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INTRODUCTION

This handbook outlines the responsibilities of Weston School Committee members. It is
essential for both new and existing members to become acquainted with its contents.

Additionally, the public may review this manual to understand the committee’s operations and
norms.

For ease of reference, “School Committee” is shortened as “committee” throughout this
document. A list of frequently used acronyms is provided at the end.

Further details about the committee can be found on our website.


https://www.westonschools.org/school-committee/
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WELCOME MESSAGE AND CHECKLIST FOR NEW COMMITTEE MEMBERS
Dear new committee member:
Congratulations on your election to the committee!

Serving on an elected board is challenging and exciting. This handbook introduces you to your
responsibilities as an elected public official and committee member, and it provides you with
resources to get you up to speed on the wide breadth of issues relevant to committee work.

To help you get started, here are several things you should do as you begin your service:

[J Get sworn in by the Weston town clerk before attending your first committee meeting.
The swearing in typically occurs at the end of the annual town meeting on the first
Monday after the town election. If you’re unable to attend the town meeting, reach out
directly to the town clerk to schedule your swearing in.

[J Attend your first committee meeting, which typically occurs within a few days after the
town meeting. During this meeting, the committee will “organize” itself by electing a chair
and vice chair.

[J Review this handbook.

[J Arrange to meet with the chair to review:
[ schedules and procedures for committee meetings
[J subcommittee and liaison assignments
[ your interest in having a committee mentor

[J Complete the state’s conflict-of-interest-law online training program, required by law, and
submit your completed certificate to the Weston town clerk within 30 days of taking
office.

[J Obtain copies of the following documents from the committee secretary or other
administration officials, and review them.

[J Committee policy manual, initially paying particular attention to section B, which
addresses our committee’s role as a governing body, and section C, which
speaks to our relationship with the superintendent.

[J Open Meeting Law
[J Conflict of Interest Regulations

[ District budget


https://www.weston.org/310/Town-Clerk
https://www.mass.gov/how-to/complete-the-online-training-program-for-municipal-employees
https://www.weston.org/310/Town-Clerk
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[J Collective bargaining agreements and contracts
[ Student and staff handbooks

[J Additional resources, including a list of any active subcommittees and/or advisory
committees

[J From the district’s IT department, obtain your weston.org email address, Zoom account,
and security badge.

[J Register with the Massachusetts Association of School Committees (MASC) and join its
listserv.

[J Receive training for warrant signing from the assistant superintendent for business and
operations.

[CJ Complete your orientation course, administered by MASC, called “Charting the Course.”
Our committee secretary can help you locate a course and complete the course
registration. You must complete this some time within your first year.

[J Read The Eight Characteristics of Effective School Boards published by the National
School Board Association.

We thank you in advance for your commitment to civic engagement on behalf of Weston’s
students, and welcome!


https://www.masc.org/
https://www.masc.org/member-resources-4/listserv/listserv
https://www.masc.org/member-resources-4/listserv/listserv
https://www.masc.org/field-services-3/workshop-descriptions/ctc-workshop
https://www.nsba.org/-/media/NSBA/File/cpe-eight-characteristics-of-effective-school-boards-report-december-2019.pdf
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THE DISTRICT’S STRATEGIC PLAN

The district's strategic planning is guided by a framework recommended by DESE, which
emphasizes the development of two key plans:

e Multi-year strategic plan (3-5 years): This plan outlines the district's mission, vision,
core values, theory of action, strategic objectives, initiatives, and desired outcomes.

e District action plan (1 year): This supports the strategic plan by establishing
shorter-term goals that help monitor progress and measure impact.

These plans not only dictate the district's path but also significantly influence the priorities of the
committee. The superintendent oversees the creation and execution of these plans. For more
details, visit the district's website.


https://www.doe.mass.edu/research/success/district-planning.docx
https://www.westonschools.org/district/administration/assistant-superintendent-for-curriculum-instruction/district-advancement/planning_visioning_updates/
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COMMITTEE ORGANIZATION

Committee Membership. The committee consists of:
e five voting members, popularly elected for staggered three-year terms
e an annually elected, non-voting student member, in accordance with state law
e an annually elected, non-voting Weston-METCO representative, per policy BBBH

Committee Officers. One of the five voting members is elected to serve as chair of the
committee, and another is elected to serve as vice chair. The committee also elects a secretary,
who is typically the superintendent’s executive assistant. Per policy BDA, these elections occur
during our first meeting after a town election; that meeting is referred to as an organizational
meeting.

Chair’s Responsibilities. Per policy BDB, the chair presides at all committee meetings and
performs other duties as directed by law, DESE regulations, and the committee. In carrying out
these responsibilities, the chair:
e signs any documents necessary to fulfill state requirements and the will of the committee
e consults with the superintendent in the planning of committee agendas
e confers with the superintendent on crucial matters that may occur between committee
meetings
appoints any subcommittees of the school committee, subject to committee approval
calls special meetings of the committee, as necessary, subject to legal notification
requirements
e is the public spokesperson for the committee at all times, except as this responsibility is
specifically delegated to others
e is responsible for the orderly conduct of all committee meetings

As presiding officer at all committee meetings, the chair:

calls the meeting to order at the appointed time
announces the business to come before the committee in its proper order
enforces the committee’s policies relating to the order of business and the conduct of
meetings

e recognizes members who want to speak and protects the speaker who has the floor from
disturbance or interference
explains what the effect of a motion would be if it is not clear to every member
restricts discussion to the question when a motion is before the committee
answers all parliamentary inquiries, referring questions of legality to the appropriate legal
authority

e puts motions to a vote, stating definitely and clearly the vote and result thereof

Like other committee members, the chair has the right to offer resolutions, discuss questions,
and vote.


https://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BBBH-4.28.22.pdf
http://www.westonschools.org/wp-content/uploads/2021/09/WPS-Policy-BDA-4.28.22.pdf
http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BDB-4.28.22.pdf
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Vice Chair’s Responsibilities. Duties assigned to the vice chair include receiving guidance
from and helping the chair perform the chair’'s enumerated duties. The vice chair acts as chair in
the chair’s absence.

Secretary’s Responsibilities. In addition to the chair and vice chair positions, another
committee position is the secretary. The superintendent or designee serves as the secretary and
ensures a record is kept of all business transacted by the committee at our meetings. Key here
are the secretary’s efforts to send committee and subcommittee meeting agendas to the town
clerk in accordance with Open Meeting Law, prepare meeting packets for committee members,
and publish meeting minutes.

The secretary also performs other duties that are ordinarily the functions of its office, including
maintenance of the superintendent’s and committee’s content on the district’'s website and
managing the superintendent’s schedule.

Responsibilities of Individual Committee Members. Per policy BBAA, the responsibilities of
individual committee members for:

e Understanding Legal and Policy Frameworks:
o Becoming familiar with the General Laws of the Commonwealth relating to
education and committee operations.
o Understanding regulations of the Massachusetts Board of Education, as well as
local committee policies and procedures.
e Staying Informed:
o Keeping abreast of new laws and trends in education.
o Maintaining a general knowledge of the goals, objectives, and programs of the
town's public schools.
o Effective Collaboration:
o Working effectively with other committee members, avoiding dominance or
neglect in committee activities.
o Respecting the confidentiality of executive sessions and maintaining discretion
on matters discussed, until they are part of the public record.
e Commitment to Impartiality and Teamwork:
o Voting and acting impartially for the good of the students.
o Accepting the maijority vote and supporting committee decisions in all actions.
o Representing the committee and schools to the public in a supportive manner.
e Public and Administrative Relations:
o Referring public questions and complaints to the superintendent’s office.
o Adhering to the accepted code of ethics for committee members.

Roles and responsibilities between school committee members and superintendents can
sometimes overlap. To clarify these boundaries, MASC has published a detailed list outlining
distinct responsibilities for each role.


http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BDB-4.28.22.pdf
https://www.masc.org/resources/roles-and-responsibilities/
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Subcommittees. Per policy BDE, the committee may form subcommittees by majority vote as
needed. Typically composed of two committee members and other designated individuals,
subcommittees are established to improve the committee's efficiency and to distribute
leadership responsibilities. Each subcommittee is chaired by an appointee of the chairperson,
pending committee approval, with appointments refreshed annually after the reorganization
meeting.

Subcommittees are tasked with preliminary work, such as drafting policy revisions, which they
report back to the full committee for approval. While they cannot take actions independently,
they make recommendations to the full committee. All subcommittee operations comply with the
Open Meeting Law, requiring posted meeting notices at least 48 hours in advance and the
publication of meeting minutes.

Subcommittees allow members to leverage their interests or expertise and develop new
competencies, contributing to leadership development within the committee. However, for
subcommittees to be effective, they must have clear objectives to avoid inefficiencies and
deviations from the committee’s goals. The list of subcommittees is updated annually by the
chair after the organizational meeting, reflecting any changes in the committee’s focus.

Advisory Committees. Per policy BCF, the committee may establish an advisory council by
majority vote. An advisory committee is different from a subcommittee. Subcommittees are
composed only of committee members. Advisory committees, on the other hand, are formed by
the committee and contain membership of non-committee members, such as parents,
community members and faculty. They are generally formed for a specific purpose and are
dissolved when the purpose is complete. A superintendent search committee is one example of
an advisory committee. Another might be a committee formed to study late start times and bring
a recommendation to the committee. Using an advisory committee allows for a structured way to
engage the community. It is also a way to leverage the expertise of people outside the
committee on a particular topic.

Liaison Assignments. The committee appoints members to serve as liaisons to various town
and school-related boards or committees. These liaison assignments are typically updated
shortly after the election of the new chair and vice chair. These roles serve as a mechanism of
information sharing between boards and committees. In previous years, the liaison assignments
have included those listed in the following table. The chair maintains a current list of these
assignments.

Communication between Subcommittees and Committee. Subcommittee meeting minutes
should be promptly shared with the full committee. Recommendations from subcommittees must
be clearly stated in writing within these minutes. The agenda for full committee meetings should
include a specific section for receiving reports and recommendations from subcommittees. Any
recommendations requiring action should be addressed during these meetings. Occasionally,
proposals presented to the full committee may be referred to a subcommittee for detailed study


http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BDE-4.28.22.pdf
http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BDF-4.28.22.pdf
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and subsequent recommendation. While this process can efficiently handle complex issues, it is
crucial to ensure it does not devolve into a bureaucratic loop that delays decision-making.
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COMMITTEE AUTHORITY AND FUNCTIONS

Authority. Per policy BBAA, because all powers of the committee derived from state laws are
granted in terms of action as a group, members of the committee have authority only when
acting as a committee legally in session. The committee will not be bound in any way by any
statement or action on the part of an individual member. No member of the committee, by virtue
of their office, will exercise any administrative responsibility with respect to the schools or
command the services of any school employee. The committee will function as a body and all
policy decisions and other matters, as required by law, will be settled by an official vote of the
committee sitting in formal session.

Overview of Functions. The committee possesses certain powers conferred by state law, and
we must perform certain duties mandated by the state. Per policy BBA, the committee’s key
functions are to:

e Establish educational goals that will guide the committee and staff in the administration
and continuing improvement of educational programs

e Develop policies as guides for administrative action and evaluating effectiveness of
policies and their implementation
Adopt a budget enabling the district to carry out policies
Hire and evaluate a superintendent who will implement its policies and, if needed,
terminate the superintendent
Serve as the employer of record on collective bargaining agreements
Appoint, upon recommendation of the superintendent, certain administrative roles
Keep the community informed about the schools and keep itself and the school staff
informed about the needs and wishes of the public

We'll explore each of these functions.

Goal Setting. The committee is a goal-driven body charged with effectively using its resources
to provide the best education possible for all students. The district’s strategic plan strongly
influences the district’'s goals.

Each year or every other year — the timing is established by agreement between the committee
and superintendent — the committee and superintendent develop goals aiming to implement the
district’s strategies. Goals follow the SMART format: they should be specific, measurable,
attainable, relevant, and timebound.

Together the goals form the District Action Plan. The District Action Plan, in turn, serves as the
framework for principals to develop their annual school improvement plans. These plans are
presented to the committee in the fall. The following diagram illustrates the relationship among
the strategic plan, action plan and school improvement plans.

10


http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BBAA-4.28.22.pdf
http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BBA-4.28.22.pdf
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DISTRICT STRATEGIC PLAN

Vision, Mission, Cora Values, Theory of Action

Strategic Focus Area Strategic Focus Area Strategic Focus Area

Strategies Strategies Strategies

WPS DISTRICT ACTION PLAN

Annual or biennial goals related to strategies

ANNUAL SCHOOL IMPROVEMENT PLANS

Country and Woodland Schools Improvement Plan
Field School Improvament Plan
Middle School Improvement Plan
High School Improvement Plan

The superintendent is responsible for implementing most of the district’s goals, and the
committee monitors and oversees progress. In a public meeting in January, the superintendent
provides a mid-year progress report, and a final report on the goals is delivered in a public
meeting in June. This final report also serves as a starting point for establishing new goals for
the subsequent year, and it provides input for the superintendent’s annual evaluation discussed
below.

Sometimes the implementation of a goal (such as hiring a superintendent or negotiating
contracts with bargaining collectives) is the committee’s responsibility, and it is incumbent upon
the chair or their designee to ensure that this goal is accomplished.

Each year, the committee establishes its own set of goals that aim to improve procedures,
practices and collaborations between committee members and at committee meetings. Per
policy BAA, to evaluate its performance against these goals, the committee completes a
committee self-evaluation during the school year. This self-evaluation then influences committee
goal setting and professional development plans for the subsequent year.

Policy Development. The committee establishes educational policies for the district, consistent
with the requirements of law and the statewide goals and standards established by DESE. The
committee’s policies are published in a publicly accessible palicy manual on the district’'s
website.

11


http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BBA-4.28.22.pdf
http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BBA-4.28.22.pdf
https://www.westonschools.org/school-committee/policy-manual/

Weston School Committee Handbook Approved May 13, 2024

According to MASC, “establishing policy is what allows the committee to distinguish between
governing a school district and managing one. Because the school committee is accountable to
the community for the way schools are governed and managed, as well as the results achieved,
good policy strengthens the committee’s image in the community. Sound, clear policies also
reinforce the committee’s leadership role by providing operational and administrative guidelines
for administration and staff.

“Policy allows the superintendent to run the school system because it supports the attainment of
district goals and sets the parameters within which the goals will be accomplished. Proactively
having policies in place allows the community to understand how the committee and the district
operate. It provides for fair, reasonable, consistent and objective treatment of issues and
eliminates or reduces the need for crisis decision-making.”

Per policy BGB, proposed policies are initially presented in a committee meeting as an
information item, after which comment can be received by the superintendent, any relevant
subcommittee, and the public. The proposed policy is then presented in a committee meeting as
an action to adopt or reject by a majority vote of the committee.

Per policy BCD, after policies are approved, the superintendent develops and informs the
committee of administrative procedures required to implement committee policies. The
superintendent can also present policy options along with specific recommendations to the
committee when circumstances require the committee to adopt new policies or review existing
policies.

Per policy BCG, it is important that written policies be kept current. Changes in law and
regulations will often trigger changes in district policy, and changes in educational practices may
also cause policies to need updating. Toward that end, the policy subcommittee reviews, and if
necessary, recommends revisions to policy for the full committee’s approval.

MASC makes available a policy reference manual to committees across the state. The structure
of our committee’s policy manual largely mirrors that of MASC’s manual, and updates to that
reference manual often form the basis for updating our manual.

Budget Adoption and Oversight. The district’s annual budget exists to carry out district goals.
Per policy DBD, the committee is responsible for reviewing and approving the budget according
to a process and timeline developed by the superintendent.

In the past, the budget process has proceeded as follows:

The district’s fiscal year begins July 1.

In the fall, the superintendent and assistant superintendent of business and operations
propose budget guidelines, including timelines, to the committee for approval. The
budget development process then opens to principals and administrators, who submit

12


http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BGB-4.28.22.pdf
http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BGD-4.28.22.pdf
http://www.westonschools.org/wp-content/uploads/2022/04/WPS-Policy-BGC-4.28.22.pdf
https://z2policy.ctspublish.com/masc/browse/masterset/welcome/root
https://www.westonschools.org/wp-content/uploads/2021/09/D-BdgtPlan3.pdf
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their budget requests for review to the superintendent and assistant superintendent of
business and operations. The administration conducts internal deliberations.

e In the winter, the superintendent presents a recommended budget to the committee.
The committee’s budget subcommittee and the town’s finance committee review the
budget, which are followed by the committee’s budget hearings.

e By early spring, the committee approves the recommended budget, which is made
available to all town residents in advance of the town meeting vote in early May.

e Before the new fiscal year, the approved budget is provided to all department budget
managers.

The committee also oversees the operations of the budget. Per policy DI, during the fiscal year,
the assistant superintendent of finance and operations provides periodic budget updates to the
committee. The assistant superintendent also provides early notice of any potential budget
overruns.

In order for bills to be paid, warrants must be signed by the school committee. In our district, the
committee designated a member to sign payroll and other warrants. New committee members
meet with the superintendent and chair at the beginning of their term to review procedures and
responsibilities for this process.

Superintendent Evaluation. In addition to approving the District Action Plan, which sets forth
the district’'s goals, the committee works with the superintendent, in accordance with policy CBI,
to develop a Superintendent’s Annual Plan and evaluate performance against it. This planning
process is based on the DESE’s Massachusetts Model System for Educator Evaluation. This
process consists of five key steps:

Superintendent’s self-assessment.

Analysis, goal setting, and plan development.
Plan implementation and collection of evidence.
Formative assessment/evaluation.

Summative assessment.

abrowbd~

The committee may also discipline or terminate the employment of the superintendent, in
accordance with state law and the terms of the contract of employment.

Staffing, Including the Hiring of Selected Administrative Roles. In addition to hiring the
superintendent, the committee appoints, upon recommendation of the superintendent, the
following roles:

Assistant/ Superintendent(s)
School Business Administrator
Special Education Administrator
School Physician

Director of Health Services
School Nurses

13


https://www.westonschools.org/wp-content/uploads/2021/09/D-Fiscalacctreport14.pdf
http://www.westonschools.org/wp-content/uploads/2022/08/approved-Policy-CBI.pdf
https://www.doe.mass.edu/edeval/model/evaluating-superintendents.pdf
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e Supervisor of Attendance

These positions do not report directly to the committee, and consent to hiring them should not
be unreasonably withheld.

From a staffing perspective, the committee also:

hires legal counsel.

sets compensation for the superintendent and overall compensation limits for
assistant/associate superintendents, school business administrator, administrator of
special education, school physicians and registered nurses, legal counsel, supervisors of
attendance, school principals, and other administrators not assigned to particular
schools.

prescribes additional qualifications for educator positions, beyond basic certification.
adopts a professional development plan for all principals, teachers and other
professional staff employed by the district.

By contrast, the superintendent — and not the committee — is responsible for:

e appointing, disciplining and discharging administrators, principals, and staff not assigned
to particular schools.

e reviewing and approving a principal's hires of all teachers, athletic coaches and other
personnel assigned to a particular school, consistent with district personnel policies and
budgetary restrictions.

e initiating or reviewing and approving discipline or discharge of staff.

Negotiations with Collective Bargaining Units. The committee is responsible for negotiations
with recognized employee bargaining units. Six of these units exist in our district:

AFSCME Buildings & Grounds

AFSCME Cafeteria

Weston Aides and Paraprofessionals Association (WAPA)

Weston School Bus Drivers

Weston Education Administrative Assistants Association (WEAAA)
Weston Education Association

IS

A copy of the agreement between the committee and each of these units is available on the
district’'s website.

To support negotiations, the chair appoints committee members to serve on the collective
bargaining unit subcommittees. The superintendent serves as a resource in collective
bargaining. Negotiation status is shared with the full committee in executive sessions. Final,
negotiated agreements are ratified by a majority vote of the committee.

14


https://www.westonschools.org/district/administration/human-resources/collective-bargaining-agreements/#toggle-id-2-closed
https://www.westonschools.org/district/administration/human-resources/collective-bargaining-agreements/#toggle-id-2-closed
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Public Relations. As an elected official representing the Weston Public Schools, each member
of the committee commits to actively seeking input from a variety of stakeholders, listening
carefully to all viewpoints, and maintaining broad understanding of the important issues
confronting the schools and the town at large. We uphold the value of clear, timely, and honest
communication with relevant constituencies. We are eager to hear the community’s voices and,
in turn, we resolve to communicate publicly our decisions, actions, and rationales. Our goal is to
maintain an open, two-way system of communication with the community while following the
protocols outlined elsewhere in this handbook. We also commit to ongoing assessment of our
communication systems and to continuous improvement.

Communication with District Personnel Members. The committee wishes to maintain open
channels of communication between itself and the staff. However, per policy BCH, the basic
line of communication will be through the superintendent unless otherwise delegated.
Toward that end:

e All communications from committee members to district staff, including requests for
information, should be submitted through the superintendent. An important exception
is for committee members wishing to communicate with their child’s principal,
counselor, teachers or coaches in the committee member’s capacity as their
child’s parent; in that case, the committee members can communicate directly to the
staff member, and the committee member should convey that they are speaking in the
capacity as their child’s parent or guardian, not a committee member. A personal email
account, not a WPS email account, should be used for personal communication with
staff.

e All communications from district staff to the committee should be submitted through the
superintendent.

e Individual committee members wishing to visit a school outside the capacity as their
child’s parent should inform the superintendent about the visit and make arrangements
for the visit through the principal.

Communication with Students. The primary objective of the committee is to establish policies
that ensure the academic achievement of all students. The committee benefits from hearing
students’ opinions on issues affecting their education and on the schools’ overall social,
intellectual, and extracurricular climate. Students may address the committee by speaking
during the public input portions of committee meetings or by asking the committee’s student
representatives to speak on their behalf. The committee also meets monthly with the Student
Advisory Council (SAC) at WHS. We value the input of our students.

Communication with Municipal Leaders. Weston has a rich tradition of service by elected and
appointed committees, boards, officials, administrators, and their staff. The committee is eager
to work with community leaders in the service of public education. We affirm the importance of
maintaining a productive, collegial, and efficient working relationship with all municipal leaders in
the pursuit of excellence in our schools. Members may not always agree on our priorities, but
the committee commits to collaboration, to explaining our decisions carefully, and to resolving
disagreements in a harmonious and respectful manner.

15
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Communication with Outside Institutes. Committee members may be called upon to
represent the district to outside institutions, such as agencies, community organizations,
Massachusetts Association of School Committees, and other school systems. In such a
capacity, the member will be mindful to represent the School Committee as a whole.
Additionally, it is important to report in a timely manner to the rest of the Committee and the
community during our public meetings on the content of those meetings and future actions.

Communication with Parents, Guardians, Families, and Community Members. In our
deliberations, the committee will strive to listen to a wide range of feedback from the full
spectrum of communal stakeholders, including parents, families, and guardians of our students.
Community members and leaders may offer feedback to the committee in many ways:

e speaking during the public comment portion of our meetings

e sending email messages to the full committee at schoolcommittee@weston.org or to
individual committee members

e joining committee office hours

e interactions with committee members through other means

We greatly value public input and continuously seek ways to maintain and improve effective
communication. Our preferred method of communication is email so that questions and/or
requests can be accurately shared with the superintendent for resolution. It is important to
realize that any correspondence received by a committee member becomes a public record and
may be called for review at any time. When all members of the committee receive an email from
the public using the schoolcommittee@weston.org address, it is important for committee
members to respond to the sender individually and not copy all committee members as such
communication to all committee members could be construed as deliberations in violation of
Open Meeting Law.

Members will ensure that decisions and actions are performed in a public and transparent
manner, with the sole exception of the topics that legally permit and require the committee to
adjourn to executive session. These exceptions aside, the public will always be informed of
committee decisions and the rationale.

How to Respond to Constituent Complaints. The committee’s policy on handling complaints
from the public is clearly defined. While members of the community, including parents and
students, have the right to contact elected officials, committee members often lack the authority
to resolve problems brought to their attention.

When addressing complaints from constituents, committee members should direct them to the
proper chain of command so that complaints can be addressed by those as close to their origins
as possible. The proper channeling of complaints involving instruction, discipline, or learning
materials is as follows:

16
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Teacher

School building administrator
Superintendent

School committee

nh =

In an email exchange, committee members should respond only to the constituent and not copy
the teacher, administrator or superintendent.

Any complaint about school personnel will be investigated by the administration before
consideration by the committee.

Use of Social Media. The committee’s policy about social media encompasses committee
members’ use of email, text messages, websites, blogs and social media. The policy provides
detailed guidelines. In particular, committee members should refrain from deliberating as a
quorum about matters that fall within the jurisdiction of the committee. Committee members
should also avoid posting content indicating they have already formed an opinion on any
pending matters, and they should post only content that the district has already released
through proper channels to the public.

In August 2022, the committee approved the use of social media channels to communicate with
the public about committee meetings, committee actions and key developments in the Weston
Public Schools. Toward this end, the committee has established pages on Facebook and
Instagram. Before publication, any post will be approved by two committee members.

17
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COMMITTEE MEETINGS AND THE OPEN MEETING LAW

Meeting Schedule and Format. The committee typically meets on every other Monday evening
between September and June. Meetings are generally held in person at Case House, although
the committee periodically agrees to meet via Zoom to accommodate particular member needs.
The committee’s meeting schedule for the upcoming school year is typically confirmed during
the summer. The agreed-to schedule is published on the district website in the summer. As soon
as a committee member becomes aware that they are unable to attend a scheduled meeting,
the member should notify the chair.

Types of Meetings. The committee conducts several types of meetings.

Meeting type Description

Regular meeting Most committee meetings are regular meetings. They are open to the
public and typically time is set aside for public comment. In these
meetings, the committee receives presentations, deliberates over
issues and takes official actions. A video feed for these meetings is
made available through Zoom, with the Zoom link published in the
agenda, and a recording of the meeting is posted on Weston Media
Center’s website.

Special meeting A special meeting may be called between regular meetings to
consider specific topics. These meetings typically include committee
retreats. The public is invited to attend, but a video feed is not made
available and the meetings are not recorded.

Organization meeting | At the first committee meeting after the annual town election, the
committee elects from its membership a chair and vice chair who
hold their offices for one year or until a successor is elected. The
committee delegates the role of secretary to the superintendent or
their designee. After the election, which is held in public, the
committee proceeds with business it would typically conduct at a
regular meeting.

Executive session All meetings are open to the public. However, the committee has the
right to convene in closed, executive session when allowed by law.
These allowances are set forth in this document published by the
state’s Office of Attorney General (OAG). Procedures for entering an
executive session are also set forth in the OAG’s document.

Committee Meeting Agendas. Every committee meeting has an agenda that:
e serves as the steering mechanism for each meeting.

e enables logical organization and preparation for each meeting
e informs committee members of the items and issues to be discussed

18


https://www.westonschools.org/school-committee/meetings-events/
https://www.mass.gov/doc/open-meeting-law-guide-and-educational-materials-0/download#:~:text=Under%20the%20Open%20Meeting%20Law,without%20permission%20of%20the%20chair.

Weston School Committee Handbook Approved May 13, 2024

e provides guidelines necessary for the conduct of the meeting in an efficient,
well-organized, and effective manner
is kept on file, as per law, and can be cited as the record of what transpired
serves as the basis for the preparation of the minutes
allows the superintendent to ensure that items and matters to be reported and acted on
are brought to the committee's attention

The chair, working with the superintendent, arranges the order of items on meeting agendas so
that the committee can accomplish its business as expeditiously as possible. The particular
order may vary from meeting to meeting in keeping with the business at hand.

During the summer, the chair will present a draft planning calendar for the upcoming school year
that identifies key topics to be addressed in meetings. These topics include program reviews,
budget discussion, school calendar reviews, policy reviews, and the superintendent’s
evaluation. At each committee meeting, under “Items to be considered for Next Agenda,” the
chair and superintendent will ask the committee to review the items on the planning calendar
and recommend additions or changes to upcoming agendas.

Items of business may be suggested by any committee member, staff member or citizen. The
inclusion of such items, however, will be at the discretion of the chair. A staff member who
wishes to have a topic scheduled on the agenda should submit the request through the
superintendent.

The secretary sends the agenda, together with any supporting material, to committee members
at least two days before the meeting to permit adequate preparation time. All documentation is
provided electronically via email and Google Drive. If the need arises for additional item(s) and
supporting materials to be added to the agenda outside the two-day constraint, the chair alerts
committee members to the changes to the agenda and supporting materials and provides the
documents electronically as soon as possible prior to the meeting.

Current and past agendas, and meeting materials are posted on the district website.

Sample Agenda. While agendas for committee meetings will differ based on the timing and
priorities of the business to be addressed, they generally consist of the following items.

Agenda Item Description
Call to order The chair calls the meeting to order
Chair’s report The chair reports on appropriate committee items for

information purposes only

Superintendent’s report The superintendent reports on current district items for
information purposes only
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Agenda Item Description

Subcommittee reports The chair of each subcommittee provides a brief summary of

their subcommittee’s meeting if one was held since the
previous committee meeting

Public comment See the Public Comment section below

Major business Major business consists of items requiring presentation to the

committee, followed by deliberation and voting on motions

Other business The committee votes on the consent agenda and minutes of

previous meetings, and it addresses other business items that
are administrative in nature (e.g., scheduling office hours)

Adjournment The chair adjourns the meeting

Open Meeting Law. Per policy BE, committee meetings are subject to the Massachusetts Open
Meeting Law and must be open to the public. The statute defines a meeting as "a deliberation
by a public body with respect to any matter within the body's jurisdiction." A deliberation is an
oral or written communication through any medium, between or among a quorum of members of
a public body. Per policy BEDC, a quorum is a simple maijority of the members; for our
committee, a quorum consists of three members.

Whether or not a communication constitutes a meeting subject to the law depends on four

factors:

hoonh =

The communication must be between members of a public body.
The communication must constitute a deliberation.

The communication involves a matter within the body's jurisdiction.
The communication does not fall within an exception listed in the law.

There are five exceptions to the definition of a meeting under the Open Meeting Law:

1.

2.

Members of a public body may conduct an on-site inspection of a project or program;
however, they cannot deliberate at such gatherings.

Members of a public body may attend a conference, training program or event; however,
they cannot deliberate at such gatherings.

Members of a public body may attend a meeting of another public body provided that
they communicate only by open participation; however, they cannot deliberate at such
gatherings.

Meetings of quasi-judicial boards or commissions held solely to make decisions in an
adjudicatory proceeding are not subject to the Open Meeting Law.

Town meetings are not subject to the Open Meeting Law.
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Per policy BEDA, the committee, as a public body, must provide notice to the public at least 48
hours in advance of their meeting, except in emergencies, but excluding Saturdays, Sundays,
and legal holidays. The secretary sends the meeting to the town clerk, who posts it online and in
the Town Hall, where it is conspicuously visible to the public at all hours.

Per policy BEDG, the committee is required to create and maintain accurate minutes of all
meetings, including executive sessions. Minutes, exhibits, and other materials must be
approved in a timely manner, and existing minutes must be made available to the public within
10 days or upon request, regardless of whether they have been approved.

Subcommittees and Open Meeting Law. Under the Massachusetts Open Meeting Law and
per policies BDE and BDEF, all subcommittees of the committee are considered public bodies
and must abide by the requirements of the OML. This means that meetings must be properly
posted, held in public and accessible to the public, deliberations cannot take place outside of a
properly posted meeting and minutes of the meeting must be kept. For small two-member
subcommittees, it means the subcommittee meeting cannot take place at the coffee shop or at
someone’s home. It means that phone conversations or emails to accomplish the work of the
committee are out-of-bounds. Particularly for small subcommittees, awareness and adherence
to the OML is important.

Subcommittee meetings are public meetings. However, when members of the committee who
are not on the subcommittee attend, they must attend as members of the public. They should
not sit at the table, but rather in the seating area designated for the public. They may not
participate in the discussion in any other way than any member of the public would. This means
they would listen to the meeting and ask questions or make comments only when recognized by
the chair of the subcommittee.

Public Comment. Per policy BEDH, all regular and special meetings of the committee are open
to the public. Executive sessions are held only as prescribed by Massachusetts law. The
committee desires individuals to attend its meetings so that they may become better acquainted
with the operations and the programs of our local public schools. In addition, the committee
would like the opportunity to hear public comment. Public comment is not a discussion, debate,
or dialogue between individuals and the committee.

Here’s a summary of key guidelines controlling the public comment segment of committee
meetings:

1. The public comment segment does not exceed 15 minutes unless extended by the chair.
Speakers are allowed up to three minutes to present their material and must begin their
comments by stating their name. The chair may permit extension of this time limit, in
extenuating circumstances. Written comments longer than three minutes may be
presented to the chair before or after the meeting.

2. Topics for discussion should be limited to those items within the committee’s scope of
authority. Comments and complaints regarding school personnel (apart from the
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superintendent) or students are generally prohibited unless those comments and
complaints concern matters within the scope of committee authority.

3. Speakers are encouraged to present their comments in a respectful manner. The chair,
after a warning, reserves the right to terminate speech which is not constitutionally
protected because it constitutes true threats that are likely to provoke a violent reaction
and cause a breach of the peace, or incitement to imminent lawless conduct, or contains
obscenities.

4. All remarks should be addressed through the chair.

5. Committee members generally do not engage in follow-up comments or questions with
speakers.
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PROFESSIONAL DEVELOPMENT OPPORTUNITIES

Per policy BIBA, all committee members are encouraged to use the services and resources that
MASC, NSBA, and DESE provide by attending meetings or workshops specifically designed for
committee members. The committee is committed, both individually and as an organization, to
the principles of continuous improvement and ongoing education.

Some opportunities for professional development include:
The MASC Annual Conference, typically held in November
MASC workshops and classes

[ ]

[ J

e National Advocacy Institute programs

e National School Boards Association Conference and Workshops
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EIGHT CHARACTERISTICS OF EFFECTIVE SCHOOL BOARDS

1. Effective school boards commit to a vision of high expectations for student
achievement and quality instruction and define clear goals toward that vision

2. Effective school boards have strong shared beliefs and values about what is
possible for students and their ability to learn, and of the system and its ability to teach
all children at high levels.

3. Effective school boards are accountability driven, spending less time on operational
issues and more time focused on policies to improve student achievement.

4. Effective school boards have a collaborative relationship with staff and the
community and establish a strong communications structure to inform and engage both
internal and external stakeholders in setting and achieving district goals.

5. Effective boards are data savvy; they embrace and monitor data, even when the
information is negative, and use it to drive continuous improvement.

6. Effective school boards align and sustain resources, such as professional
development, to meet district goals.

7. Effective school boards lead as a united team with the superintendent, each from
their respective roles, with strong collaboration and mutual trust.

8. Effective school boards take part in team development and training, sometimes with
their superintendents, to build shared knowledge, values and commitments for their
improvement efforts.

Source: Chuck Dervarics and Eileen O’Brien, “Eight Characteristics of Effective School Boards,”
Center for Public Education, National School Board Association, 2019.
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FREQUENTLY USED ACRONYMS

BWMPO
CRT
DAP
DEI
DESE
ELL
ESP
FCSN
FTE
FY
IEP
IDEA
MASC
MASS
MCAS
MEOE
METCO
MSBA
MTRS
MTSS
NCLB
NEASC
NSBA
OML

OPEB

Boston Weston METCO Parents Organization
Culturally responsive teaching

District Action Plan

diversity, equity and inclusion

Department of Elementary and Secondary Education
English language learner

education support professional

Federation for Children with Special Needs

full-time equivalent

fiscal year

Individualized Education Program

Individuals with Disabilities Education Act
Massachusetts Association of School Committees
Massachusetts Association of School Superintendents
Massachusetts Comprehensive Assessment System
Massachusetts Executive Office of Education
Metropolitan Council for Educational Opportunity, Inc.
Massachusetts School Building Authority
Massachusetts Teachers’ Retirement System
Multi-Tiered System of Supports

No Child Left Behind

New England Association of Schools and Colleges
National School Boards Association

Open Meeting Law

other post-employment benefits
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PARCC
PTO
RTTT
SDI

SEI
SEL
SEPAC
SIP
SOA
SOl
STEM
SY
UDL
WEA
WEEFC
WPS

WSC

Partnership for Assessment of Readiness for College and Careers
Parent-Teacher Organization

Race to the Top

Specially designed instruction

Sheltered English Immersion

social-emotional learning

Special Education Parent Action Council

School Improvement Plan

Student Opportunity Act

statement of interest

science, technology, engineering, and mathematics
school year

Universal Design for Learning

Weston Educators Association

Weston Education Enrichment Fund Committee
Weston Public Schools

Weston School Committee

Approved May 13, 2024
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