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Executive Summary 

 
In the fall of 2015, the St. Lawrence-Lewis BOCES requested a study to identify options for future 

reorganization of several areas of BOCES services to meet the needs of the component districts. Specific focus is on 

the areas of technology, school improvement, special education, and administrative support services. 

The questions guiding the study are: 

 

(1)  What information does an analysis of special education classroom assignments and staffing provide for the 

decision making to maximize the effectiveness of special education programming in the St. Lawrence-

Lewis BOCES? 

(2)  Is the focus of the School Improvement Department services meeting the needs of component districts? 

(3) What is the regional vision for services supporting technology and instruction? 

(4) What should the structures for administrative support look like at the BOCES? 

 

Findings: 

 Overall K–12 special education staffing of teachers and teaching assistants in the St. 

Lawrence-Lewis BOCES indicates a student to adult ratio that is, on average, 1 

student to every .7 adult. In the programs for students with management needs, the 

ratio is, on average, 1 student to every 1.1 adult.  Since the staffing is in accordance 

with the determinations by the Committees on Special Education in the component 

school districts and not controlled by the BOCES, any changes would need to involve 

a comprehensive effort by component districts working with the BOCES. 

 The St. Lawrence-Lewis BOCES has K – 12 special education classes in five main locations that are 

centrally located in the region.  However, the central locations still require long bus trips for students 

from half of the districts.  Additional districts send students to programs outside the BOCES. 

 The shortage of speech therapists identified by the BOCES exists throughout New York State and the 

nation. Institutions of higher education in New York State are not graduating many students in speech 

and language therapy and the number of graduate programs and seats in each program is limited. 

 The School Improvement Department is considered to be responsive, effective, and capable of meeting 

districts’ needs.  However, there is not a clearly understood and shared process to determine the focus 

of offerings or overall direction for the departments’ activities. Evaluation of programs is limited to the 

evaluation of individual workshops not of the overall impact of the program. 

 While districts are satisfied with the technology services received, there is no existing future vision 

defining how the technology in the BOCES region should evolve in the future to support instruction. 

Superintendents and the BOCES staff believe that this type of vision should be collaboratively 

developed. 

 There is a lack of understanding about the differences between the services offered by the BOCES and 

the North East Regional Information Center.  The St. Lawrence-Lewis BOCES Instructional 

Technology Department has been providing a wide range of instructional, administrative, and 
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technology infrastructure services to meet the needs of the component districts.  The time has come to 

engage in serious discussions about whether this is the best fiscal and service approach for the short 

and long term. 

 The St. Lawrence-Lewis BOCES has 7 standing superintendents’ committees that provide 

opportunities for superintendents and BOCES staff to discuss BOCES programs. The committees meet 

typically meet prior to the twice-monthly superintendents’ meetings but every committee does not 

meet every month. The committees are chaired by senior level BOCES staff. Minutes are not typically 

taken. 

 

Recommendations: 

1. The Special Education department should consider implementing a more comprehensive process of review 

of the utilization of 1:1 teaching assistants. Part of the consideration should include the development of a 

comprehensive system of professional development, coordination with all Committees on Special 

Education, and communication with parents about the rationale for the changes.  Representatives of the 

BOCES may want to meet with administrative staff from other BOCES that have implemented this process. 

The implementation of this process should be done in close collaboration with the Superintendents’ 

Advisory Committee for Special Education. 

 

2. The BOCES should consider using the Forecast 5 Analytic program or other similar approaches to 

determine the most appropriate classroom locations. 

 

3. Discussions should be held with all of the superintendents to determine the criteria that should be utilized 

when classroom location decisions are made.  

 

4. Consider the use of technology to provide speech therapy through one of the services that is available. 

 

5. Work with the State Education Department to address the problem on a statewide level. 

 

6. Develop relationships with institutions of higher education providing graduate level training in speech 

pathology and local superintendents and BOCES staff to develop innovative ways to increase the numbers 

of speech therapists trained and moving to the North Country. 

 

7. Engage BOCES and school district CSE chairs and speech therapists to develop a plan for reaching out to 

students already enrolled in programs to provide internships, practicums, and other opportunities. 

 

8. Continue to send hiring representatives to attend the major college recruitment fairs that are held in 

Cortland, Rochester, Plattsburgh, and Buffalo each spring. 
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9. The Superintendents’ Advisory Committee should become more involved in the development of a process 

for creating the vision and focus for the department.  This process should be data based, involve a range of 

stakeholders, and use a variety of strategies for program delivery.  

 

10. The Superintendents and the BOCES should develop a shared future vision for technology that should 

support instruction. 

 

11. Consideration should be given to an administrative reorganization moving the supervision of the 

Information Technology Supervisor to the Director of Financial Affairs to allow the focus of the Senior 

Supervisor of School Improvement to focus efforts on the provision of instructional services. 

 

12. A task force of superintendents, BOCES staff, and representatives from the NERIC should meet to 

determine the programmatic and fiscal impact of moving administrative services to NERIC.  This group 

should address the issue of whether it is in the best interests of the component districts to maintain the 

status quo and continue providing administrative and infrastructure technology services at the BOCES 

rather than the RIC level. 

 

13. Efforts should be made to cross-train administrative support staff to provide flexibility when individuals are 

out or when there are high support needs. 

 

14. Analysis of department’s needs should be done every time there is a vacancy caused by a resignation or 

retirement.  The analysis should be done by a team including the supervisor, director, and assistant 

superintendent or director of finance. 

 

15. Consideration should be given to thinking about the reorganization of the existing superintendent advisory 

committees (Educational Administrators’ Committees) to have superintendents chair and BOCES 

personnel staff them.  A record of meetings should be kept and distributed to all superintendents.  Several 

approaches to reorganizing are suggested including combining all of the committees into one for 

instructional services and one for non-instructional/ management services.  
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I.  Introduction 

 

Boards of Cooperative Educational Services (BOCES), much like school districts in New 

York State, are facing very challenging times. Enrollments in most school districts and in 

BOCES are decreasing. Significant increases in pension costs, health insurance premiums for 

active and retired employees, salaries, and other mandated costs are driving up the cost of 

operating school districts while the property tax cap significantly limits the ability to raise local 

tax revenues.  

In response to these challenges, school districts have examined ways in which they might 

do business differently, including sharing services. When districts look to share services, BOCES 

is most often the vehicle that is used for this purpose. This is especially true where the BOCES 

and its component school districts have a collaborative and trusting relationship. 

As a cooperative service provider, BOCES derives its revenues by having its component 

school districts contract to purchase programs and services.  Given the challenges of today’s 

economics, it could be advantageous for school districts to turn to their BOCES as they endeavor 

to meet their budget and program needs.  This result would benefit both the school districts and 

the BOCES. The districts would be able to work with their BOCES to create high quality 

services with reasonable costs, and, as an added benefit, generate BOCES aid as an additional 

source of revenue. The BOCES would see stabilization in its service offerings and would be able 

to reduce unit costs because of the wide spread use of its services by its component school 

districts. However, whether or not this outcome is attainable for each BOCES is determined by a 

myriad of factors including the relationships that are developed between the BOCES and its 

component districts.  Experience has indicated that sensitivity to districts’ budgetary challenges 

as well as high quality services collaboratively developed are necessary components of a 

successful relationship between a BOCES and the component school districts that it serves. This 

is the type of relationship for which all BOCES strive. 

The St. Lawrence-Lewis BOCES has had a proactive approach to reviewing its 

organization and services.  Beginning in 2009, newly appointed District Superintendent Thomas 

Burns and the BOCES Board of Education have commissioned a number of studies about the 

BOCES organization and service delivery including the following:   
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Table 1 

Studies of BOCES Organization and Service Delivery 

Date Title Conducted by 

Fall 2009 CTE and Special Education Cost Study Dr. Edward A Shafer 

February 

2010 

A Study to Evaluate the Administrative 

Organization of the St. Lawrence-Lewis 

BOCES 

Dr. Edward A Shafer 

July 2011 

St. Lawrence-Lewis BOCES / Regional 

Consolidation, Reorganization, and Shared 

Services Feasibility Study 

NYS Rural Schools 

Association & Organizational 

Leadership Services, LLC 

October 2012 

A Study to Evaluate the Efficiency and 

Potential of the Central Business Office 

Services of the St. Lawrence-Lewis BOCES 

Dr. Edward A. Shafer &  

Teresa Fobare 

October 2012 

Confidential Study of the Human Resource 

Functions of the St. Lawrence-Lewis BOCES 

Educational Advisors & 

Support & Dr. Edward A. 

Shafer 

June 2013 
Regional High School:  Tuitioning/Merger 

Study 
Dr. Philip Martin 

 

 In the fall of 2015, the St. Lawrence-Lewis BOCES requested a study to identify options 

for future reorganization of several areas of BOCES services to meet the needs of the component 

districts as well as to maximize effectiveness and efficiency. The study specifically focuses on 

the areas of technology, school improvement, special education, and administrative support 

services. The questions guiding the study are: 

 

(1)  What information does an analysis of special education classroom assignments and 

staffing provide for the decision making to maximize the effectiveness of special 

education programming in the St. Lawrence-Lewis BOCES? 

o What should the criteria be for the location of special education classrooms? 

o In addition to the requirements of student individualized education plans, what are 

recommended criteria for decision making about staffing special education 

classrooms? 

o Are there strategies for filling critical shortages of related service providers that 

have not been identified by the BOCES? 

 

(2)  Is the focus of the School Improvement Department services meeting the needs of 

component districts? 

o How are regional needs identified? 

o What is the process (and criteria) for developing new programs? 

o How are services evaluated? 

 

(3) What is the regional vision for services supporting technology and instruction? 

o What should BOCES technology services provide to districts and what should be 

provided through the Regional Information Center? 
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(4) What should the structures for administrative support look like at the BOCES? 

 

The St. Lawrence-Lewis BOCES contracted with Castallo & Silky, Education 

Consultants, to review its administrative structure and identify options for reorganization that 

will provide for the highest effectiveness and efficiency.  The consultants engaged in the study 

were Jessica Cohen and Alan Pole.  Both of the consultants have experience as BOCES District 

Superintendents in New York State and in providing support to BOCES and school districts.   

 

II.  Study Process 

 There were three main components of the study including interviews, a survey of 

superintendents, and a review of St. Lawrence-Lewis BOCES documents and materials.   

1. Interviews.  On December 10 and 11, 2015, individual interviews were held with 

BOCES administrators and superintendents. Follow up interviews with several 

administrators were held on February 4, 2016.  Individual interviews were held with 

members of the BOCES administrative staff including: 

 District Superintendent – Thomas Burns 

 Assistant Superintendent for Instruction – Ron Burke 

 Director of Financial Affairs – Nicole Ashley 

 Interim Director of Special Education – Renee Langtry-Green 

 Senior Supervisor of School Improvement – Jennifer French 

 Director of Human Resources and Labor Relations– Rafael Olazagasti 

 Supervisor of Instructional Technology/Model Schools – Patti Fisher 

 LRC Supervisor/Director of School Library System – Kelly Wilson 

 Information Technology Supervisory – Craig LaLonde 

 Supervisor of Instructional Resources/Title 1 Support – Roberta Stillin-Dowman  

 Stephanie Allen – Supervisor of Data and Assessment – Stephanie Allen  

 Secretary to the District Superintendent – Maureen Bouchey 

 Supervisor, Special Education – Susan Bouchey 

 Supervisor, Special Education – Lori Montpetit  

 Supervisor, Special Education – Rachel O’Donnell  

 Supervisor, Special Education – Emilyann McGregor  
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Five superintendents (Joseph Kardash, Colton-Pierrepont, Lauren French, Gouverneur, 

Susan Todd, Heuvelton, Darin Saiff, Parishville-Hopkinton, and Patrick Brady, Massena) 

were interviewed as a group for approximately 1½ hours. Questions focused on the type 

and amount of services received from BOCES, service satisfaction, strengths and 

weaknesses of programs, and the administrative structure. The focus of the questions for 

the BOCES people included descriptions of responsibilities for budgeting, supervision 

and evaluation, program development and evaluation, marketing, and working with 

component school districts.  Copies of the interview protocols for each group may be 

found in Appendix 2. 

2. Document review.  The consultants requested a series of documents and materials to 

review prior to the initiation of the study.  These included: 

 Current organizational charts 

 Listing of all administrative staff 

 Job descriptions and salary data for staff 

 Administrative and program budget information 

 Current and past services guides 

 Program enrollment data 

 BOCES policies, plans, and procedures 

 Personnel policies and procedures 

Additional information provided during and after the interviews regarding other areas 

was also reviewed. 

3.   Survey of Superintendents.  In order to obtain perceptions of program strengths and 

needs from all superintendents, an online survey was distributed through Survey Monkey 

in March 2016.  The final response rate was 72% (13 of the 18 superintendents).  

Reminders were sent on three occasions to those who had not responded.  A copy of the 

online survey may be found in Appendix 3. 

 

III. Study Principles. 

The consultants’ orientation toward BOCES programs and services is based on ten 

principles or essential attributes of effective BOCES.  While there is no magic formula to 

becoming a well respected, effective, and efficient service organization, BOCES that have 
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developed the most enduring relationships with their component districts have accomplished this 

goal through the creation of a culture of service and quality that is found throughout every level 

of staff and in every program.  That culture has ten essential attributes that must be developed by 

the leadership team through consistent example, clearly articulated expectations, and well-

implemented systems of practice. It is necessary for the culture to permeate through every level 

of the organization and become second nature for all employees. 

Inherent to the BOCES culture of success is a laser-like focus on high quality and cost-

effective services provided in ways that are: 

 Student-centered – A BOCES that is student-focused and measures its success on 

how well the students in its districts perform will be a BOCES that develops the right 

kinds of relationships with components. 

 Communicated – The BOCES is not an entity unto itself but rather is an extension of 

the component districts and exists to serve the districts. Clear communication with the 

districts about programs, budgets, and results is essential in creating, delivering, and 

evaluating services.  

 Competent – Underlying the success of all BOCES is having competent staff who are 

knowledgeable about their area of responsibility and who have an orientation of 

service toward the districts. 

 Responsive – Responsiveness is measured by the immediacy of returned calls and 

emails as well as by the creativity used in providing services and programs to meet 

district needs. 

 Credible – Credibility is established when the BOCES staff deliver what is promised, 

if not more. 

 Innovative – The art of providing BOCES services is to creatively meet district needs 

before the needs are recognized. BOCES role is to constantly keep new ideas in front 

of districts while preserving for districts the right to make their ultimate program 

decisions.   

 Accountable – Accountability for BOCES services is measured every year when 

districts choose to purchase services.  The best way to ensure ongoing accountability 

is to exceed the expectations of the districts’ staff. 
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 Respectful – Districts often identify services with the individuals that provide them.  

Caring and understanding people’s ideas and needs will engender the respect 

necessary for any BOCES staff member to be successful. 

 Energetic – There are few substitutes for hard work.  Districts recognize and respect 

an energy level that conveys a commitment to the success of the BOCES and the 

districts it serves. 

 Valued – Nothing will get a district’s attention faster than services that they perceive 

to be too expensive.  BOCES should be providing services that school districts can’t 

provide in a cost effective manner on their own.  And, importantly, BOCES services 

must be cost-effective before consideration of BOCES aid.  Aid received by districts 

for BOCES services should be a bonus and should not be used as justification for the 

cost of services. 

It was clear in our discussions with staff, board, and districts that these attributes guide the work 

of the St. Lawrence-Lewis BOCES and should be the focus guiding our recommendations. 

 

IV. Background: 

 The St. Lawrence-Lewis BOCES provides services to 18 component school districts in 

northern New York State. The districts range in size from 2,706 students in Massena to 280 

students in Hammond. Ogdensburg is the only city school district. Spread over 2 counties, the 

supervisory district is large encompassing 2,643 square miles, the 3rd largest BOCES in 

geographic size. For the most part, the districts do not have great wealth or capacity to deal with 

the significant changes that are facing educators in New York State today. As a result, these 

districts could be turning to BOCES to provide high quality services that support instructional 

improvement. Table 2 lists the BOCES districts and September 2015 enrollments. 
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Table 2 

Component School Districts in the St. Lawrence-Lewis BOCES 

District 2015-16 K-12 Student Enrollment* 

Brasher Falls 987 

Canton 1219 

Clifton-Fine 282 

Colton-Pierrepont 308 

Edwards-Knox 569 

Gouverneur 1558 

Hammond 280 

Harrisville 389 

Hermon-DeKalb 410 

Heuvelton 521 

Lisbon 564 

Madrid-Waddington 645 

Massena 2706 

Morristown 298 

Norwood-Norfolk 992 

Ogdensburg 1621 

Parishville-Hopkinton 432 

Potsdam 1284 

Total 15065 

*Source:  St. Lawrence-Lewis BOCES.  Information provided as of 

October 7, 2015  

 

With the majority of districts having enrollments of less than 1,000 students, we typically 

find that staffing in the districts is often limited to the superintendent, a business official, 

building principals, and special education director or equivalent.  One goal for BOCES may be to 

serve in a district office function for those component districts that do not have the instructional, 

technology, and management staff available at the central office level.  

The role of BOCES as a central office support is also important given the number of 

leadership transitions that occur in small districts. An analysis of change at the superintendent 

level is presented in Table 3 that follows.  Over a five-year period, 14 of the 18 districts (78%) 

saw change at the Superintendent level. 
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Table 3 

Change in Superintendents 

2011-2016 

District 2011 2012 2013 2014 2015 2016 

Brasher Falls     X  

Canton       

Clifton-Fine   X    

Colton-Pierrepont X      

Edwards-Knox     X  

Gouverneur  X     

Hammond    X   

Harrisville   X    

Hermon-DeKalb     X  

Heuvelton       

Lisbon      X 

Madrid-Waddington      X 

Massena     X  

Morristown     X  

Norwood-Norfolk   X    

Ogdensburg       

Parishville-Hopkinton       

Potsdam     X  

 1 1 3 1 6 2 

 

In years past, the State Education Department (SED) was a resource for districts in 

providing technical assistance for the implementation of state initiatives. However, the capacity 

of SED to provide this type of support to school districts has been lost since the Department has 

been downsized and lost the much of the content expertise it once had.  As a higher capacity 

system, BOCES staff is now called upon to provide that expertise to all districts, whether they 

are large districts with district office staff or whether they are smaller districts that struggle to 

find people to move initiatives forward. When anyone in the component districts has a question 

about any aspect of curriculum or instruction, they should think of BOCES as the first place they 

go for an answer. Should this goal of the BOCES be accomplished, the districts would be very 

well served. Similarly, although the districts typically have individuals supporting the business 

function, BOCES can act as the support center for the development of back office and other non-

instructional activities that might be more cost-effectively provided at the regional level. 
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V.  Special Education  

The study of the special education programs and services offered by the St. Lawrence-Lewis 

BOCES focused on an analysis of special education classroom assignments and staffing to 

identify potential ways to maximize the effectiveness of special education programming. 

Specifically, the analysis looked at how to maximize the effectiveness of the special education 

programming in the St. Lawrence-Lewis BOCES.  The questions addressed included: 

 In addition to the requirements of student individualized education plans, what are 

recommended procedures for decision making about staffing special education 

classrooms? 

 

 What should the criteria be for the location of special education classrooms? 

 

 Are there strategies for filling critical shortages of related service providers that have not 

been identified by the BOCES? 

 

Population of students with disabilities. The percentage of students who are classified with 

disabilities has increased over the past few years statewide from 15% in the 2012-13 year to 17% 

in the 2014-15 school year. Similar increases have been seen in the St. Lawrence-Lewis BOCES 

region.   

The vast majority of students with disabilities are educated in their home districts in regular 

education classrooms.  A smaller percentage of students with disabilities receive resource room 

or consultant teacher support or are in self-contained, district run special education classrooms.  

Less than 2% of all students in the supervisory district attend BOCES special education 

programs, which represent approximately 13% of the students with disabilities in the region.   

Table 4 that follows offers a summary of the number and percentage of students in each 

district who were classified as students with disabilities as of the 2014-15 academic year.  The 

percentage of classified students ranges from a low of 6% in Lisbon to a high of 25% in 

Edwards-Knox. This data is provided by the New York State Education Department. 
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Table 4 

Number and Percentage of Classified 

Students with Disabilities 

2014-15 

District 

# of 

Students 

Classified 

% of 

Students 

Classified 

Brasher Falls 138 14% 

Canton 220 18% 

Clifton-Fine 45 16% 

Colton-Pierrepont 24 8% 

Edwards-Knox 133 25% 

Gouverneur 291 18% 

Hammond 45 15% 

Harrisville 62 16% 

Hermon-DeKalb 63 17% 

Heuvelton 51 11% 

Lisbon 33 6% 

Madrid-Waddington 64 10% 

Massena 412 15% 

Morristown 27 9% 

Norwood-Norfolk 157 16% 

Ogdensburg 247 16% 

Parishville-Hopkinton 55 13% 

Potsdam 163 13% 

Source:  NYSED 

 

Overview of special education programs offered.  The St. Lawrence-Lewis BOCES offers 

a range of programs for students with disabilities at a variety of sites throughout the region.  

Regional sites for BOCES-operated special education programs are located in school district 

buildings in Potsdam, Ogdensburg, Lisbon, and Heuvelton.  In addition, a collaborative day 

treatment program is provided on the grounds of the St. Lawrence Psychiatric Center in 

Ogdensburg and programs are also offered at the BOCES Educational Services Center. 

Community Connections programs are located in Canton and Ogdensburg. 

There are 37 K–12 special education classrooms located across the St. Lawrence-Lewis 

BOCES. (This does not include the classrooms in the Beginning Years preschool program.) The 

classroom configuration for students with diverse learning, life skills, and New York State 

alternative assessment needs provides staffing ratios of 1 teacher and 1 teaching assistant for 

every 12 students (12:1+1). Management needs classrooms are provided in both the 8:1+1 and 

6:1+1 configuration depending on student needs. Applied behavior analysis (ABA) classrooms 

for students with autism and related issues are offered within the 6:1+1 configuration.  The ABA 

programs also require a 1:1 assistant for each student in the program in addition to the classroom 
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teacher and teaching assistant.  Comprehensive day treatment classrooms are offered at the St. 

Lawrence Psychiatric Center for students with management needs in the 6:1+1 configuration.  In 

addition to 1:1 teaching assistants, the psychiatric center also provides additional aide support. 

Tables 5, 6, and 7 provide a summary of the special education classrooms, number of students, 

and number of teaching assistants as of February 2016.   

 

Table 5 

St. Lawrence-Lewis BOCES Special Education Department 

Diverse Learning Needs and Life Skills Programs 

12:1+1 

Grade Level Location 
# of 

Students 

# of 

Teaching 

Assistants 

Diverse Learning Needs 

Intermediate Ogdensburg 12 5 

Middle Lisbon 3 1 

Middle Heuvelton 12 1 

High Heuvelton 14 3.5 

Life Skills & NYSAA 

Elementary Ogdensburg 11 5 

Elementary Potsdam 12 6 

Middle Ogdensburg 5.5 4 

Middle Potsdam 8 5 

High School Ogdensburg 13 4 

High School Potsdam 9 3 

High School Potsdam 9 4 

Information as of 2/4/16 

 

 

Table 6 

St. Lawrence-Lewis BOCES Special Education Department 

Management Needs Classrooms  

8:1+1 

Grade Level Location 
# of 

Students 

# of  

Teaching  

Assistants 

Elementary Potsdam 9 3 

Elementary Potsdam 5 4 

Elementary Ogdensburg 6 3 

Middle School Potsdam 5 3 

Middle School Potsdam 8 4 

High School Potsdam 12 4 

High School Heuvelton 7 6 

High School Heuvelton 5 2 

Information as of 2/4/16 
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Table 7 

Management Needs Classrooms 

6:1+1 

Grade Level 
Specialized 

Program Type 
Location 

# of 

students 

# of 

Teaching  

Assistants 

Elementary ABA Potsdam 7 8 

Elementary ABA Potsdam 7 8 

Elementary ABA Potsdam 7 8 

Elementary ABA Potsdam 8 9 

Elementary ABA Potsdam 7 9 

Elementary ABA Potsdam 7 8 

Elementary ABA Potsdam 8 9 

Middle School ABA Potsdam 7 8 

Elementary  Potsdam 6 7 

Elementary CDT St. L. Psych Center 5 1 

Elementary  Ogdensburg 6 7 

Elementary  Lisbon 5 5 

Elementary  Lisbon 5 6 

Middle School  Educ. Svc. Center 4 1 

Secondary CDT St. L. Psych Center 3 1 

High School Comm. Conn. Canton 6 1 

High School Comm. Conn. Canton 5 2 

High School Comm. Conn. Ogdensburg 7 1 

Information as of 2/4/16 

 
 

 

 
One of the first questions to be considered in reviewing this information is whether the 

staffing in special education classes is “appropriate.”  There was a sense expressed by some 

district administrators that there are “more adults than students” in some BOCES special 

education classes and that this is under the control of and/or influenced by BOCES staff.  

The survey of the superintendents indicated that while 70% of the superintendent felt that 

“the St. Lawrence-Lewis BOCES special education programs provide the appropriate levels of 

programming for our districts’ needs,” a number of the superintendents indicated concerns over 

the number of teaching assistants.  One superintendent indicated, “Some programs identified as a 

certain level of support require us to also employ additional services, such as an aide (teaching 

assistant) that increases the level of restrictive environment and the cost.”  Another 

Table 8 
Summary of Student to Adult Ratios 

Program 
# of 

Students 
# of 

Teachers 

# of 
Teaching 

Assistants 

# Students: 
# Adults 

Student: 
Adult 
Ratio 

12:1:1 108.5 11 41.5 108.5 : 52.5  1: .5 
8:1:1 57 8 29 57 : 37   1: .7 
6:1:1 110 18 99 110 : 117   1: 1.1 
Total 289.5 37 169.5 289.5 : 206.5 1: .7 
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superintendent indicated that there are “too many costly teacher assistants… need an effort to 

limit system wide.”  These comments were echoed in the interview with the five superintendents. 

The data presented above and summarized in Table 8 does indicate that there is a high ratio of 

teachers and teaching assistants to students.  This is especially high in the 18 Management Needs 

Classrooms (6:1+1) provided through CoSer 203 where there are 110 students and 117 adults (18 

teachers and 99 teaching assistants) for a student to adult ratio of more than 1:1.  This is, in part, 

due to the programmatic requirement for ABA classes that there be a 1:1 teaching assistant 

assigned for every student in addition to the teacher and classroom teaching assistant.  It should 

also be noted that the two Comprehensive Day Treatment classes have additional adults  (child 

care assistants) assigned from the psychiatric center staff that are not accounted for in these 

tables. 

Staffing in special education classrooms is guided by Commissioner’s Regulations, Part 

200.6.   The number of adults in a classroom is expressed as a ratio of teachers and teacher 

assistants to students.  A student’s IEP that describes the classroom placement as a 6:1:1 means 

that the student is in a class that will not have more than 6 students to one teacher and one 

paraprofessional. In those cases where more students are assigned to the class, the BOCES or 

school district must apply for a waiver from the New York State Education Department. 

In order to determine whether or not there are too many teaching assistants in BOCES 

programs, it is important to review the process for assigning 1:1 teaching assistants.  By 

regulation, the decision is made at the district level by the Committee on Special Education 

based on recommendations from the evaluation of the student. In addition to these 

recommendations, this decision is influenced by parent and teacher requests. Each of these 

decisions is made individually and separately. In the case of students being enrolled in BOCES 

special education programs, the decision is made individually and separately by the CSE’s from 

each of the districts. It appears, however, from discussions with BOCES special education 

supervisors that there is a requirement in the ABA program that each student be assigned a 1:1 

teaching assistant. 

At the procedural level, it is clear that the number of 1:1 teaching assistants is consistent 

with the regulations governing student placement and the operation of the individual district 

Committee on Special Education.  By regulation, the BOCES has no control over the staffing 

other than to hire and staff programs in accordance with the regulations. One of the factors that 
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influence the number of 1:1 teaching assistants is that each Committee on Special education 

typically makes decisions independently without always knowing what the 1:1 staffing will be 

for other students in the classroom.  While decisions are made based on the needs of each 

individual student, it is possible that increasing formalized coordination among CSE’s might 

result in decisions to have shared part-time 1:1 assistants on a more regular basis. 

The issues raised regarding the number of adults in a classroom are not limited to this 

BOCES region.  The New York State Education department has addressed this issue over the 

past few years and there are several BOCES that have attempted to think about staffing in a more 

holistic way that requires a change in the regional culture of special education programs, 

committees on special education, and parents. Those that have been successful have developed a 

culture that supports careful consideration on an ongoing basis of the need for 1:1 teaching 

assistants.  A regional approach requires ongoing professional development supported by a 

system of observational data to determine whether each student needs the support of full or part-

time teaching assistants.  This data should be collected prior to the student’s admission to the 

program and discussed at the initial CSE meeting.  Data should also be collected after the 

student’s first 30 days and then regularly every 6 months in the program. Adjustments in the 

assignment of 1:1 teaching assistants assignments are then made regularly based on the data 

review.  The monitoring system includes ongoing review by the BOCES supervisor as well as 

the BOCES Director of Special Education.   

It is important to note that there are multiple reasons for wanting to analyze and, perhaps, 

reduce the number of adults in special education programs.  Conventional wisdom would hold 

that the more individualized a program is for students, the better the student outcomes.  

However, there is evidence that for many students, having a 1:1 assistant causes dependence on 

the adult to do things and does not promote the development of independence of action that IEPs 

seek to achieve. Giangreco, Edelman, Luiselli, and MacFarland (1997) identified the potentially 

detrimental effects of paraprofessionals as including such things as separation from classmates, 

unnecessary dependence on adults, interference with peer interactions, insular relationships 

between the paraprofessional and the student, a feeling of being stigmatized, and others.   In 

addition to the impact on the individual student, the role of the trained special education teacher 

becomes more focused on managing the adults in the classroom than providing instruction. And, 

finally, the cost of unnecessary high adult to student ratios has a negative impact on school 
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budgets.  Changing the culture of special education by providing a more nuanced approach to 

coordination of the use of 1:1 teaching assistants may well result in more successful outcomes 

for students. 

 

Finding:  

Overall K–12 special education staffing of teachers and teaching assistants in the St. 

Lawrence-Lewis BOCES indicates a student to adult ratio that is, on average, 1 student to 

every .7 adult. In the programs for students with management needs, the ratio is, on 

average, 1 student to every 1.1 adult.  Since the staffing is in accordance with the 

determinations by the Committees on Special Education in the component school districts 

and not controlled by the BOCES, any changes would need to involve a comprehensive 

effort by component districts working with the BOCES. 

Recommendation: 

 1.  The Special Education department should consider implementing a more 

comprehensive process of review of the utilization of 1:1 teaching assistants. Part of the 

consideration should include the development of a comprehensive system of professional 

development, coordination with all Committees on Special Education, and 

communication with parents about the rationale for the changes.  Representatives of the 

BOCES may want to meet with administrative staff from other BOCES that have 

implemented this process. The implementation of this process should be done in close 

collaboration with the Superintendents’ Advisory Committee for Special Education. 

  

 Locations of special education programs.  The St. Lawrence-Lewis BOCES is the 3rd 

largest BOCES in geographic size encompassing 2,643 square miles.  Providing special 

education classrooms in locations that minimize the amount of travel time that students must be 

on buses is challenging under these circumstances. Current special education classrooms are 

located in school five school districts as well as at a BOCES center and the St. Lawrence 

Psychiatric Center.  

 Historically, in many BOCES, special education classrooms were placed in districts 

where space was available, districts were accepting, and groupings of students were enrolled.  

Changes in classroom location were common as district needs changed, enrollment increased or 
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decreased, and other factors intervened.  In some cases, this meant that a student that was 

enrolled in special education programs for multiple years of their educational career might attend 

multiple school districts. Typically factors such as the accessibility to multiple districts, logical 

transportation runs, opportunities for integration, accessibility of administrative and related 

services, cost effectiveness, and staff acceptance and support are factors that BOCES consider 

when determining the placement of programs.  

 Superintendents identified classroom location as an issue in both the interviews and the 

survey. In response to the survey question, “St. Lawrence-Lewis BOCES special education 

programs are located in the best possible mix of locations for all districts in the BOCES,”39% of 

the superintendents disagreed. Comments included: 

 Prefer an ABA program on our side of the county, preferably Ogdensburg. 

 They are only located in a couple of schools. 

 I found the work done by Jennifer Bolton-Carls in the Oneonta area to be very 

progressive.  She did an analysis of the schools within her region and offered services in 

locations that best fit the demographics.  We all know the populations have changed 

within our county.  Offering programs and services based on decades old data doesn’t 

make sense, nor is it responsive to the dramatic changes in demographics or student 

need. 

 …I am concerned that ABA is centralized, though, as we are quickly running out of space 

in our school buildings.  As we look to restore programming cut during the recession, I 

worry that we will have to deny BOCES requests for additional space. 

 Most services are on the wrong side of the county for my district. 

 

As we consider the question of the appropriateness of the current location of special 

education classrooms and the development of possible criteria for classroom location, it is 

important to examine where programs are located and the distances that students may have to be 

transported to BOCES programs.  Recognizing that the students being transported are the most at 

risk students, lengthy trips to get to and from special education programs are not beneficial and 

should be avoided whenever possible.  

It appears that the location of classrooms has been fairly stable in the St. Lawrence-Lewis 

BOCES over the past years. Classrooms in Lisbon and Heuvelton were most recently added due 

to requests from districts.  
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Table 9 

Special Education Placement Locations by School District 

2015-2016 

# of students each district sends to each location 

 Canton Heuvelton Lisbon Ogdensburg Potsdam 
Psych. 

Center 
Total 

Brasher Falls                          8          8 

Canton      9       1         1      14  25 

Clifton-Fine                                 0 

Colton-Pierrepont                                9  9 

Edwards-Knox      1       1                  1 1 4 

Gouverneur             6                  4  10 

Hammond                           1        1 

Harrisville                                 0 

Hermon-DeKalb             9            4      3  16 

Heuvelton      1       8            11        20 

Lisbon      1       1    4        3      4 1 14 

Madrid-Waddington      2       2    1        1      13 1 20 

Massena      5            2        1      32 1 41 

Morristown             4    1        8      3 1 17 

Norwood-Norfolk      2           2              14  18 

Ogdensburg              8    3        36      1 1 49 

Parishville-Hopkinton                               9  9 

Potsdam                               9 1 10 

Total 21 40 13 66 124 7  

Source:  St. Lawrence-Lewis BOCES 

  

 Table 9 summarizes the data of the current special education placement locations and the 

number of students that each district sends to each location during the 2015-16 school year. A 

visual analysis of this table indicates that only 5 of the 18 districts send to 5 or more BOCES 

special education sites (Lisbon, Madrid-Waddington, Massena, Morristown and Ogdensburg). 

 It is clear from Table 10 that the distances among the various St. Lawrence-Lewis 

BOCES sites and many of the districts are large and the amount of time from many of the 

districts to special education sites exceeds an hour.  In most cases the districts choose to send to 

the programs closest to them in order to minimize the busing time.  However, since the ABA 

classes are offered only in Potsdam, districts like Clifton-Fine, Hammond, Morristown, and 

Gouverneur must transport their students long distances to participate in this specialized 

program. 

 The five classroom sites are relatively centrally located within the BOCES region, 

although in a region that is as large as this one, this still means long distances to programs 

for the outer ring of districts such as Gouverneur, Edwards-Knox, Hermon-DeKalb, Colton-

Pierrepont, Parishville-Hopkinton, Brasher Falls, Hammond, Massena, and Clifton-Fine. Of 
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these districts, Clifton-Fine and Harrisville send no students to BOCES special education 

programs and Hammond only sends 1 student.   

 

Table 10 

Distance in Miles from School Districts to Special Education Sites 
District Canton Heuvelton Lisbon Ogdensburg Potsdam 

Brasher Falls 28 42 34 44 15 

Canton  16 16 19 13 

Clifton-Fine 35 43 49 49 41 

Colton-Pierrepont 15 30 29 32 9 

Edwards-Knox 19 24 33 30 27 

Gouveneur 25 22 39 28 36 

Hammond 40 22 32 22 51 

Harrisville 41 40 49 46 49 

Hermon-DeKalb 7 9 16 15 18 

Heuvelton 6  9 6 27 

Lisbon 16 9  11 22 

Madrid-Waddington 14 23 13 20 13 

Massena 28 42 29 36 20 

Morristown 30 18 22 12 41 

Norwood-Norfolk 16 30 23 32 7 

Ogdensburg 19 6 11  30 

Parishville-Hopkinton 24 38 32 41 11 

Potsdam 13 27 22 30  
The mileage information was obtained from Google and is from the district office location of 

each site.  Distances, therefore, may differ depending on the buildings in each district from 

which the students are picked up from and dropped off.  Distances in bold indicate that students 

from that district are attending programs at the site. 

 

 There are districts that send students to programs at the Jefferson-Lewis BOCES either 

because the appropriate program for the student is available there or that the distance that the 

student must be bused in shorter than to a program within the St. Lawrence-Lewis BOCES. In 

the current year, Gouverneur sends 7.5 FTE students to programs at the Jefferson-Lewis BOCES, 

spending close to $300,000 on the 8:1:1 class, 1:1 aides, and related services.  

 How can a BOCES with a large geographic area provide classes that meet the location 

needs of component school districts while still maintaining a cost effective program?  Much like 

the previous question regarding 1:1 staffing, this is a concern at all geographically large BOCES 

and is one for which there is no easy solution.  
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 As mentioned earlier, BOCES special education programs typically serve a very small 

percentage of all students with disabilities in the region.  If school districts have appropriate 

numbers of students within the same age ranges and same needs, it is most appropriate for the 

school district to offer that program.  It is also appropriate for two school districts in close 

geographic proximity to share classrooms (with or without BOCES) when the appropriate 

number, age range, and needs of students are present.    

 The challenge faced by the component school districts and BOCES is to provide high 

quality, well-supervised, and cost-effective programs in locations that are as close to the majority 

of students who need the programs.  Further challenges are to maintain stability of programming 

and location for students who will be attending programs for multiple years within school district 

locations that are supportive and accepting of BOCES programs.  

One way to address the issue is to utilize the data on student population need and 

availability of space. Several NYS BOCES have used data analysis to decide upon the locations 

for their classrooms.  The Otsego-Northern Catskills BOCES, another primarily rural BOCES 

with a large geographic area, has utilized 5Maps, a software program from Forecast5 

Analytics. The component schools gave permission for the BOCES to access student data files 

to map by home address, age, grade, and classification of each student.  This enabled the creation 

of groupings of students and allowed for the identification of the best locations for classes.  It 

also allowed an analysis to determine if there were too many of any one type of class and to 

identify the number of students attending classes outside of the BOCES region.  This enabled a 

determination of whether there were enough similar-need students to create a new class. This 

approach also allows districts to save on transportation costs. The result of this analysis was that 

there were some classes opened for students who were being served outside of the region.  

However, no classes were moved.  

 It is important for the decision makers in the region to understand and clarify the criteria 

for the selection of locations for special education programs.  Criteria typically are based on 

those characteristics that the BOCES and the component districts value most – impact on student 

success, safety and cost-effectiveness.   Examples of criteria used include: 

 Geographic accessibility to multiple districts (clustering programs in several districts 

allows for shorter transportation times for students) 
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 Efficient transportation runs (eg. special education and CTE students are transported to 

locations that are nearby to minimize the number of runs that a district may have to 

provide) 

 

 Accessibility of administrative and related services (supervision and support for 

programs and students should be available from BOCES supervisors and related service 

providers) 

 

 Cost effectiveness (class enrollment should be maximized to the degree allowed by 

regulation to ensure that programs are as affordable as possible)   

 

 Acceptance and support from staff in component district of location (the culture in 

the district of location should be supportive of the presence of the special education 

classrooms and there should be opportunities for inclusion of students in classes and 

activities) 

 
  

  Findings: 

The St. Lawrence-Lewis BOCES has K–12 special education classes in five main 

locations that are centrally located in the region.  However, the central locations still 

require long bus trips for students from half of the districts.  Some districts send students 

to programs outside the BOCES. 

 Recommendations: 

2. The BOCES should consider using the Forecast 5 Analytic program or other similar 

approaches to determine the most appropriate classroom locations. 

3.  Discussions should be held with all of the superintendents to determine the criteria 

that should be utilized when special education classroom location decisions are made.  

 

Shortage of Speech Therapists and other related services providers.  A challenge facing 

the St. Lawrence-Lewis BOCES and its component districts is the difficulty in hiring and 

retaining related services providers, especially speech therapists.  The BOCES has three speech 

positions that have not been able to be filled. In addition, there is the expectation that there will 

be at least one retirement of a speech therapist at the end of this year.  The shortage faced by the 

BOCES and its school districts is not limited to this region but is found throughout New York 

State and the country. An article in the Winter 2013 issue of the publication of National 

Association of Special Education Teachers indicates that: 
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There is a shortage of speech-language pathologists (SLPs) in this country. This 

shortage is due, in part, to the limited number of openings in graduate programs 

and the increased need for SLPs as their scope of practice widens, the autism rate 

grows, and the population ages. Schools are feeling this shortage the most…In 10 

years time, there is predicted to be a 27% increase in job openings and 

employment for SLPs is expected to grow faster than the average for all other 

occupations. 

 

Individuals holding certification as a Teacher of Speech and Hearing Handicapped or a 

Teacher of Students with Speech and Language Disabilities or licensure as a Speech and 

Language Pathologist may provide speech services in schools. All of these pathways require 

completion of an approved program in speech and language and a master’s degree in speech and 

language pathology within three years of initial certification. 

  There are approximately 24 graduate programs that offer degrees in speech and language 

pathology in New York State and only 7 or 8 schools statewide that offer programs leading to 

certification in speech and language.  Of the “upstate” schools, there were only about 120 

bachelors level completers (USDOE, Title II Report, 2015). The schools include Elmira College, 

Ithaca College, Nazareth College, SUC Buffalo, SUC Fredonia, SUC Geneseo, and Syracuse 

University. While SUC Plattsburgh and SUC Potsdam are listed in some resources as having 

programs, they have not had recent graduates and a search of their websites does not indicate that 

the program is currently being offered. One way to receive speech and language services is 

through contracting with independent speech and language pathologists, but data from NYSED 

indicates that in January 2016, there were only 41 licensed speech and language pathologists in 

St. Lawrence County and 12 in Lewis County. 

 Over the past ten years, initiatives have been underway with New York State Education 

Department and other agencies to address the shortage.  Major initiatives were implemented in 

New York City in the mid 2000’s.  In 2006, NYSED and Directors of Graduate Programs formed 

a task force to address shortage issues.  Some of the potential solutions included increasing the 

number of seats in programs and using distance learning graduate programs, such as one that the 

Western Kentucky University has provided to New York City teachers. 

 Since the shortage of speech services identified by staff at the St. Lawrence-Lewis 

BOCES is not limited to that area alone, it is likely that the ultimate solution will not be found in 

isolation. Increasing the availability of providers of speech and language services will only occur 
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when there is a statewide effort to recruit into the field, expand the number of programs 

available, and provide ongoing professional development.  In the meantime, there are several 

strategies that can be attempted by the BOCES in concert with the component districts.  These 

include the ongoing efforts discussed by BOCES staff to ensure that the amount of speech 

services identified in the Individualized Education Programs for students is evaluated on a yearly 

basis to determine true need.  Other strategies include the exploration of on-line speech therapy 

(or telepractice) that delivers speech-language therapy using live videoconferencing on a 

computer equipped with a webcam and an audio headset. This may work with some students and 

may be inappropriate for others.  And finally, there are some suggestions that one effective 

strategy might be to rethink the delivery of speech therapy by changing the approach to the 

development of caseloads.  This approach identifies the appropriate levels of intervention that 

will result in the desired student outcomes and provides a variety of individual, group, intensive, 

and short-term therapies.  Described in a paper by Barbara Moore and Judy Rudebusch entitled 

Managing Workloads in a Caseload-Driven World (2016), the paper provides guiding principles 

for implementing a workload approach for the delivery of speech therapy focused on student 

outcomes and the shortage of staff.  Discussions with special education administration at the St. 

Lawrence-Lewis BOCES indicate that the beginnings of this type of analysis are already 

occurring. 

 Developing connections with those higher education institutions that offer speech-

language programs will also be important.  We would suggest organizational outreach as well as 

a more personal approach.  Outreach to one or more of the higher education institutions that train 

speech professionals to talk about possibilities for collaborations for practicum and supervision 

experiences might begin linkages that would result in more candidates.  Similarly, on a more 

personal level, efforts could be made to support the development of connections among the 

speech and language professionals in the BOCES and current students in programs.   

 And, finally, it is suggested that this issue be raised with the Commissioner and her staff 

to assist in the development of a statewide approach to a statewide issue. 

Findings: 

The shortage of speech therapists identified by the BOCES exists throughout New 

York State and the nation. Institutions of higher education in New York State are 

not graduating many students in speech and language therapy and the number of 
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graduate programs and seats in each program is limited. 

 Recommendations: 

4.  Consider the use of technology to provide speech therapy through one of the 

services that is available. 

5.  Work with the State Education Department to address the problem on a 

statewide level. 

6.  Develop relationships with institutions of higher education providing graduate 

level training in speech pathology and local superintendents and BOCES staff to 

develop innovative ways to increase the numbers of speech therapists trained and 

moving to the North Country. 

7.  Engage BOCES and school district CSE chairs and speech therapists to 

develop a plan for reaching out to students already enrolled in programs to 

provide internships, practicums, and other opportunities. 

8.  Continue to send hiring representatives to attend the major college recruitment 

fairs that are held in Cortland, Rochester, Plattsburgh, and Buffalo each spring. 
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VI.  School Improvement Department 

 
The School Improvement Department is located within the Instructional Resources 

Department and is described in the 2016-17 Services Guide as a service that: 

 …assists districts to implement long-range professional and data-based school 

development plans to meet NYSED requirements and improve student learning and 

performance. Professional development opportunities meet teacher, school, and district 

needs based upon plans, data, and state and federal requirements (526.020). Professional 

development offerings will support the major themes identified by the Instructional Team 

and component districts, and whenever possible, programming will be constructed in a 

job-embedded, sustainable fashion. Development of local capacity will be a priority. 

Consistent and clear information will be given to districts regarding initiatives and 

revisions in curriculum, instruction, and assessment policies from NYSED. A basic data 

service will be included with the purchase of School Improvement to include Grade 3-8 

and Regents (scanned) cumulative, multi- year, reports and graphs.  

Falling under the administrative responsibility of the Assistant Superintendent for 

Instruction, the Senior Supervisor of School Improvement provides leadership for the department 

and supervises the Supervisor of Data and Assessments, Supervisor of Instructional 

Technology/Model Schools, Supervisor of Instructional Resources/Title I Support and the 

Director of School Library System/LRC Supervisor.  The position of Senior Supervisor of 

School Improvement also supervises the area of Instructional and Administrative Technology 

including the Information Technology Supervisor.  

The department currently provides traditional professional development for teachers and 

administrators as well as specialized services supporting districts with their data analysis, Title I 

and AIS, library system, and model schools and distance learning programming. (Since the 

Senior Supervisor for School Improvement supervises both administrative and instructional 

technology, there is overlap between the two departments.) 

Over the past few years the focus of the department was on meeting the demands of the 

Race to the Top Grant.  In addition, as a recipient for the region of the Strengthening Teacher 

and Leader Effectiveness (STLE) grant and a Teaching is the Core grant, the staffing, focus, and 

initiatives were guided by the requirements of these grants.  As the funding for the grants ended, 

the department adjusted some its offerings and staffing. 
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As a result of these changes, the questions that the study examined were directed at 

determining whether the focus of the School Improvement Department is currently meeting the 

need of component districts.  Specifically, the study looked at: 

o How are regional needs identified? 

o What is the process (and criteria) for developing new programs? 

o How are services evaluated? 

 

To collect information for this portion of the study, interviews were held with the District 

Superintendent, Assistant Superintendent for Instruction, the Senior Supervisor of School 

Improvement, Supervisor of Instruction (Title I/Accountability Services), LRC Supervisor/SLS 

Director, Supervisor of Data and Assessment, and the Supervisor of Model Schools/Distance 

Learning. In addition, information from superintendents was collected through an on-line survey 

of all superintendents and a group interview conducted with five component district 

superintendents. 

 Superintendents indicate satisfaction with the responsiveness, involvement, and approach 

of the school improvement department.  Three questions were asked to determine the perceptions 

of the superintendents about the service: 

1. The St. Lawrence-Lewis BOCES School Improvement department has been flexible and 

responsive when asked by component districts to develop and deliver services. 

 

2. Component district staff are confident in the School Improvement Department’s ability to 

deliver high quality programs and services.   

 

3. The School Improvement Department at the St. Lawrence-Lewis BOCES works to 

develop consensus on the regional needs for school improvement by involving 

superintendents, principals, and others to determine what should be offered. 

 

Superintendents are overwhelmingly positive regarding the flexibility and responsiveness of the 

School Improvement Department with 75% agreeing with this statement and 25% strongly 

agreeing. Comments included: 

“Overall, I would say that they have been flexible and try to keep up with needs for 

professional development.” 

 

“I feel evidence is available that indicates that people are listening and the responsive 

nature has been improving.  I am cautiously optimistic that it will continue to change in 

this direction.” 
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There is a high degree of confidence in the ability of the School Improvement Department’s 

ability to deliver high quality programs and services with 83% agreeing and 17% strongly 

agreeing.  Comments included: 

 “I think it is difficult for any BOCES to “be all things to all people.”  BOCES, when not 

able to provide the local quality needed to address issues, needs to be more proactive to 

find those services and support the cross contracting in a more aggressive manner.” 

 

Responses were more mixed when considering the question of how the department works to 

develop consensus on regional needs to determine professional development offerings.  While 

67% of the superintendents agreed and 17% strongly agreed, a minority (17%) disagreed.  The 

comments on this question are telling: 

“I see improvements in this area and again remain cautiously optimistic that the positive 

changes will remain.” 

 

“There is a committee at the superintendents’ level but the information is not always 

filtered well to the group.” 

 

“I think this process could be improved.  Generally the School Improvement Department 

works through the Superintendents, but I think principals are sometimes better positioned 

to know the needs within their buildings.  And I am not sure teachers are always asked 

what they need – surveys have gone out from time to time but not regularly.” 

 

Related to the concept of the development of consensus around the determination of professional 

development offerings was the question that asked about the use of identified criteria and an 

understandable process for developing new instructional and school improvement programs.  

Responses to this question indicated that 20% of the superintendents either strongly disagreed or 

disagreed while 80% agreed or strongly agreed.  Comments indicated that the process is not clear 

to, at least some, of the superintendents. 

“I do not know the process, therefore I would say it is not an identified criteria nor 

understandable.” 

 

“I can’t accurately answer this question as I’m not aware of the criteria being used to 

determine programming.” 

 

In the discussion with superintendents, it became apparent that there are very positive feelings 

about the services provided by the school improvement program. Superintendents indicated that 

the trainings are effective and that the move to the Educational Support Center has helped as the 
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building has become a locus for training.   The work done for the STLE and the Teaching is the 

Core grants was commended for providing small districts a chance to work with colleagues and 

to begin to break down the cultural barriers among districts.   

 The past five years have provided many opportunities for BOCES professional 

development and school improvement departments to serve component districts in meeting the 

requirements of the Race to the Top grants through work in curriculum, evaluation, and 

assessment.  Professional development programs in BOCES across the state are all trying to 

determine the most appropriate path forward for assisting schools to help students learn.  There 

are a variety of strategies that are being followed that may assist the St. Lawrence-Lewis BOCES 

as it looks for ways to identify regional needs through a clear and understandable process and 

evaluate its success. 

 There is no doubt that the School Improvement Department is an effective, highly 

respected, and responsive BOCES service.  The question that the BOCES must consider, 

however, is how to continue the qualities of responsiveness and quality in the evolving future 

educational environment.  While the current services are perceived as effective, there was not a 

sense that there was a clear and shared vision for what the service should be and what the 

services are intended to accomplish.  The challenge, therefore, is how to create a service in a way 

that meets the needs of the districts, engages staff, and, most importantly, results in improved 

outcomes for students in the region.   

 Recent research on the effectiveness of professional development calls into question 

current approaches.  The TNTP (The New Teacher Project) study entitled The Mirage:  

Confronting the Hard Truth about our Quest for Teacher Development (2015) finds that districts 

are making massive investments in teacher improvement but despite these efforts, most teachers 

do not appear to improve substantially from year to year.  Even when teachers do improve, the 

study was unable to link growth to any particular development strategy.  And finally, the study 

found that school systems are not helping teachers understand how to improve or that they have 

room to improve at all.  The study’s recommendations are that school districts redefine what it 

means to help teachers improve, reevaluate existing professional learning supports and programs, 

and reinvent how districts support effecting teaching at scale. While this study was based on an 

examination of three large urban school districts, it raises many questions about the long-term 

effectiveness of the investment of time and money into professional development.  Without 
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clearly articulating the outcomes that a region wants to achieve, developing the professional 

development activities that align with these goals, providing high quality professional 

development, administratively supporting the learning in the classrooms and schools, and 

evaluating its short and long term success, the results will be far less than we would want.   

The time is ripe for committing to an approach that brings together the BOCES and its 

“customers” to create and implement a vision for the program for the next five years.  It should 

begin with discussions at the superintendents’ advisory committee and use regional and 

statewide data to identify a focus and strategies.  Discussions should consider the evolving 

educational environment as the how of the vision is created.  Consider factors such as time, 

place, support, and technology.  Teachers and administrators do not want to be out of their 

classrooms and buildings often so how can learning and support be provided?  Research tells us 

that embedded professional development is often the most effective as well as quite expensive.  

Are there ways to create support networks in buildings and across districts using technology?   

The discussion should proceed from the superintendents’ committee to the full group of 

superintendents and then to the building administrators and other administrators.  Discussions 

with teacher leaders should also occur at the building, district, and regional level. Initially, the 

discussions may just revolve around what the goals and focus should be but it is hoped that 

eventually the delivery method – the how, where, and when of professional development in the 

region – should be addressed.  Involving representatives of the local institutions of higher 

education may also be helpful to find resources. 

 This approach brings together superintendents, principals, other administrators, and 

teacher leaders to use data to identify regional needs and specific strategies to meet these needs.  

A plan is developed, implemented by professional learning communities across the BOCES 

region, monitored through regular reports at superintendents and principals meetings, and then 

evaluated before developing the next year’s plan.  The Madison-Oneida BOCES has been using 

this strategy over a number of years identifying a regional focus, goals, and plans.  It has helped 

to clarify the focus of offerings around identified needs and to result in improved results across 

the region.  There is ownership of the plan across the continuum of stakeholders and, as a result, 

better implementation of strategies for improvement and change.  The region’s superintendents 

are involved in developing, supporting, and monitoring the implementation of the plan in their 

districts. 
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 Findings:   

 The School Improvement Department is considered to be responsive, effective, and 

capable of meeting districts’ needs.  However, there is not a clearly understood and 

shared process to determine the focus of offerings or overall direction for the 

department’s activities. Evaluation of programs is limited to the evaluation of individual 

workshops and not of the overall impact of the program. 

 Recommendations: 

 9.   The Superintendents’ Advisory Committee should become more involved in the 

development of a process for creating the vision and focus for the department.  This 

process should be databased, involve a range of stakeholders, and use a variety of 

strategies for program delivery.  
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VII.  Technology 

 The St. Lawrence-Lewis BOCES has a robust technology department supporting 

instructional and administrative technology for the component districts.  Instructional technology 

services are designed to support instruction and include such services as model schools, that 

provides professional development to assist staff to integrate technology into instruction, and 

distance learning, that connects a teacher to students in several districts.  The Instructional 

Technology Service provides comprehensive support of instruction through the purchase, 

installation, and maintenance of all parts of the network, servers, computers, and software.  In 

addition the service provides equipment repair, telephone interconnect services, and emergency 

communications. 

 The provision of technology services at the St. Lawrence-Lewis BOCES is unusual in 

that typically only Regional Information Centers are allowed by NYSED to provide 

administrative technology services such as networks, purchase of hardware and software, 

installment purchasing, servers, etc. Co-Sers that are approved by NYSED allow non-RIC 

BOCES to provide the instructional technology support including Model Schools, professional 

development, distance learning, etc.  That is not the case in this BOCES and resulted from 

concerns more than a decade ago regarding the quality and cost of the services that the St. 

Lawrence-Lewis BOCES and its component districts were receiving from the North East 

Regional Information Center (NERIC) which is located in Albany.  Because of the distance that 

districts were from NERIC and the perceptions of poor and expensive service, the District 

Superintendent at the time requested that NYSED approve a Co-Ser to allow for St. Lawrence-

Lewis BOCES to become a “mini-RIC” providing many of the administrative functions that a 

RIC provides. 

 Now, more than a decade later as technology has evolved, the BOCES is interested in 

whether the decision made previously is still in the best interest of the BOCES.  Specifically, the 

questions to be answered include: 

o What is the regional vision for services supporting technology and instruction? 

 

o What should BOCES technology services provide to districts and what should be 

provided through the Regional Information Center? 
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The St. Lawrence-Lewis BOCES technology department falls under the administrative 

responsibility of the Assistant Superintendent for Instruction.  The Senior Supervisor of School 

Improvement provides direct supervision of the area of Instructional and Administrative 

Technology including the Information Technology Supervisor and the Supervisor of 

Instructional Technology/Model Schools.  

 Superintendents indicate that the technology services offered by the St. Lawrence-Lewis 

BOCES are high quality, responsive, and meet their needs.  Four questions were asked to 

determine the perceptions of the superintendents about the department: 

1. Technology services delivered by the St. Lawrence-Lewis BOCES staff are of high 

quality. 

 

2. The BOCES technology department provides my district with the right blend of services. 

 

3. I understand the differences between the services offered by the St. Lawrence-Lewis 

BOCES technology services and those offered by the NERIC. 

 

4. Over the next five years, the BOCES technology services should provide my district with 

the following services. 

 

In response to the question about the quality of the technology services, superintendents were 

overwhelmingly positive.  77% of the superintendents agreed and 23% strongly agreed with the 

statement, “Technology services delivered by the St. Lawrence-Lewis BOCES staff are of high 

quality.” Comments included an indication that all of the technicians are not of the same quality 

as others and there “is a wide range of skill sets.  Some staff are simply superior to others.”  

When asked about the whether the technology department provides the type of services 

that are need by their school district, superintendents were again overwhelmingly positive with 

77% of the superintendents agreeing and 23% strongly agreeing to the statement, “The BOCES 

technology department provides my district with the right blend of services.”  One 

superintendent commented “…the quality of technicians is sometimes a problem.  Also, there are 

few who can work on complex infrastructure issues; mostly (they can do) computer hardware 

and software.” 

 The third question dealt with superintendents’ understanding of the technology services 

offered by the BOCES and those offered by NERIC.  In responding to this question, 54% of the 

superintendents indicated that they understood the differences between the services but almost as 

many superintendents (46%) indicated that they did not understand the differences (38% 
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disagreed with the statement and 8% strongly disagreed). One superintendent described the lack 

of clarity and the competitive nature of the offerings by saying,  

“This has been the single biggest learning curve for me as a superintendent.  This is SLL, 

This is NERIC—some are the same offerings; some are different.  SLL BOCES supports 

this and NERIC supports that. It is so confusing that I find much of my time over the last 

several years has been trying to figure out who does what.  I see this relationship as a 

competitive area of services not a collaborative area—I think we would all be better off if 

it could be collaborative.” 

 

The fourth and final question was open-ended and asked the superintendents to respond 

to the statement:  Over the next five years, the BOCES technology services should provide my 

district with the following.  The responses were varied but fit into 5 categories:  additional and 

improved technician support, guidance on the Smart Schools Bond Act, infrastructure 

improvements, support for instructional technology initiatives, and professional development. 

 

Table 11 

Services Desired Over the Next Five years 

Summary of Responses  

Improved  

Technician  

Support 

 Better trained technicians in more complex services 

 Competent and reliable IT support 

 Consistent staff placement 

 Onsite software support 

 Infrastructure support 

Infrastructure 

Initiatives 

 Complete upgrades on wireless 

 Phone system integration 

Planning 

Guidance 

 Long term planning for the region 

 Help in Smart School Planning 

Instructional 

Technology 

Initiatives 

 Support for 1:1 implementation 

 Help with BYOD projects – Bring your own device 

 Support for Computer Based Testing (CBT) 

 Add laptops and Chromebooks 

 More user friendly data access and analysis 

Professional 

Development 

 Sharing of best practices from classroom teachers at various levels and 

within various departments 

 Professional development for administrators so that they can keep up 

with what is happening in the classroom 

Responses to Superintendents’ Survey 

 

 The superintendents’ responses to the questions on technology are not surprising.  The 

needs are very diverse and range from the concrete (onsite technical support) to the more abstract 
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(long term planning for the region).  The challenges faced by schools range from the simple what 

to do when the computer isn’t working to what kind of platforms should we be using to how can 

we assist teachers and administrators to use technology in the best way for students.  In the 

February 5, 2016 Education Week article Technology in Education: An Overview, the editors 

begin by saying: 

 “Technology is everywhere in education: Public schools in the United States now provide 

at least one computer for every five students. They spend more than $3 billion per year 

on digital content. Led by the federal government, the country is in the midst of a massive 

effort to make affordable high-speed Internet and free online teaching resources 

available to even the most rural and remote schools. And in 2015-16, for the first time, 

more state standardized tests for the elementary and middle grades will be administered 

via technology than by paper and pencil.” 

 

The article goes on to say: 

“But a significant body of research has also made clear that most teachers have been 

slow to transform the ways they teach, despite the influx of new technology into their 

classrooms. There remains limited evidence to show that technology and online learning 

are improving learning outcomes for most students. And academics and parents alike 

have expressed concerns about digital distractions, ways in which unequal access to and 

use of technology might widen achievement gaps, and more.” 

 
Based on current expenditures, school districts in the region spend more than $6 million 

dollars a year on technology.  It is essential that the money spent be focused on what is needed 

and what is important. It is equally important that there is a shared understanding of how 

technology dollars should be used to best improve outcomes for students.  

The St. Lawrence-Lewis BOCES is well positioned to continue to support the 

instructional use of technology – the workshops and coaching that is provided through the Model 

Schools programs gets high marks from the superintendents and others.  Ensuring that there are 

strong connections between the work of the Model Schools Department and the School 

Improvement Department is an ongoing challenge. This is done, to some extent, by the Model 

Schools staff assigned to schools but it should extend to all workshops offered instructionally.  

During interviews with staff and superintendents, we asked about the regional vision for 

services supporting technology and instruction.  The responses indicated that this was an area 

where there was not shared understanding or an easily described vision.  It was clear from the 

interviews that BOCES staff felt that their vision was to meet district needs, provide options, and 

support technology in a cost effective manner before BOCES aid.  There was also a sense that 
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the BOCES role should be leadership but most often was reactive to the variety of district 

requests. Superintendents indicated that they were looking for strong leadership in the 

development of a common vision for the future of technology that is supportive of instruction– 

one that was focused on student success through college and career.   There is not a clearly 

articulated, collaboratively developed, and research based regional vision of technology that 

guides the services that the BOCES provides to the component districts.  As a result, discussions 

focus on the choice of hardware or software not on the question of how technology can best 

support the instructional needs of districts.  It should be noted that this is not an unusual situation 

throughout other regions of New York State and the country.  But it is a situation that will 

influence the effectiveness of the expenditures and implementation of technology. 

The Smart Schools Bond Act provides an opportunity for the region to come together to 

determine where technology will be going and what the regional vision for technology 

supporting instruction should become.  These discussions should be part of and clearly aligned to 

the development of a vision for the School Improvement Department. 

The development of a vision will also assist in answering the question about what 

BOCES technology services should provide to districts and what should be provided through the 

Regional Information Center. It is apparent from the superintendents’ responses that there is a 

lack of clarity regarding the differences between the services offered by the NERIC and those 

offered by the BOCES. Discussions with both superintendents and BOCES staff indicated that 

there is a general sense that the BOCES can offer services less expensively than NERIC can 

offer similar services. 

The service that superintendents often referred to for comparison was the computer 

technician service. Districts that choose to utilize the computer technician service through the St. 

Lawrence-Lewis BOCES purchase the service through the Instruction Technology (506) Co-Ser.  

Within this Co-Ser, after paying a base fee, districts can choose to utilize Computer Technicians 

in a combination of three categories:  End User, Server, Infrastructure, or Data Base.  The cost 

per full time equivalent (FTE) is $90,750 in the 2015-2016 school year.  There are 19 computer 

technicians employed by the BOCES that provide services to districts as well as to the BOCES. 

It is difficult to do an “apples to apples” comparison on charges for similar services that 

are provided by NERIC to the districts.  There are currently four districts that utilize NERIC for 

technician services:  Canton, Gouverneur, Madrid-Waddington, and Potsdam.  
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Discussions were held with the NERIC Director regarding the relationship between the 

RIC and the St. Lawrence-Lewis BOCES and the perceptions that the RIC did not serve the 

North Country districts well and that RIC services were more expensive.  The NERIC Director, a 

former North Country Superintendent, has been working for the past three years to change the 

perceptions of the services by improving the quality and responsiveness of the services offered. 

One of the strategies has been the transition to a team approach of technician services called 

Comprehensive Technology Service (CTS) that provides a technical team including a technical 

account manager and field technicians.  Districts participating in this service also receive active 

monitoring of supported servers, systems, and networks. One of the reasons that this service was 

developed was because districts who used the FTE based technicians tend to utilize them in a 

larger capacity than what their qualifications technically allow for which ends up leading to 

difficult situations. NERIC still provides FTE based technicians in Canton and Potsdam, but is 

trying to move to a service that provides a variety of levels of skill and expertise to a district 

rather than just one person. The cost for this service depends on the totality of the service 

requested.  According to the cross-contract information in the current year, Canton pays 

$109,642 and Potsdam pays $182,873.  Gouverneur pays $244,382 and Madrid-Waddington 

pays $106,461. 

Technology has changed significantly over the past decade since the decision was made 

to create a “mini-RIC.”  While districts tend to be content with the services offered, there is also 

a feeling that trends in areas such as data storage, security, redundancy, disaster planning, as well 

as telecom and wide area networks are moving at a faster pace than the BOCES is equipped to 

handle comfortably.  Identifying technology trends, providing ongoing and updated training for 

BOCES staff, dealing with the ability of the BOCES to attract and retain computer technicians, 

and retirements anticipated within the next few years all raise the issue of whether it is in the 

long-term best interests of the component districts to maintain a mini-RIC. Concerns have also 

been raised about the long-term impact of legacy costs of the technology staff that is shared by 

all of the component districts. 

In the area of instructional technology, questions have also been raised about distance 

learning opportunities.  The BOCES operates a distance learning Co-Ser with 12 districts that 

provides a range of college courses from Canton and Hudson Valley Community College in 

sociology, criminal justice, psychology, government economics, and literature.  Other courses 
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offered include AP calculus, AP statistics, physics, forensics, and Spanish IV.  NERIC also 

offers a robust distance learning service with 200 courses offered a day.  Discussions have been 

held previously about using the NERIC service in place of the BOCES service.  In earlier 

discussions, cost was identified as an issue.   

It is clear that acting as a mini-RIC has served the St. Lawrence–Lewis BOCES well over 

the past years.  Districts were generally pleased with the services provided and the costs were 

more easily controlled at the BOCES level than they had been at the RIC level.  Whether this 

will be true into the future as technology changes and the issues and infrastructure becomes more 

complicated is difficult to determine. However, the level of service needed by districts is rapidly 

changing and the ability of the BOCES acting as a mini-RIC will continue to be tested as the 

infrastructure supporting the technology evolves.  The maintenance of school technology 

systems by computer technicians may be less expensive in the short-term but more expensive in 

the long-term.  As support for technology infrastructure moves more and more to approaches 

such as remote monitoring, differential staffing, enhanced data security, and redundant systems, 

the decision to provide mini-RIC services may in fact be more costly in the long-term. What is 

also clear is that it is important for there to be open and collaborative discussions about what will 

serve the component districts best over the next decade.  As was stated by one respondent, 

“NERIC has not been well embraced here.  St. Lawrence-Lewis BOCES provides many services 

that are redundant (to the RIC’s).  We need to move to a partnership not a competition with the 

districts caught in the middle.”  

Findings: 

While districts are satisfied with the technology services received, there is no existing 

future vision defining how the technology in the BOCES region should evolve in the 

future to support instruction. Superintendents and the BOCES staff believe that this type 

of vision should be collaboratively developed. 

 

There is a lack of understanding about the differences between the services offered by the 

BOCES and the North East Regional Information Center.  The St. Lawrence-Lewis 

BOCES Instructional Technology Department has been providing a wide range of 

instructional, administrative, and technology infrastructure services to meet the needs of 
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the component districts.  The time has come to engage in serious discussions about 

whether this is the best fiscal and service approach for the short and long term. 

 

Recommendations: 

10.  The Superintendents and the BOCES should develop a shared future vision for 

technology that should support instruction. 

11.  Consideration should be given to an administrative reorganization moving the 

supervision of the Information Technology Supervisor to the Director of Financial 

Affairs to allow the focus of the Senior Supervisor of School Improvement to focus 

efforts on the provision of instructional services. 

12.  A task force of superintendents, BOCES staff, and representatives from the NERIC 

should meet to determine the programmatic and fiscal impact of moving administrative 

services to NERIC.  This group should address the issue of whether it is in the best 

interests of the component districts to maintain the status quo and continue providing 

administrative and infrastructure technology services at the BOCES rather than the RIC 

level. 

 

VIII.  Administrative Support Structures 

The final area of study dealt with the structures for administrative support at BOCES.  

The St. Lawrence-Lewis BOCES utilizes the county civil service agency for the hiring of most 

non-certificated staff.  In this region, as in most regions of the state, many of the titles and job 

descriptions that civil service has available are somewhat dated.  In the administrative support 

area, BOCES has staff with the titles of keyboard operator, data entry operator, microcomputer 

operator, secretary, and clerk in a variety of positions providing administrative support to 

supervisors. In many cases, the position has evolved over time. 

It is beyond the scope of this study to do a job analysis for each of the administrative 

support positions. However, discussions with BOCES senior level staff and other administrators 

provided some insights into issues with staffing that may influence how staffing decisions are 

made. 

As administrators manage their own calendars with their smartphones, respond to emails, 

text messages, and other forms of communication electronically, and “type” their own reports 
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and correspondence, the role of secretaries and other similar administrative support positions has 

changed. No longer is the secretary the person who takes dictation, types letters, answers the 

phone, and manages calendars. The present day assistant, be they a secretary, data entry clerk, 

keyboard operator, or clerk provides a variety of other supports. As technology has become more 

ubiquitous, jobs have changed significantly.  Creating and approving a purchase order is a good 

example of an activity that had many labor-intensive steps a number of years ago and has now 

been automated to the point of electronic approvals.  With these changes, it is not uncommon to 

see the number of support staff decrease or positions serve more than one department or 

supervisor at a time. 

Under ideal circumstances, titles for positions would change as the work changes. This 

has not consistently happened in the St. Lawrence-Lewis BOCES…..nor has it happened in 

many other organizations. The implications for changing titles, adjusting salaries (either up or 

down), and taking competitive civil service tests is simply not addressed by organizations. As a 

result, staff are allowed to remain in jobs whose duties have changed without having the title 

changed, often because of the risk of the civil service test. While this approach is common and 

understandable, over time it results in an organization that has many support staff in their 

original titles, doing different work, without anyone ever assessing the real need for the position. 

Discussions were held with several administrators regarding the need for additional 

support staff.  This issue seemed to be especially pressing in the School Improvement 

Department resulting from the movement of an administrative assistant to another job 

assignment.  In addition, the department had recently dealt with the closing out of several grants, 

and with it the departure of professional and support staff.  To approach the issue in a systematic 

way, the department staff had done an extensive listing of the work activities using a yearly, 

monthly, and daily activity calendar for each staff person. This work product should be analyzed 

by staff to determine which of the activities are necessary to the functioning of the BOCES 

service and which could be eliminated because they are duplicative or not necessary.  This 

exercise might help to determine whether or not there is a need for additional staff or whether the 

department should consider different approaches to carrying out the essential work. It may also 

help to provide cross-training across services and departments to assist in those times when one 

program has more intense needs than another. 
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Oftentimes requests are made for additional staff when the issue is that current staff do 

not have the skills, expertise, or experience to do the work that is now required of them.  The 

solution to this type of issue is one of supervision, training, and support.  A need for training for 

supervisors in a variety of personnel areas was identified by the Director of Employee/Employer 

Relations.   

In discussions with others, we learned that some administrative support staff review and 

approve requests for purchase orders and other budget related items.  With the advent of Win 

Cap and other related technology solutions, administrators and supervisors should be taking the 

time to review and approve all of these items and should not rely on the support person to 

approve the requisitions for them. 

Opportunities to look at reclassifying job titles, adding or reducing staff, or doing things 

differently occur every time there is an impending retirement or resignation.  Careful analysis of 

needs for a department should be done with the department staff, Director of 

Employee/Employee Relations, and the Assistant Superintendent or Director of Financial 

Affairs. 

Findings:   

There is not a general level of understanding across the organization about the number of 

support staff that should be maintained within the organization. 

 

There are a number of support staff positions that have staff who are doing work that 

does not match the job title that these staff are carrying. 

 

Recommendations: 

13.  Efforts should be made to cross-train administrative support staff to provide 

flexibility when individuals are out or when there are high support needs. 

14.  Analysis of department’s needs should be done every time there is a vacancy caused 

by a resignation or retirement.  This analysis should be done by a team of people 

including the supervisor, director, and assistant superintendent or director of finance. 
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IX.  Additional thoughts 

 This is one of a series of studies on St. Lawrence-Lewis BOCES services that have been 

requested by the District Superintendent to examine ways that practices and programs may be 

improved.  It is apparent that the approach that has been used by the BOCES is one that focuses 

on continuously looking for ways to improve programs to meet the needs of the component 

districts.  As a result, the services of the St. Lawrence-Lewis BOCES are highly regarded by the 

superintendents and the component school districts.   

 This study makes a number of recommendations in four specific areas to continue the 

improvement process.  There are two more recommendations that are made that tie together the 

specific recommendations on special education, school improvement, technology, and personnel. 

Most of the recommendations made previously in this report suggest additional involvement of 

the superintendents in making recommendations for change.  The level of involvement required 

with BOCES committees and task forces may be difficult to achieve given the workload of 

superintendents. In the 2015-2016 school year there are 7 standing committees of 

superintendents: 

o CTE & Alternative Education 

o Special Education 

o Instructional Technology/Administrative Computer Services 

o Instruction & Staff Development/School Improvement 

o Calendar 

o Employer/Employee Relations 

o Cooperative Business Office 

Committees typically meet in the hour prior to or following the twice-monthly superintendents’ 

meetings.  They are chaired by BOCES staff but reports to the full group of superintendents are 

made by a superintendent from each committee.  When asked about the functioning of the 

committees, superintendents and BOCES staff indicated that the hour prior to the full 

superintendents’ meetings is sometimes very effective and efficient but other times does not 

allow enough time for full discussion of issues.  In addition, some commented that 

communications regarding the committee work are limited.  There are typically not agendas or 

minutes of the meeting provided. There is also an inconsistency in the number of times that each 
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committee meets with some committees meeting most months but others meeting just 

occasionally. 

We would suggest that consideration be given to thinking about the reorganization of the 

existing superintendent advisory committees (Educational Administrators’ Committees).  The 

philosophy behind advisory committees is that: 

 BOCES exists to provide services to the component school districts; 

 BOCES cares about what the districts want and values their input on the development 

of services; and 

 The districts are invested in working with BOCES to develop and improve services. 

 

Typically, the purpose of superintendent advisory committees is to: 

 provide ongoing input from the superintendents for the operation of BOCES 

programs; 

 discuss collaborative solutions for state and regional initiatives; 

 investigate and develop new programs and make recommendations to all 

superintendents for adoption; 

 have in depth discussions of current and potential BOCES services; and 

 review BOCES program budgets 

 

To achieve the philosophy and the purpose of the advisory committees, a greater 

commitment to the effective functioning of the advisory committees must be given by both 

BOCES staff and the component superintendents. If the BOCES is really going to function as an 

extension of the component school districts, these advisory committees must take on a level of 

importance that would be similar to senior leadership staff meetings in the component districts. 

To do this, one approach might be to change the times of the meetings, appoint a superintendent 

to chair the meeting, prepare written minutes developed by BOCES staff, and distribute the 

minutes to all the superintendents prior to the next superintendents’ meeting to be shared with all 

of the superintendents.  This approach is used by a number of BOCES throughout the state and 

allows for a more complete discussion of topics.  The downside of the approach is that it requires 

superintendents to attend a number of meetings throughout the month. 

Another approach that should be given strong consideration is to combine the existing 

committees into two larger committees – one advisory committee for instructional services 

including special education, career and technical education, school improvement, and 

instructional technology and one advisory committee for management services including 
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administrative technology, cooperative business office, employer/employee relations, legislation, 

calendar, and other related areas. This approach would allow for a more integrated discussion of 

the topics for each committee. One possibility for the St. Lawrence-Lewis BOCES 

superintendents’ meetings would be to devote one of the two regularly scheduled monthly 

meetings to have a committee focus. The second monthly meeting would be a regular 

superintendents’ meeting with the first three agenda items being a report from the instructional 

services advisory committee, a report from the management services advisory committee, and a 

report from the District Superintendent. Given this structure, the advisory committee meetings 

could be held approximately two weeks before the superintendents’ meeting so that follow up 

and minutes can be distributed prior to the regular superintendents’ meeting.  Consideration 

should also be given to having half of the superintendents serve on the instructional services 

advisory committee and the other half of the superintendents serve on the management services 

advisory committee. Other district staff might be added to each committee to represent the 

districts that are not represented by the superintendents serving on that committee. 

Whether the committee meeting time or structure changes, it is recommended that 

consideration be given to having a superintendent chair each committee with the BOCES 

representative staffing the committee by assisting with the creation of an agenda for the meeting, 

providing information, collecting resources, and recording and distributing minutes.  

Having minutes prepared is especially important to maintain a history and a record that 

may be referenced as superintendents and other senior personnel resign or retire.  Given the high 

turnover of superintendents in the region referred to in Table 3, having written minutes would 

seem essential.   

A potential benefit of changing the approach to committee work is improved 

communication internally and externally.  It is an old axiom that knowledge is power and that 

controlling access to information may limit the effectiveness of a service.  Several participants, 

both internal to the BOCES and in the component districts, identified the need to make sure that 

information is communicated to all those who need it in a timely and accurate manner.  The term 

information “gatekeeping” was used to describe situations where communication was not shared 

in a way that was helpful to the superintendents or to the staff. 
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Finding: 

 The St. Lawrence-Lewis BOCES has 7 standing superintendents’ committees that 

provide irregular opportunities for superintendents and BOCES staff to discuss BOCES 

programs. The committees meet typically meet prior to the twice-monthly 

superintendents’ meetings but every committee does not meet every month. The 

committees are chaired by senior level BOCES staff. Minutes are not typically taken. 

 Recommendation: 

 15.  Consideration should be given to thinking about the reorganization of the existing 

superintendent advisory committees (Educational Administrators’ Committees) to have 

superintendents chair and BOCES personnel staff them.  A record of meetings should be 

kept and distributed to all superintendents.  Several approaches to reorganizing are 

suggested including combining all of the committees into one for instructional services 

and one for management services.  

 

X.  Conclusion 

 These are very challenging times in education in New York State. As districts plan for the 

future with declining student enrollments and limited financial resources, our school leaders 

must make wise decisions. Doing business differently will demand a higher degree of 

cooperation among school districts and BOCES than ever before. 

 The St. Lawrence-Lewis BOCES has regularly taken time out to study its operations to 

ensure that it is operating in the most effective and efficient manner possible. The leadership at 

the BOCES should be congratulated for these efforts. This report suggests some areas for 

program examination and improvement. It also recommends a strengthening of the advisory 

relationship between the component school districts and the BOCES. It is clear that the 

dedication of the school district and BOCES staff to work together for the betterment of 

education in the North Country will lead to the continuing evolution of the St. Lawrence-Lewis 

BOCES as an even more effective partner with its component school districts. 

 

 

 

 


