the 
community navigate challenging waters. 

Experienced as a superintendent 
A handful of survey respondents identified experience as a superintendent as an important criterion for 
selection. It will be important for the new leader to be versed in Connecticut education system and know 
where to turn for resources. Others recognized the importance of the individual particularly understanding 
the role of principal, since mentoring the principal will be a key role.  

Possesses strong budget/finance knowledge and skills 
No one else in Eastford Elementary School understands budgeting and finance, so it is critical that the 
new leader is facile and ready to assume budget responsibilities. The successful candidate will understand 
the state’s current finances and their impact on the future and stability of Eastford Elementary School.  
Participants recognized the importance of balance, asking that the successful candidate couple a nurturing 
of education with a business mind. Some also emphasized, “When thinking of the school budget, what’s 
best for students and staff should be the top priority.” 
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Accessible, approachable, and visible in the schools and community 
“The top person, but not above us… part of who we are, not condescending,” the new leader will be 
nurturing and supportive and highly approachable. Able to work with people from farmers to doctors, the 
leader will be highly approachable and visible, dropping in regularly to be among kids and classrooms.  

Keeps students’ growth and wellbeing as primary focus  
The concept of students’ growth as the primary concern was embedded in all conversations. Participants 
talked of “having to love kids, and that comes first.” 

Decisive, confident, objective, and consistent problem solver with good judgment 
and resiliency 
The superintendent of schools in Eastford has to be a “jack of all trades.” Eastford needs a strategic 
thinker who envisions what is most important for students from pre-kindergarten through high school, 
then structures the work, and clarifies roles and responsibilities while establishing clear boundaries. A 
creative problem solver who is flexible, understanding, and adept at synthesizing, this person will first 
analyze the system, then generate processes and practices to grow the needed expertise and supports that 
will best serve Eastford’s children.  

This intellectually curious, motivated new leader will hold high expectations for self, faculty and staff, 
children, families, and community, and will model commitment and integrity. Thick-skinned, calm, and 
transparent, this leader will welcome appropriate input, and then be willing to make tough decisions. The 
leader will also guide the Board of Education in leading the district effectively. 

Since Eastford is so small, all individuals must bring many talents to their roles in the district. It would be 
particularly helpful if the new leader had expertise in any/all of the following: 

Special education: The current Director of Pupil Services serves Eastford one day/week. 

Technology: There is a coordinator on contract, but it would be helpful to have in-house talent. 

Grant writing:  The district is always looking for resources. 

Finally, one participant offered, “Being an administrator in Eastford is an opportunity to do everything 
possible in education…. Eastford is a microcosm of the greater culture.” 
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