
 

 
Report to Litchfield Board of Selectmen concerning the activities of the Ad Hoc Committee on RSU4 
 
Background: 
There is anecdotal information from the townspeople of Litchfield that there is dissatisfaction with the 
performance of RSU4. Examples include: 

• Poor standard test scores at all levels. 

• The cost per student state ranking high and the performance on standard test scores state 
ranking low seems to indicate that the current system and approach is not successful. 

• A sense that there are an unusual number of students classified as Special Needs. 

• There seems to be a rising number of parents removing students from enrollment for home 
schooling. What are the reasons? Could a different administrative approach encourage students 
to return to in-classroom schooling? 

• That there are too few students in Advanced Placement and Gifted and Talented classes and the 
application of teaching resources to those classes is inefficient and ineffective and therefore too 
expensive. That remote education opportunities offered from (and/or pooled with) other 
schools or universities could be better utilized. That some courses could also offer college credit 
if properly vetted and implemented. 

• That class sizes with low student per teacher ratio when viewed with low standardized test 
scores, seem not to be achieving  student outcomes that should reasonably be expected with 
such class sizes. 

• RSU4 has not communicated statements of goals and objectives, performance improvement 
goals, internal metrics to measure RSU4 performance. Hence the voters truly have little 
information to use in judging tangible goals, success(es) (or shortcoming(s)) or progress. 

• A perception that community members coming before the Board are mostly dismissed and are 
frequently overtly disrespected. 

• These are but a few of the perceived issues but represent a cross section of the issues articulated 
to the Town Selectmen, the Budget Committee and to the Ad Hoc Committee on RSU4. 

This perceived lack of performance in successfully educating the school children of Litchfield when 
coupled with the cost per student with respect to the additional local allocation of the RSU4 budget 
leads to the inescapable impression that Litchfield as a community is paying too much for too little 
performance. There exists in the community an entrenched sense that the RSU4 Board is not responsive 
to the legitimate concerns of Litchfield, that the other two member towns of RSU4 prefer that the cost 
per student for Litchfield be thousands of dollars a year more than their towns because it keeps their 
own costs down, and that the representative town by town board member count and the ‘weighted’ 
voting model used from the beginning formation of RSU4 through the present means that any sort of 
meaningful discussion of means to improve the per student costs by town simply will not be possible. 
So, being faced with high and increasing costs, stagnant underperforming student outcomes and no 
meaningful possibility of addressing inequities of funding; the choices come down to either accepting 
the poor performance or seeking other means to achieve the educational outcomes our students 
deserve. 
The desire to improve the student opportunities and outcomes while being both effective and efficient 
(even if there may some increase in costs) has led to the creation of and charge to the Ad Hoc 
Committee to investigate what opportunities exist or could be created to better serve our students.  



 

 
Charge: 
Investigate and report back to the Litchfield Board of Selectmen any and all information concerning what 
options may exist or be created to achieve better outcomes by and for the students of Litchfield. And 
making such recommendations as they determine will help the Town decide how best to proceed. 
The Ad Hoc Committee has researched and continues to research the opportunities open to the Town 
and have identified the following categories of necessary information to be documented to inform the 
Board of Selectmen in their decision as to whether to formally embark on the process to separate from 
RSU4 and form a separate town School District. 
This is a draft interim report as to measures taken to date by the Committee. All information should be 
considered preliminary. 
 
The Committee has organized the information into the following categories: 

I. The separation process is dictated by State Law and Maine Department of Education. (Source: Title 
XX MRSA section XX, et al. See appendix A) 

a. Costs: 
i. Legal fees 

ii. Publishing  and notice costs. 
iii. Committee costs 
iv. Other 

II. Financial Information (See appendix B): 
a. Historical costs of RSU4 

i. Example of the 11 Cost Center construct of common school budgets used by RSU4. 
(See RSU4 Annual Report and Proposed Budget in appendix B). 

b. Maine Department of Education (MDE) estimated cost break out of Litchfield portion of 
RSU4 budget as provided by MDE. 

c. MDE required budget processes. 
i. Maine State support, calculations and processes, cost allocation, cost sharing, etc. 

d. Budget preparation, adoption, and voting timeline. 
e. Transportation costs – possible savings from shorter / more concentrated bus runs 
f. What is known, what needs to be known, the known unknowns, and the possible unknown 

unknowns. 
III. Student Population demographics and current student performance (See appendix C): 

a. Raw numbers of students. 
b. Student counts by cohort. Projected variations. Expected population changes for the next 3 

to 5 years – 5 to 10 years. 
c. Breakdown of student characteristics by cohort 

i. Regular 
ii. Special needs 

iii. Advanced placement 
iv. Gifted and talented. 
v. High school alternative 

vi. Adult education 
vii. Home schooled. 

viii. Students from outside of the district 
ix. Other 

d. Analysis of student performance: current, historical, identifiable trends; by cohort by grade 
level clustering – Pre-K to 1; elementary; junior high; high school; adult education (+ 
alternative opportunities from high school). 

i. Regular 
ii. Special needs 



 

 
iii. Advanced placement 
iv. Gifted and talented. 
v. High school alternative 

vi. Adult education 
vii. Home schooled. 

viii. Students from outside of the district 
ix. Other 

e. Associated costs by characteristic grouping. 
f. Additional school related activities. 

i. Sports 
ii. Music 

iii. Clubs / associations 
iv. Other 

g. Other factors. 
IV. Infrastructure (See appendix D). 

a. Buildings 
i. Number of classrooms and capacity of each. 

1. Engineering drawings 
ii. Library 

iii. Offices 
iv. Meeting spaces 
v. Kitchen /  Dinning 

vi. Sports spaces 
vii. Multipurpose spaces 

viii. Utility and physical plant spaces. 
ix. Condition of structures 

1. Current maintenance 
2. Deferred maintenance 
3. Known structural deficiencies. 
4. Documentation of all above 
5. Cost estimates 

x. Grounds 
1. Play / sports areas. 
2. Driveway and parking areas 
3. Other 
4. Condition of each 
5. Cost estimates 

xi. Security – ingress and egress; facts and issues 
b. Transportation and maintenance vehicles and equipment. 

i. List of 
ii. Condition of 

iii. Maintenance of 
iv. Deferred maintenance of 
v. Replacement schedule and criteria 

vi. Cost estimates 
c. Expected changes: standards from Federal and State changes and by DOE. 

i. ADA 
ii. Other 

V. Curriculum (See appendix E): 
a. Need everything. 



 

 
b. Goals / objectives 
c. Metrics 
d. Plans 
e. Standards 
f. Policy, procedure, and practice 
g. Other 

VI. Policy (See Appendix F): 
a. Need everything. 

VII. Administrative costs (See Appendix G): 
a. Staffing structure and counts 
b. Costs 

VIII. Educational staff (See Appendix H): 
a. Teachers, assistants, aids 
b. Specialists 
c. Counselling  
d. Coaches, assistants, etc. 
e. Other 

IX. Operations and maintenance (See Appendix I): 
a. Utilities costs and maintenance 
b. Physical plant staffing 
c. Grounds workers 
d. Drivers 
e. Snow removal 
f. Other 

X. Staffing (See Appendix J): 
a. Will any (all) of the existing staff (all categories) follow into a Litchfield School system? 

i. What contract issues are there? (Existing and future). 
XI. Other issues: 

a. Will RSU4 release Libby-Tozier and Carrie Ricker? 
b. School buses 
c. Maintenance and grounds equipment 
d. Will RSU4 agree to be the ‘anchor’ high school for a Litchfield School District? (An anchor 

high school willing (by contract with the new school district) to take students from a new 
school system is required by MDE whether any/all students actually attend). If not Oak Hill 
HS, then who? 

XII. Case studies and experiences of other towns who have successfully completed the separation 
process. (See appendix K): 

 
What else is needed? 

• What do the voters of Litchfield want? 
o So far mostly there is a little talk but not much movement to participate. 
o Do the voters even know what is going on? 
o Does anyone understand the current issues other than raw cost? 
o Conduct an exit survey at the polls. 
o Publish in the Sodalite? 
o Hang out at the Transfer Station and provide people with information and surveys as 

they come through? 
o Overall communications strategy and plan (See appendix L):. 

• There needs to be a core of 20 to 25 people who posses the fire to carry the organization of, 
work of, leadership of, conscience of the town for at least 5 years of concentrated, continuous, 



 

 
and seamless work in order for there to be any real chance of making a transition work and a 
new form of school board and school actually work. Do these people even exist? How can we 
find out? 

• Do we need a “consultant?” Can we even articulate what we would want a consultant to do? 

• How do we maintain communication with the voters before, during and after? 

• It appears as though there will be at least a short term increased cost to creating a new school 
district. How do we quantify those costs and communicate them to the voters? 

 
Recommendations: 

• Create, administer, and analyze the data from an exit poll survey of the voters either on August 
15 at the RSU4 referendum or at the November election or both (See appendix M). 

• Complete this outline with as much data as we have and fully populate the appendices with the 
documentation we have gathered. 

• Prepare and submit the Ad Hoc Committee on RSU4 final report with recommendations to the 
Litchfield Board of Selectmen on or about _____________________. 

• Prepare and present a slate of individuals who have expressed interest (and have been 
interviewed by the current committee) in serving on the next committee to Select Board. 

  



 

 
APPENDICIES: 
A: Separation process is dictated by State Law and Maine Department of Education. 
B: Financial Information. 
C: Student Population demographics and current student performance. 
D: Infrastructure. 
E: Curriculum. 
F: Policy 
G: Administrative costs. 
H: Educational staff. 
I: Operations and maintenance. 
J: Staffing. 
K: Case studies and experiences of other towns. 
L: Communications strategy and plan. 
M: Survey. 
  



 

 

APPENDIX M 
Results from the Litchfield Ad Hoc Committee on RSU4 survey – November 2023 
 
The Litchfield Ad Hoc Committee on RSU4 circulated a survey around several local businesses, the town 
transfer station, and at the exit of the polling place on November 7, 2023. 304 surveys were turned in 
and tallied as of November 20, 2023. Blank fields or too many responses to the questions were not 
counted. The results of that tally are shown below. 
Question 1: Did you vote on the RSU4 budget in the last referendum cycle? (Either for or against – it 
does not matter which.) 

• YES: 238 – 89.5% 

• NO: 28 – 10.5% 

Question 2: My top three concerns for RSU4 are: (Counts include sum of all selections of 1, 2, or 3) 
A. Student academic achievement: 117 – 42.6% 

B. Standard Test Scores: 17 – 6.2% 

C. Extracurricular opportunities: 14 – 5.1% 

D. Students develop knowledge and skills to sustain lifelong learning: 118 – 42.3% 

E. Citizen input to School Board Decisions and Policies: 50 – 18.2% 

F. Cost effectiveness: 52 – 18.9% 

G. Local tax burden: 83 – 31.2% 

H. Tax equity among participating towns: 71 – 25.2% 

I. Scholl curriculum and content: 46 – 16.7% 

J. Graduation rate: 14 – 5.1% 

K. Ensuring graduating students are prepared for and have the knowledge to compete in work 

and/or further educational opportunities: 69 – 25.1% 

L. (Blank) 

M. Local control of our tax dollars: 61 – 22.2% 

N. Administrative costs: 54 – 19.6% 

O. Other: 12 – 4.4% 

Question 3: I believe that Litchfield should separate from RSU4 and re-form its own school district – even 
if it means a possible increase in property taxes. 

• YES: 173 – 66.5% 

• NO: 87 – 33.5% 

Question 4: The Select Board should put the matter of separation from RSU4 and form its own school 
district before the voters. 

• YES: 244 – 87.8% 

• NO: 34 – 12.2% 

  



 

 
RSU 4 ADHOC Committee Voters Questionnaire  

1. Did you vote on the RSU4 Budget in the last referendum cycle? 

YES:   or NO:  

2. My top three concerns for RSU4 are (Write a 1 for your top choice, 2 for your second and 3 for your third from 

the list below or write in your choice on line O): 

A: Student academic achievement. H: Tax Equity among participating towns. 

B: Standard Test Scores. l: School Curriculum and Content. 

C: Extracurricular opportunities. J: Graduation Rate. 

D: Students develop knowledge and skills to sustain 

lifelong learning. 

K: Ensuring Graduating Students are prepared for and have the 

knowledge to compete in Work and/or further educational 

opportunities. 

E: Citizen Input to School Board Decisions and 

policies. 

M: Local Control of our Tax Dollars. 

F: Cost effectiveness. N: Administrative costs. 

G: Local Tax Burden. O: Write in  

3. I believe that Litchfield should separate from RSU4 and re-form its own school district — even if it means a 

possible increase in property taxes. 

YES:  or NO:  

4. The Select Board should put the matter of separation from RSU4 and form its own school district before the 

voters. 

YES: or NO:  

5. I am interested in serving on a committee to investigate separating from RSU4: 

 

Name (Optional):  

Contact information (Optional):

 

6. Other questions, comments, concerns, or information: 

 

 

November 2, 2023 — Prepared and circulated by the Litchfield Ad Hoc Committee on RSU4. 
 
 
 


