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Board of Education Action - March 10, 2026
The study shall include feasibility analyses, financial reviews, and potential phased implementation timelines 
for:

(1) expansion of the district’s contracted services with The Gilbert School;

(2) the feasibility and implications of Winchester Public Schools assuming operation of the district’s 
secondary education program; and

(3) the feasibility, cost, and timeline associated with constructing and operating a district-run high 
school.

The amendment further requires that the study include potential changes to federal and state grant revenue, 
and any challenges from state and federal law or town statutes.

The consultant is authorized to engage with the Superintendent, representatives from the Gilbert School, the 
Winchester Town Manager, and legal counsel.

The amendment also adds that if additional feasible scenarios emerge during the course of the study, 
the Superintendent shall include them in the analysis and present them to the Board for consideration.



Scope and Study Limitations of the Study

As two career educators with more than 80 years of combined leadership experience in 
high-performing Connecticut school districts, our objective is to provide the Winchester Board of 
Education with strategic insights regarding the inquiries posed in their March 10, 2026 action.

While this study references relevant legal frameworks and facilities design concepts, it is presented 
strictly from an educational leadership perspective. We do not claim, nor do we imply, professional 
licensure or qualifications in fields outside of public education, including but not limited to law, 
architecture, or engineering. Accordingly, as the Board reviews the recommendations contained 
herein, we strongly advise engaging appropriately credentialed professionals to guide further 
analysis, compliance, and successful implementation.

Dr. Zamary serves as a part-time superintendent in Bozrah, Connecticut. His contributions to this 
study reflect his independent views as a private consultant; they do not represent his professional 
responsibilities as an active superintendent, nor do they reflect the views or official positions of the 
Bozrah Board of Education. 



Baseline Data:
Demographics



WPS

WINCHESTER PUBLIC SCHOOLS
BETTER TOGETHER - EVERYONE, EVERY DAY.

Push Up Model

2027 Enrollment Projection

1/29/2026

***

Birth

Year
Births

School

Year

К 1 2 PK-2 3 4 5 6 3-6
Prek

PK-6 7 8 9 10 11 12 7-12 K-12

2014 93 2019-20 49 61 74 69 253 74 70 66 92 302 555 85 69 82 50 78 76 437 992
2015 85 2020-21 50 66 63 75 254 72 69 69 77 287 541 89 91 65 65 46 71 427 968
2016 88 2021-22 43 104 68 65 280 68 75 74 63 280 560 75 92 86 54 65 43 415 975
2017 98 2022-23 48 82 98 72 300 66 68 77 83 294 594 62 75 60 84 54 65 400 994
2018 78 2023-24 47 77 77 105 306 70 71 71 84 296 602 89 72 64 61 83 55 424 1,026
2019 81 2024-25 44 60 77 82 263 105 71 72 74 322 585 86 89 67 50 61 85 438 1,023
2020 102 2025-26 51 71 59 77 258 81 102 72 77 332 590 74 88 73 59 50 59 403 993

PROJECTION

2021 75 2026-27 64 72 71 59 266 77 81 102 72 332 598 76 78 76 64 58 48 400 998

2022 77 2027-28 64 66 72 71 273 59 77 81 102 319 592 71 79 66 67 62 55 400 992
2023 79 2028-29 64 68 66 72 270 71 59 77 81 288 558 100 74 66 58 64 60 422 980
2024 83 2029-30 64 71 68 66 270 72 71 59 77 279 549 80 105 67 58 56 62 428 977
2025 84 30-31 64 72 71 68 276 66 72 71 59 268 544 76 84 90 58 56 54 418 962

Projection Assumptions

PK enrollment for FY2026 assumes capacity 2 full & 2 half Day Classes

86% of children born in Winchester go to Hinsdale Kindergarten

Ratio of 6 years prior to current year enrollment to current year plus 5 previous years

99% of 6th graders go to Gilbert

105% stay for grade 8

86% stay for grade 9

88% stay for grade 10

98% stay for grade 11

97% stay for grade 12

Notes

Historical Enrollments Source 10/1 SY PSIS

FY26 Enrollment reflects Year to Date as of 12/31/2025
Birth Data Source: Town Clerk



WPS

WINCHESTER PUBLIC SCHOOLS
BETTER TOGETHER - EVERYONE, EVERY DAY.

Class Size Projections

Actual

2025-2026
Projected
2026-2027

Students Teachers Average
Class Size

Students Teachers Average
Class Size

Hinsdale School

PreK 52 3* 13 48 2* 16

Kindergarten 72 4 18 72 4 18**

First Grade 57 4 15 71 4 18

Second Grade 80 4 20 59 3 20**

TOTAL 261 15 266 13

Pearson School

Third Grade 84 4 21 77 4 21

Fourth Grade 105 5 21 81 4 21

Fifth Grade 71 4 18 102 5 21

Sixth Grade 79 4 20 72 4 18

TOTAL 339 17 332 17



Number of Students Assigned to Teachers First Semester of 2025-2026
Number of Teachers by 
Department

Number of Students Assigned 
First Semester 2025-2026

Average for the Department

English Teachers:  10 88, 84, 77, 76, 73, 64, 64, 62, 59, 
18

66.5

Math Teachers:  7 95, 81, 79, 72, 72, 39, 19 65.3

Science: 5 114, 89, 84, 79, 77 88.6

History/Social Studies: 6 88, 77, 77, 76, 74, 52 74

Music: 2 88, 67 77.5

Art: 1 72 72

Digital Graphics and Photo: 1 76 76

Foreign Language: 3 79, 69, 67 70.3

Physical Education: 3 90, 72, 51 71

Library & CTE:  4 88, 72, 62, 19 60.25

Academic Support (Hive Time): 1 10, 76 86

Special Education: Paid for in WPS Budget Numbers not included

Document Provided by The Gilbert School 
“School,Dept,Course,br.,Section…”

Numbers do not include Special Ed., Study Hall or 
Advisory

Students to Teacher by 
Department Range: 

60 to 89 

Total Class Size Average: 
14.4



Sending Towns - Connecticut’s Endowed Academies
The Gilbert School
Source: 
https://www.gilbertschool.org/about-us/
history and 5/29/26 Interview at TGS

Woodstock Academy Source: 
https://www.woodstockacademy.org/a
dmissions/apply

Norwich Free Academy Source: 
https://www.nfaschool.org/about-us/go
vernance

Winchester Brooklyn Bozrah

International Canterbury Brooklyn

Eastford Canterbury

Pomfret Franklin

Union Lisbon

Woodstock Preston

International Sprague

Voluntown

International



Number of 
Designated 
High Schools 
by Sending 
Towns:

District # Designated HSs
Norwich 14
Franklin 13

Canterbury 12
Sprague 12

Lisbon 11
Preston 11
Bozrah 10

Voluntown 10
Brooklyn 6

Columbia 6
Hartland 6

Sherman 6
Union 6

Eastford 4
Pomfret 4

Woodstock 3
Winchester 1

Source: EdSight 
https://edsight.ct.gov/relatedreports/
Designated%20HS%20and%20Reg
%20Dist.xlsx



Baseline Data:
Student Performance



Student Performance - Grades 3-6 ELA

Source: Public EdSight https://public-edsight.ct.gov/?language=en_US July 9, 2026



Student Performance - Grades 7&8 ELA

Source: Public EdSight https://public-edsight.ct.gov/?language=en_US July 9, 2026



Student Performance - Grades 3-6 Math

Source: Public EdSight https://public-edsight.ct.gov/?language=en_US July 9, 2026



Student Performance - Grades 7&8 Math

Source: Public EdSight https://public-edsight.ct.gov/?language=en_US July 9, 2026



CSDE Next Generation Accountability

Source: Public EdSight https://public-edsight.ct.gov/?language=en_US May 19, 2026

Connecticut's Next Generation Accountability 
System is a comprehensive, 12-indicator 
framework used by the Connecticut State 
Department of Education (CSDE) to evaluate 
how well public schools prepare students for 
success in college, careers, and life. 



Preparation for Postsecondary and Career Readiness 

Sources: Public EdSight https://public-edsight.ct.gov/?language=en_US May 19, 2026, and,
2026-2027 Adjusted Equalized Net Grand List per Capita (AENGLC) and AENGLC Rank for the 169 Towns

NFA ANGLC 149
Norwich ANGLC 163 Winchester ANGLC 149 Woodstock ANGLC 66

This report presents the percentage of students in 
grades 11 & 12 meeting the 
college-and-career-readiness (CCR) benchmark on 
at least one of the following: SAT or ACT or AP or 
IB; or earning three or more dual enrollment credits 
cumulatively during their high school career.



Gilbert 
Accountability 
Index = 60.8

Norwich Free 
Accountability 
Index = 63.9

Woodstock 
Accountability  
Index = 73.3

Region 7
Accountability 
Index = 73.3

https://public-edsight.ct.gov/overv
iew/profile-and-performance-repor
ts?language=en_US

Dept. of Education: District Profile and Performance Report for the School Year 2024-2025



Baseline Data:
Cost Per Pupil



Source: WPS Updated 
Budget Book 2026-27



The Gilbert School Per Pupil Cost Without SPED

Source: WPS Updated 
Budget Book 2026-27

TGS Total Tuition Students Per Pupil 26-27
Without Special Ed $9,404,686 400 $23,512



The Gilbert School Per Pupil Cost With SPED

Source: WPS Updated 
Budget Book 2026-27

TGS Total Tuition Students Per Pupil 26-27
Without Special Ed $9,404,686 400 $23,512

Special Education $1,409,600
Total $10,814,286 400 $27,036

Winchester Per Pupil $17,421



Comparisons from 2024-25
The Most Current Year with Comprehensive Public Data



Source: WPS Finance 
Office

2024-25



2024-25 The Gilbert School Per Pupil Cost Without SPED

Source: WPS Updated 
Budget Book 2026-27

TGS Total Tuition Students Per Pupil 26-27

Without Special Ed $8,607,559 438 $19,652



Cost Increases for WPS and TGS (charts follow)



Winchester Public Schools Funding Over Time

5.5% Increase 
2020-2025



The Gilbert School Funding Over Time

25.8% Increase 
2020-2025



Endowed Academy 
Regular Ed Tuition 

2024-25:
Woodstock: $17,702

NFA: $14,332
TGS: Not Public

 

Source: School State Finance Project 
https://files.schoolstatefinance.org/hubfs/
Reports/Designated%20High%20Schools
%20and%20Endowed%20Academies.pdf

2024-25:
$19,652



Endowed Academy Return on Education Investment (ROEI) 
Performance vs Cost
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BOE Action Item:
1. Expansion of the district’s 

contracted services with 
The Gilbert School.



Legal and Practical Considerations:

● Connecticut statutes allow endowed academies to serve as designated high 
schools and are silent regarding additional grade levels:

○ Sec. 10-34. Approval by state board of incorporated or endowed high school or academy. The State Board of 
Education may examine any incorporated or endowed high school or academy in this state and, if it appears that such 
school or academy meets the requirements of the State Board of Education for the approval of public high schools, said 
board may approve such school or academy under the provisions of this part, and any town in which a high school is not 
maintained shall pay the whole of the tuition fees of pupils attending such school or academy, except if it is a school 
under ecclesiastical control. 

● The addition of grades 7 and 8 at The Gilbert School required permission by 
the Connecticut State Department of Education.  

● On May 28, 2026 we spoke with Mike Susi, The Gilbert School Head of 
School, and Holly Cassaday, board chair, they indicated that their educational 
model is not designed to absorb pk-6.



Law does not allow K-6 education at TGS:



BOE Action Item:

2. The feasibility and implications of 
Winchester Public Schools 
assuming operation of the district’s 
secondary education program.



What is the current capacity of the WPS?

● Can you fit the PK-12 in your two buildings?
○ No, but grades 7&8 could be absorbed back into WPS.

● Can you fulfill high school programming and activities within the current 
campuses?
○ No

● While students in grades 7&8 could be brought back to WPS, high school 
students could not be accomodated.



BOE Action Item:

3. The feasibility, cost, and timeline 
associated with constructing and 
operating a district-run high school.



Construction Feasibility:

● Roughly 5 year process.

● Significant variability in timeline 
depending on factors like the 
acquisition and preparation of an 
appropriate site.

● At 70.83%, Winchester has a 
favorable construction 
reimbursement rate but there are 
other reimbursement factors (see 
next slide).



Construction 
Reimbursement, 

Bonuses and 
Reductions: 

Source: School Construction 
Grant Process 
https://cga.ct.gov/2022/rpt/pdf/2
022-R-0007.pdf, May 27, 2026

High school 
reimbursement  is 

impacted by 
these reductions.

Potential 
bonus.

Potential 
bonus.



Recent High School Construction Costs:

“New construction costs have rapidly 
increased . . . the cost per square foot of new 
construction ranged between $350 and $750 
in 2021. The projection for 2026 . . . is 
between $700 and $950 per square foot.”

Source: Stamford Advocate 
https://www.stamfordadvocate.com/local/article/stamford-west
hill-high-school-sticker-shock-461m-19607090.php May 27, 
2026



Downes Construction HS Cost Estimate (4/20/26)

Below is a breakdown of the cost to build a new high school with 400 students based on the new 
state space standards. The figures below include escalation and assume a construction start 
date of spring 2028. Please let me know if you have any questions, concerns or would like to 
review.

400 students x 175 sf/student = 70,000 sf

Cost of Construction in 2028 = $792/sf

Owner Soft Costs in 2028 = $158/sf

Total Project Cost in 2028 = $950/sf x 70,000 sf = $66.5M

Budgetary Range = $65M - $68.5M

Ryan Patrick
Estimating Manager

Does not include 

staffing and 

operational costs.



BOE Action Item:

. . .  potential changes to federal and 
state grant revenue . . .



State Educational Cost Sharing Funding 2000-2026

*Preliminary

Source: Ct.gov https://portal.ct.gov/sde/fiscal-services/education-cost-sharing-grant-ecs-mbr/documents, May 27, 2026

Virtually unchanged 
over the last 20 years.



Grant Source Funding Allocation Actual Funding

Individuals with 
Disabilities Education 
Act (IDEA)

Federal 40% of special education 
costs

12%-15% or roughly 25% 
underfunded

Educational Cost 
Sharing (ECS)

State to make up the difference 
between what a community 
can afford to pay and what 
it costs to run a public 
school system.

No increase in over two 
decades.

Excess Cost Grant State 4.5x per pupil and then 
100% reimbursement

The state typically provides 
75% and is roughly 25% 
underfunded

The state and federal governments have not fulfilled their funding 
promises and the fiscal impact to municipalities grows each year as 

costs increase.

Federal and State Grant Funding for Special Education



Source: Public School Finance Project https://schoolstatefinance.org/issues/current-year-funding  May 27, 2026



Too early to know impacts on local districts.



Trend in Federal Funding for Education:

Source: Center for American Progress 
https://www.americanprogress.org/article/lessons-from-k-12-education-relief-aid-to-improve-federally-funded-programs/  

May 27, 2026



Trend in State Funding for Education:



Trends in School Funding by Revenue Source

Source: Ct.gov https://public-edsight.ct.gov/overview/per-pupil-expenditures-by-function---district/revenue-sources?language=en_US, 
May 27, 2026

Costs for education continue to shift from the federal and state levels to the 
municipal level.    



While federal and state 
education funding is 

decreasing, mandates are not.



BOE Action Item:

. . .  challenges from state and federal 
law or town statutes.



The Central Legal Implication - A Conflict of Missions:

Connecticut law allows for 
local boards of education to 

choose not to maintain a high 
school. If a local board of 

education chooses this option, 
it may form a regional school 
district or it may designate, 

through interlocal 
cooperative arrangements, 
one or more high schools 
maintained by other school 
districts as the public high 

school(s) of the town.1

1 Connecticut General Assembly, Legislative Program Review and 
Investigations Committee. (2015). Retrieved from 
https://www.cga.ct.gov/pri/docs/2015/Regional%20Cooperation%20Staff%
20F&R%20Full%20Report.pdf 

One type of school that is 
commonly listed as a 

designated high school is 
an endowed private 

academy . . .Endowed 
academies in Connecticut are 
classified as local education 

agencies  . . . privately 
governed and managed, in 
general, endowed academies 

must follow the same laws 
and regulations as public 

schools . . .2

2https://files.schoolstatefinance.org/hubfs/Reports/
Designated%20High%20Schools%20and%20End
owed%20Academies.pdf

Statutes 
governing the 

authorization of 
free academies 
date to 19472 



WPS & TGS - Unique Missions with Shared Resources

Board 
Membership 

(0) out of 12 from 
sending BOEs*

(4) from WPS Board out of 
9 members+

(1)  per sending town 
(6 towns) out of 30 
board members~

Special Education 
Provider

In House Winchester BOE In House

Grade Levels 9-12 7-12 9-12

Districts Served 9 (possibly 11 in 26-27) 1 6 “core” sending towns

*https://www.nfaschool.org/about-us/governance
+https://www.gilbertschool.org/about-us/coporation-members
~https://www.woodstockacademy.org/about/bot/board-members
https://files.schoolstatefinance.org/hubfs/Reports/Designated%20High%20Schools%20and%20Endowed
%20Academies.pdf
Also see Public Act 24-151 - “Eliminated the requirements that permitted endowed academies to be 
eligible for school construction grants only if at least half of their governing board….”



BOE Action Item:

Additional feasible scenarios



Given that Winchester has one 
designated high school, it would 
be beneficial for the board to 
consider the addition of more 
designated high schools.  

District # Designated HSs
Norwich 14
Franklin 13

Canterbury 12
Sprague 12

Lisbon 11
Preston 11
Bozrah 10

Voluntown 10
Brooklyn 6

Columbia 6
Hartland 6

Sherman 6
Union 6

Eastford 4
Pomfret 4

Woodstock 3
Winchester 1

Source: EdSight 
https://edsight.ct.gov/relatedreports/Designated%20HS%20and%20Re
g%20Dist.xlsx



If TGS 
included 
more 
schools, it 
would  
enhance 
economy of 
scale and 
reduce 
costs.

The Gilbert School
Source: 
https://www.gilbertschool.org
/about-us/history and 
5/29/26 Interview at TGS

Woodstock Academy 
Source: 
https://www.woodstockacad
emy.org/admissions/apply

Norwich Free Academy 
Source: 
https://www.nfaschool.org/a
bout-us/governance

Winchester Brooklyn Bozrah

International Canterbury Brooklyn

Eastford Canterbury

Pomfret Franklin

Union Lisbon

Woodstock Preston

International Sprague

Voluntown

International



Consider Adding NWR7 as a 
Designated High School 



Very Close Proximity



Grades 7&8 ELA Performance: TGS vs NWR7

Source: Public EdSight https://public-edsight.ct.gov/?language=en_US July 9, 2026



Grades 7&8 Math Performance: TGS vs NWR7

Source: Public EdSight https://public-edsight.ct.gov/?language=en_US July 9, 2026



Preparation for Postsecondary and 
Career Readiness 

Source: Public EdSight https://public-edsight.ct.gov/?language=en_US May 19, 2026

This report presents the percentage of students in 
grades 11 & 12 meeting the 
college-and-career-readiness (CCR) benchmark on 
at least one of the following: SAT or ACT or AP or 
IB; or earning three or more dual enrollment credits 
cumulatively during their high school career.



Return on Education Investment (ROEI) 
Performance vs Cost
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We met with NWR7 Superintendent, 
Stephen LePage on July 7, 2026 
and he met with his BOE that same 
evening.  He and his board are open 
to receiving a designated high 
school proposal from WPS.  



Benefits of Adding Designated High Schools for WPS 
and Districts for TGS

✔ School Choice ✔ Economy of Scale

✔ Healthy Competition ✔ Diversification

✔ Differentiation ✔ Adaptability to Population 
Changes

✔ Fiscal Efficiency



Viability of the board’s options:

BOE Action 
Item #1

Expansion of 
services with 

TGS.

BOE Action 
Item #2

WPS assuming 
secondary 
education 

responsibilities.

BOE Action 
Item #3

WPS building a 
new high school 

(7-12).

Additional Feasible Scenario 

WPS adding 
designated 7-12 

schools.

TGS adding 
more sending 

districts.

The CSDE has 
stated that law 
does not allow 

this option.

Possible for 
grades 7 & 8, 
not for 9-12.

Possible and 
the WPS state 
reimbursement 

rate is very 
favorable.

Possible. Possible.



Viability of the board’s options:

Combining “BOE Action Item #2” (for grades 7&8) and the “Additional 
Feasible Scenario” could result in improved outcomes for students as 
well as fiscal controls.

BOE Action 
Item #1

Expansion of 
services with 

TGS.

BOE Action 
Item #2

WPS assuming 
secondary 
education 

responsibilities.

BOE Action 
Item #3

WPS building a 
new high school 

(7-12).

Additional Feasible Scenario 

WPS adding 
designated 7-12 

schools.

TGS adding 
more sending 

districts.

The CSDE has 
stated that law 
does not allow 

this option.

Possible for 
grades 7 & 8, 
not for 9-12.

Possible and 
the WPS state 
reimbursement 

rate is very 
favorable.

Possible. Possible.



This is not a new 
challenge . . . 



"In any moment of decision, the best 
thing you can do is the right thing, the 
next best thing is the wrong thing, and 
the worst thing you can do is nothing." 
Theodore Roosevelt



Questions
Dr. Thomas McMorran and Dr. Jack Zamary


