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I. Executive Summary 
 

This report is the product of a steering committee convened by Assistant Superintendent Janice Darias 

to review the current status and future viability of community education in Belmont.  In addition to 

Belmont Community Education (BCE), courses are presently offered through several entities, including 

the Belmont Summer Enrichment Program, the Council on Aging, the Media Center, the Belmont Public 

Library, and Powers Music School, with these efforts growing each year in response to demand.  An 

examination of these programs as well as those in place in eight peer communities formed the basis for 

the steering committee’s work.   

 

As presently constituted, several major deficiencies hamper community education in Belmont. 

 The mission of the current program is unclear, lacking definition of purpose, scope, and 

intended audience; 

 Without permanent staffing or a dedicated budget, as exists in other communities, inadequate 

resources are in place to run a vigorous program; 

 As one of many responsibilities in a thinly staffed school administration, the program is not 

prioritized;  

 Systems do not exist to track past enrollments, detailed revenue and expenses;  

 The scope of classes is limited and does not meet the needs of all ages and stages; 

 Marketing efforts are minimal, depend on a rudimentary brochure and website, and social 

media channels are not in place; and 

 Collaboration within Belmont is just beginning.  BCE does not participate in state and national 

organizations, resulting in insufficient information about trends and best practices.   

We conclude that Belmont should develop a robust, revitalized community education program.  There 

are many reasons to believe that community education would thrive in Belmont.  Our residents 

participate heavily in the Arlington, Cambridge and Lexington programs; our highly educated population, 

with many residents employed at colleges and universities, indicates a strong interest in enrichment 

opportunities; town departments and non-profits are eager to collaborate; and we have many prospects 

for dynamic partnerships with institutions such as Mount Auburn Hospital and Arsenal Center for the 

Arts.  The business community is excited about the prospect of bringing more evening traffic into 

Belmont; several have expressed interest in hosting classes.    

To develop a community education program that is appropriate for a 21st century Belmont 

community, we offer the following recommendations. 

 A clear definition of scope, purpose and value; 

 Resources to support a full-time director and a competitive marketing campaign; 

 Advocacy and commitment from the program’s host department; 

 Implementation of systems that track key elements of the program’s operations; 

 A diversity of offerings that cater to all ages and stages; and  

 Institution of formal opportunities to encourage collaboration and partnerships. 

The report that follows offers a more detailed analysis and elaboration for the rationale behind the 

steering committee’s recommendations. 
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II. Introduction 
 

In May 2017, Assistant Superintendent Janice Darias convened a steering committee with 

representation from public and private organizations involved in community education, supplemented 

by individuals who had perspectives that could enrich the steering committee’s work.  

 

Steering committee members were charged with assessing the feasibility of expanding Belmont 

community education options for adults, teens and children.  The group was asked to:  

 consider the demand for a larger range of programmatic offerings;  

 understand similar programs in surrounding towns and their administrative and financial 

structure;  

 consider the resources and tasks required to transition to an expanded program;  

 think about how to best coordinate programs currently offered by several town departments; 

 explore whether local businesses could provide space and otherwise partner with community 

education; and 

 make a recommendation to the School Department about whether community education 

should be expanded and what would be required to do so.   

 

With these guidelines in mind, the committee met twice in formal sessions in June and October.  A 

subcommittee met an additional two times to further develop the report.  Data gathering about 

programs in other towns occurred during the summer and early fall.   

 

The meetings were spent sharing information about current community education efforts in Belmont, 

discussing the results from a survey in eight comparable communities, conducting a SWOT analysis 

and developing recommendations. 

 

Steering committee members and their affiliations are as follows. 

  
Janice Darias, Chair Assistant Superintendent, Belmont Public Schools 
Daniel Acsadi Daniel Acsadi, Director of Music, Powers Music School 
Elizabeth Dustin Past President, Foundation for Belmont Education 
Lisa Fiore Chair, Belmont School Committee 
Anne Helgen Commissioner, Belmont Recreation Commission  
Kelly Higgins Director, Belmont Community Education 
June Howell Recreation Programs Supervisor, Recreation Division 
Katie Kelley Co-Director, Belmont Summer Enrichment Program 
Margery Miller Professor emeritus, Lesley University 
Jane Peters Training and Production Coordinator, Belmont Media Center 
Peter Struzziero Director, Belmont Public Library 
Stacey Zawel Owner, Get in Shape for Women, Cushing Square 
Marsha Semuels Pro bono consultant 
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III. Description of Current Program 
 

Housed within the School Department, Belmont Community Education (BCE) offers a number of classes 

and one-time events for adults, as well as three SAT and financial aid preparation classes for high school 

students.  The Fall 2017 choices include 31 classes and one-time events, with most in fitness, financial 

planning and arts & crafts.  Several of these courses are in partnership with private businesses.   

Unlike programs in other towns, BCE is run almost entirely by volunteers.  A staff assistant in the 

Superintendent’s Office processes registrations (online registration is available) and conducts other back 

office tasks, in addition to her other responsibilities in the office.  The director receives a $3,800 stipend 

and holds a job in the private sector unrelated to community education. Prior to her appointment in 

2013, the high school librarian and an .8 FTE administrator managed community education.   

A small Superintendent’s Advisory Council meets periodically, to initiate ideas for new courses, think 

about potential faculty, and discuss policy questions.  BCE does not have a mission statement nor are 

there bylaws that describe the role of the Council and terms of membership. Obtaining approval for new 

classes requires sign off from the superintendent. Due to liability concerns, the School Department has 

been reluctant to approve activities and special events in private facilities. Consequently, some 

innovative proposals do not go forward, which can discourage new ideas. 

The program does not have a separate budget nor is there a system in place for recording past 

enrollments, email addresses, number of participants and other key information.  The lack of record 

keeping hampers planning for new courses as well as marketing to past participants.  

The website and brochure are very rudimentary.  Due to cost concerns, the pamphlet was not printed or 

mailed in the 2016/2017 academic year, which seriously impacted enrollment.  Private funds were 

secured to cover printing costs for the current academic year.  Staffing is insufficient to maintain a social 

media presence through channels such as Facebook, Twitter or electronic newsletter sites.  

 

 

IV. External Market Analysis 
 

Eight nearby communities were chosen as comparators: Arlington, Bedford, Concord/Carlisle, Lexington, 

Needham, Watertown, Wellesley and Winchester.  With the exception of Watertown, each has a 

thriving community education program, with some under the wing of school departments and others 

managed by parks and recreation.  Note that all three staff in Watertown departed after our survey was 

conducted; consequently, Watertown is not offering an adult program in the fall, although it continues to 

run extended day and vacation programs in the schools. 

 

Phone interviews were conducted with the director of each program, based on a 20-item questionnaire.  

Directors often commented on Belmont’s lost opportunity to provide a richer array of options for an 

interested population and to generate revenue for the town.  

 

The questionnaire and more detailed information about each program appear in the appendices. 
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A. PROGRAMS WITHIN SCHOOL DEPARTMENTS 

These programs are under the jurisdiction of an assistant superintendent.  Some have advisory 

boards, while others do not. 

 

Arlington 
 

• Large program that incorporates all elements – adults, extended day, 
enrichment, school vacation and summer programs for kids.  
Transitioning to manage extended day at all 7 elementary schools. 

• Enrollment in adult programs draws significant numbers from Belmont. 
 

Concord-
Carlisle 
 

• Mostly adult education, with a few courses for families. For kids, 
instrumental music and driver’s education. Special programs for seniors. 

• Lacking jurisdiction over extended day and vacation programs, 
instrumental music is foundation.  

• Unique programs include Village University and Armchair Travel, with 
both attracting large audiences of seniors. 

 
Lexington 
 

• Extensive program that focuses on adult education, with a 5-week 
summer program for kids. Also offers private music lessons and driver’s 
education. 

• Contributes $150K annually to schools for overhead. 
• Community education competes with Recreation (new community center) 

and Hayden Recreation, a private facility. 
• Significant enrollment from Belmont residents. 
 

Needham 
 

• Strong adult program, after school enrichment opportunities and large 
summer program for kids. 

• Programs run 7 days a week. 
• Partnerships with Olin College, BI Deaconess, and restaurants. 
• After school enrichment choices are diverse and enroll many students. 
 

Watertown 
 

• A small adult education program, similar to Belmont’s, plus extended day, 
vacation programs and a 5-week summer session. 

• Of their 8 programs, extended day is the most lucrative. 
• Many residents enroll in programs in Brookline and Cambridge because 

choices are so limited in Watertown.   
 

 

 

B. PROGRAMS MANAGED BY PARKS AND RECREATION 

In general, programs within Parks and Recreation are the result of mergers, in which small 

community education programs have been absorbed by large and well-established recreation 

departments.   

 

Bedford 
 

• Large array of offerings 
• Merged with community education several years ago. Still struggles to 

convey that classes for adults are offered. 
• Fees cover all five staff except director. 
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Wellesley 

 
• Recreation-based program with excellent facilities at its disposal: a 7-year 

old recreation center and Morses Pond.  Two years ago, they began 
running extended day in most schools.  

• Fees cover all staff and services except for the director’s salary but no 
money is allocated for maintenance of recreation facilities. 

• Program is large, runs 12 months, with most options recreational. 
 

Winchester 
 

• 80-85% programs for children, including extended day, vacation, and 
enrichment options as well as a full summer program. 

• Fees cover all program and salary expenses, with $180K returned to the 
town annually. 

 
 

The table below summarizes several salient features of community education by population.  Number of 

courses is based on fall 2017 enrollment, except for Watertown, where spring 2017 numbers are used.   

 

Town Population Staff FTE Courses Enrollment 
Adults Only 

Children’s 
Programs 

Arlington* 42,844 5.0 120 1,800  S,X,E,V 

Watertown* 31,915 2.0 50 200 S,X,E,V 

Lexington* 31,394 3.4 182 3,400  S 

Needham* 28,886 3.0 84 2,500 S,E 

Wellesley+ 27,982 6.0 49 600 S,X,E 

Belmont* 24,729 .5 21 n/a S 

Concord/Carlisle* 22,800 1.2 80 600 None 

Winchester+ 21,374 6.0 11 n/a S,X,E,V 

Bedford+ 14,000 5.0 47 1,419 S,X,E 

 

* Under School Department 

+ Under Recreation 

Key for children’s programs:  Summer S, Extended Day X, Enrichment E, Vacation V 

 

We offer several observations about these programs. 

RESOURCES All programs have a full-time director with deep experience in community 
education or recreation.  Some large programs, such as Lexington, run with 
only two professional staff. 
 

MANAGEMENT Generally, towns with smaller populations than Belmont run their community 
education programs through Parks and Recreation, while larger towns’ 
programs are under the umbrella of the School Department. Recreation-
based programs are more sports and fitness focused, cater primarily to kids, 
and many restrict to town residents. Programs under school departments are 
broader, have large adult programs, and usually encompass extended day and 
school enrichment.  They tend to define their communities to include 
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surrounding towns. 
 

SYSTEMS All programs track enrollments, expenses and revenue and maintain a mailing 
list of current and past enrollees 
 

SCOPE A range of experiences are offered in adult programs, including classes, one-
time events, lecture series, and concerts. While directors prefer the financial 
stability of the full range of school-based options for children (extended day, 
enrichment, vacation and summer), for historical reasons several are 
restricted to enrichment and small summer programs.   
 

MARKETING All publish sophisticated catalogs that are widely distributed.  All maintain 
dynamic websites and a social media presence. 
 

COORDINATION & 
SUPPORT 

Very few programs have good relationships with local libraries, recreation 
departments and councils on aging.   

 

V. Internal Market Analysis 
 

Belmont has several community institutions that provide classes, workshops and other options for 

Belmont residents and the broader community.   

A. Town Departments 

School Department 
Summer Enrichment 
Program  

 

 For pre-K through 6th grade, with structured internship for students 
grades 7 and above  

 9-12 four days per week for two 2-week sessions 

 Students choose 2 courses per day 

 $250 per two-week session 
 

Council on Aging 
 

 Caters to population age 50+ in Belmont and surrounding communities. 
Most patrons aged 70-79.  

 Beginning Chinese and ESL open to all adults 

 Classes in fitness, arts and crafts, technology support, informal interest 
groups on many topics, special interest lectures, field trips and concerts 

 Fees minimal 
 

Belmont Public 
Library 

 11th largest circulation in state 

 Cultural programs -- tea tasting, Saturday concert series, book clubs, 
writing workshops 

 Crafts programs  

 Miscellaneous: parenting workshops, tai chi, technology support, Python 
for middle and high schoolers  

 All programs free and open to public 
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Belmont Recreation 
 

 Offers lessons, open use and programs at skating rink, high school field 
house and indoor and outdoor pools 

 Sports: teen/adult soccer, Zumba, karate, children’s swimming and ice 
skating lessons, grade 5-12 ski program, tee ball and baseball age 3 
through 2nd grade, special program for children with intellectual 
disabilities, adult hockey and figure skating lessons 

 Special programs: children’s musical theater production, grade 5/6 
Halloween dance party, children’s Parkour, math and engineering  

 School vacation: sports clinics, flag football, TV production, summer camp 

 Open gym for adult pickup basketball, soccer, volleyball, pickleball  

 Most programs require membership pass and/or separate fees; higher 
fees for non-residents  

 Facility management is divided between the School Department and 
Recreation. In addition, various youth organizations (baseball, basketball, 
hockey, soccer, football) are independently run. 

 
 

It is relevant to this report to note that Belmont Recreation retained a consultant to conduct a 

comprehensive strategic plan, which was completed in fall 2016.  After undertaking a thorough cost 

analysis and conducting focus groups, conversations with selectmen, town workers and Recreation 

Commission staff, the plan issued recommendations:   

 Hire an experienced short-term director to begin implementing more functional operations, 

build advocacy within governing groups (i.e., selectman, Recreation Commission and School 

Committee) and establish a pattern of successes; Reach agreement with the School Department 

on a range of facility issues that include ownership, prioritization of use, master scheduling 

responsibilities, fees and charges, and maintenance and capital improvement of physical 

resources; 

 Establish reasonable facility use fees and charges and end the practice of sub-rentals by youth 

organizations to outside programs; 

 Implement a range of financial and systems improvements; and 

 Focus the appointed Commissioners away from day-to-day operations and redirect them toward 

advice, advocacy and policymaking. 

The plan also created a specific action plan for the Department.  

An interim Recreation Director has not yet been recruited nor are agreements in place with the School 

Department.  Other recommendations are in the early implementation stage. 

B. Private Organizations 

 

Belmont Media Center 
 

 Independent not-for-profit supported by Comcast and Verizon and 
governed by independent board 

 Free monthly production courses on topics such as field production, 
studio production, editing and podcasting. Fee-based programs 
include documentary filmmaking, Claymation, how to conduct an 
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interview 

 School vacation TV and film production for grades K-4 and Thursday 
evening class in television production in partnership with Belmont 
Recreation 

 Support for personal electronic devices.  
 

Powers Music School  Non-profit community school with 50-year history in Belmont 

 Offers music education and experiences through private and group 
lessons, summer programs, early education and events. 

 Instruction by over 60 faculty in 30 different instruments. 

 50% of clientele from Belmont; remainder from surrounding 
communities 

 Centrally-located campus has resources, facilities and staff to support 
group classes and music programming 

 
Russian School of 
Mathematics 
 

 National program operating in Belmont for two years.   

 Classes for elementary, middle and high school students 

 Current enrollment in Belmont is 300 students; they expect to expand 
to 500 students in the next couple of years. 

 Located in renovated space with five classrooms in Waverly Square.   

 Eager to become part of the community, they are open to offering 
classroom space free of charge when their programs are not in 
operation. 

 
Other Classes, 
Workshops and Cultural 
Events 
 

 Cooking classes through the Belmont Food Collaborative 

 Drawing workshops by the Belmont Art Association 

 Talks sponsored by the Belmont Historical Society 

 Payson Park Music Festival, Belmont World Film, art displays at 
Belmont Gallery of Art 

 Church and synagogue-based talks, classes and cultural events   
 

 

VI. Findings 
 

Together these programs comprise a patchwork quilt of options, with distinct organizational identities 

and supervision, unique funding sources, and separate marketing efforts through websites, newsletters, 

posters, flyers, and newspaper listings.  A Belmont resident who wishes to take a class, enroll in a 

workshop or attend an event would need to be aware of these departments, what they offer and how to 

enroll.  While initial efforts to cross-publicize programs are beginning, largely due to the work of this 

steering committee, the current system engenders duplication, confusion, and ineffective use of 

resources. Perhaps most importantly, Belmont residents do not have the range of options available in 

other towns.   

More specifically, we conclude that Belmont Community Education suffers from deficiencies in the 

following important areas.    
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OPPORTUNITIES 

While limited resources and lack of focused attention disadvantage Belmont’s community education 
program, several characteristics indicate that it is the right time to invest in an expanded effort.   
 
Demonstrated Interest 
According to the directors of the Arlington and Lexington community education programs, many 

Belmont residents enroll in their programs.  Both programs market heavily within the town. The Vision 

21 process revealed strong interest in community-centered opportunities, perhaps fueled by the influx 

of new young families.   In the area of children’s programming, most elementary school enrichment 

programs depend on volunteers and may benefit from institutional backing.  Extended day programs 

have long waiting lists and some programs can be expensive.   

 
Demographics 
The Belmont population is highly educated; according to the most recent census, over 73% possess a 

bachelor’s degree or higher, as compared to 40% for the state as a whole.  In Lexington and Arlington, 

towns with strong community education programs, the equivalent percentages are 77% and 67%, 

respectively. As a result of Belmont’s proximity to Cambridge and Medford, as well as the strength of 

the public school system, many residents are employed by nearby universities.  21% of our residents are 

foreign born and 29% speak a language other than English at home, pointing to a demand for more 

continuing education and enrichment, as well as ESL classes.   Nearby towns, notably Waltham and 

Watertown, offer very little for adults and could be natural markets for Belmont. 

Potential Resources 

•Unclear definition of purpose, scope, and intended 
audience Mission 
 

•No full-time staff or dedicated budget. School buildings in 
high demand. No community or recreation center 

 

Resources 

•Buried among responsibilities in constrained School 
Department Management 

•No historical records on enrollment, email addresses of 
students, or expenses and revenue Systems 

•Program choices limited. Not meeting needs of all ranges of 
ages and stages, e.g., kids, teens, gamut of adult interests Scope 

•Brochure is basic and unappealing, quantities printed are 
insufficient, it is not distributed widely or reliably. Weak 
website, no social marketing presence 

Marketing 

Collaboration within Belmont in initial stages. No 
participation in local and national organizations, resulting 
in inadequate information on trends, best practice.  

Coordination & Support 
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The revamped summer school program for elementary school students is a good example of how quality 
choices attract dedicated following from residents.  With a large population of faculty, Belmont could 
call upon many talented people to lead classes, one-time talks, and headline special events. 
 
While the six public schools have many demands for after-hours usage, other venues may be available 
occasionally or on a regular basis. Options include Belmont Hill and Belmont Day schools, the Beech 
Street Center, Belmont Public Library, and churches and businesses.  Initial discussions with merchants 
indicate an interest in hosting community education classes and events, particularly as a way to 
introduce area residents to Belmont businesses. 

Collaboration  

One of the positive outgrowths of this steering committee has been the opportunity for representatives 
of public and private entities that offer community education to meet each other.  We see a willingness 
to collaborate, a strong interest in public/private partnerships, and a recognition that we have more to 
gain by working together.  Community education programs in other towns sometimes partner with local 
health, educational and arts organizations to offer special initiatives of community interest.  In Belmont, 
we have a rich array of opportunities to forge similar relationships with institutions such as Mount 
Auburn Hospital, Habitat/Audubon, Bentley College, the Arsenal Center for the Arts, Lesley University, 
and Powers Music.   

 

Innovative Programs for Seniors 

According to the 2010 census, 26% of residents are age 65 and above.  Several other communities host 

daytime programs directly solely to the senior population.  Examples are Village University, part of 

Concord-Carlisle community education, and Wellesley-Weston Lifetime Learning. Both rely on volunteer 

management and teaching from seniors.  Brandeis and Tufts University house branches of the Osher 

Lifelong Learning Institute, which offers short-term courses taught by other seniors.  Brandeis and Tufts 

are experiencing a surge in enrollment and many courses have long waiting lists.  In collaboration with 

the Council on Aging and drawing on the many faculty that reside in Belmont, we see an opportunity to 

launch a similar program in Belmont. 

 

 

VII. Recommendations 
 

We are convinced that Belmont needs a strong, revitalized community education program.  As 

presently constituted, BCE does not fulfill the needs of Belmont residents and its financial status is 

uncertain.  Unlike other communities with our population mix, Belmont falls short in enrichment and 

education options.  In economic terms, we are a net exporter rather than importer of business, thus 

sending education dollars to other communities and depriving businesses of the extra traffic from 

patrons who eat and shop near classes.   

To develop a community education program that is appropriate for a 21st century Belmont 

community, we offer the following recommendations. 
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Mission 

The lack of a mission statement and confusion about community education’s role are detrimental to the 

program.  A possible mission statement might look like this: 

 

 

 

 

 

 

 

 

Resources 

Community education cannot continue to operate without dedicated staffing.  We are mindful of the 

strain on town resources but also understand that programs in other towns generate fees sufficient to 

cover staff and administrative costs.  Some programs reimburse the town generously for overhead 

expenses. Other towns have been able to revive community education and achieve breakeven status in 

one year by hiring an experienced professional director and investing in a competitive brochure. If town 

resources are not available, we suggest that private funding be secured to subsidize the program for one 

year, until revenue is sufficient to cover costs.   

 

The schools are overcrowded and have many demands for community use.  We believe that community 

education should be a high priority in space allocation and that other town buildings should be included 

in the inventory.  Possibilities are the Beech Street Center, the Library, the Media Center, 

conference/meeting rooms in town buildings, churches, private schools and businesses (particularly 

restaurants).  These resources are used commonly in other towns.  Liability concerns can be addressed 

easily by adding a no-cost rider on the town’s insurance policy.  The steering committee’s work has 

already elicited interest in hosting community education and events from businesses as diverse as the 

Russian School of Mathematics, Powers Music School, a local exercise studio, and a retail shop. 

 

 

 

 

 

 

 

 

 

Belmont Community Education is a self-sustaining organization that provides 

affordable lifelong learning and enrichment opportunities for Belmont and 

surrounding communities, thereby contributing to Belmont’s cultural landscape.   

BCE  endeavors to offer a variety of learning options for all ages, coordinate 

with other municipal  departments that provide similar opportunities, and form 

public-private partnerships with local not-for-profits and businesses.  

 

 

Resources 

 Hire an experienced full-time director 

 Continue to fund a part-time community liaison and administrative support 

 Expand staff as revenue and scope increase 

 Prioritize community education for space allocation in school and public buildings 

 Work with non-profits and businesses to identify additional spaces 
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Management 

As described above, successful community education programs can be housed in both school and 

recreation departments.  The steering committee deliberated about the appropriate home for a 

revitalized program in Belmont.  Keeping BCE within the School Department has several advantages: the 

mission of life-long learning seems most appropriate for education, the schools enjoy a very positive 

reputation in the town and surrounding community, and the School Department has been the historical 

home.  However, we are mindful of the major issues confronting the Superintendent’s Office over the 

near term that may make it difficult to manage a revitalized program.     

Recreation has several successful programs, full-time staff and experience in registering large numbers 

of children and teens for summer and school year programs.  Systems to track cost recovery are being 

implemented.  However, Recreation does not presently have a director and is in the beginning stages of 

implementing recommendations from a strategic plan completed a year ago.  As we know from other 

towns, recreation-based programs generally do not have strong educational components especially for 

adults who have been the target of the BCE offerings historically.  

Enhancing collaboration and coordination between the School Department and Recreation should be 

prioritized regardless of community education’s home.  The most significant step to implement a 

revitalized community effort is the appointment of a full-time experienced director.  Such a role would 

provide the oversight needed and allow for flexibility for the placement of BCE’s organizational home 

going forward. 

 

 

 

 

 

 

Systems 

Belmont Community Education does not have historical records, systems for tracking important 

statistics or a searchable database.  The budget consists of three line items: revenue, salary and 

supplies.  None of this information is shared with community education staff.  The lack of detailed 

record keeping makes it impossible to observe activity over time, understand revenue and expense by 

course or by semester, study enrollment patterns, or contact past and current enrollees through email.    

 

 

 

 

Management 

 Obtain a commitment that the School Department is interested in housing 

community education and will assign management attention 

OR 

 Move to Recreation once an executive director for Recreation is in place 

Systems 

 Implement systems that record and track enrollment, detailed expenses and 

revenue, and record registration information such as email addresses. 

 Ideally, BCE would tap into systems now used by Recreation and Council on Aging 
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Scope 

BCE now focuses on adults only, with a small range of options, mostly based on skills development.  A 

revitalized program could broaden choices by offering more content-based classes and incorporating 

successful elements in other towns, such as lecture series, architectural/historical walks in the broader 

community, and special events.  The Vision 21 panel that featured three compelling speakers from 

Belmont is an example of the type of experience that could occur in Belmont on a regular basis.  

Considering the large number of non-English speaking residents in Belmont and nearby communities, 

ESL classes are another avenue for expansion. 

Extended day programs in Chenery and the four elementary schools originated over time, largely due to 

parents’ efforts to address unmet needs. These programs reside within several organizational 

frameworks and have long unfulfilled waiting lists.  Enrichment opportunities, which originated with 

PTOs, are similarly fractured.   Several organizations operate programs in the schools during February 

and April vacation and the summer.  At this point, the School Department has a landlord/tenant 

relationship with these programs. 

While this steering committee was not constituted to make recommendations about how school-based 

programs should be organized, we believe that an experienced director of community education might 

make some forays into children’s programs by supplementing what is now in place, working with PTOs 

to expand and manage enrichment opportunities, and consider how to meet the needs of parents who 

are searching for high quality reasonably priced extended day and vacation programs for their children. 

The summer program for K-6 students is a good example of a successful effort.  Revenue from these 

programs would be a welcome resource for the school system. 

     

 Offer programming for all ages including options for parents and kids 

 

 

 

 

 

 

Marketing 

Belmont Community Education keeps a low profile, publishing a small barebones pamphlet that is 

mailed to all households (although no mailings occurred for the 2016/2017 academic year).  In contrast, 

other towns have professionally-designed 8 1/2” by 11” catalogs with colored covers, photographs, and 

well-organized easy-to-read content.  These catalogs are distributed to past enrollees, residents of their 

respective towns and surrounding communities and can be found routinely in Belmont businesses.  

Unlike other programs, BCE does not have the capacity to send weekly messages, electronic newsletters, 

feature events on its website, maintain a Facebook page or use Twitter. 

Scope 

 Enlarge the scope of adult programs to include a lecture series, special events 

and a broader range of courses, including choices for non-English speakers and 

options with more academic content.  

 Consider launching courses run by and for seniors, in collaboration with the COA 

 Offer options for children, consider ways to strengthen school-based 

enrichment efforts, and expand to incorporate some extended day and vacation 

programs over time 
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Coordination and Support 

As is the case in our comparator towns, community education is one of several entities that offer 

enrichment opportunities.  These include Council on Aging, Recreation, Belmont Public Library, Belmont 

Media Center, as well as non-profits such as Belmont Art Association, Belmont Food Collaborative, 

Belmont Historical Association and Powers School of Music.  We have already reaped benefits as a result 

of becoming acquainted as members of this steering committee.  

CNET and LERN (Learning Resources Network) are organizations that support community education 

programs in Massachusetts and nationally.  CNET is a free resource that convenes community education 

program directors every two months to share trends, critique brochures, discuss their experiences with 

courses and faculty and provide a support network. LERN, a membership organization, sponsors online 

and in person conferences, offers consulting services and a full range of options to supplement local 

expertise.  Lacking a full-time staff person, Belmont has not participated in either organization.  

Another resource commonly used by other community education programs is Ed2Go, which offers 

online education and certification in several business and IT fields.  In exchange for providing a portal, 

community education programs receive a portion of tuition from each enrollee’s course. 

 

 

 

 

 

 

 

 

 
 

VIII. Conclusion 
 

That Belmont can offer any level of community education without permanent staff and a dedicated 

budget is a tribute to the dedication of the current director, Kelly Higgins, support staff in the 

Coordination & Support 

 Form an advisory board that draws on relevant town departments and non-

profits, as well as business interests, with board chaired by director of 

Belmont Community Education 

 Develop strategies to avoid unnecessary duplication, e.g,. library debuts free 

program with continuation at BCE 

 Cross-reference courses and events in publications 

 Using resources of town and local media, create and publicize website and 

calendar that assimilates all events 

 Share registration software with Recreation/COA 

 Participate in CNET and LERN 

 Develop agreement with Ed2Go 

 

Marketing 

 Publish and widely distribute a professional-looking catalog that is similar to 

products in other towns 

 Develop an attractive and dynamic website that features special programs 

 Establish and maintain a social media presence 
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Superintendent’s Office and the energy of the Advisory Committee to the Superintendent.  For all the 

reasons described in this report, we believe that the current model is unsustainable for the future.   

Without commitment and investment, the program is likely to decline in enrollments, leading to a cost 

burden for the School Department.   

Belmont has much to gain by investing in a robust, revitalized program.  Residents deserve and expect 

high quality community enrichment experiences. By emulating surrounding towns, we can offer a 

program that meets this need, attracts business to Belmont, and provides financial offsets to town 

facility and administrative costs.   
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IX. Appendices 
 

APPENDIX A 

INTERVIEW QUESTIONS 
General 

1. General description.    

2. What is your governance and administrative structure, e.g., under schools, board – governance 

or advisory? 

3. Are you self-supporting? What happens if you run deficit? Does the town subsidize your 

program for any expenses? 

4. How do you coordinate with other town departments, including recreation, the senior center 

and library? 

5. Do you use non-public buildings?  If so, how do you address liability for classes and events? 

6. What is your biggest challenge? 

 

Marketing 

7. How many catalogs do you print? To whom and how they are distributed?  

8. What other marketing efforts do you employ? 

 

Courses 

9. How are new courses are developed? 

10. How are faculty are recruited? 

11. What is the scope of children and teen programs and demand for these programs? 

 

Enrollment 

12. What is the enrollment in your courses (in general and by area) and how has enrollment 

changed over time? 

13. Which courses or activities generate the most interest and which are least successful? 

14. Using the spring catalogue, what percentage of courses or activities were cancelled due to 

under enrollment? 

15. Which semester has fullest enrollment? 

16. What towns do you draw from? 

17. What can you tell us about ages of your participants?  Balance between kids and adults? 

 

Financial 

18. What is your annual budget, including amounts allocated for teaching, administrative costs and 

marketing? 

19. What are your overhead expenses, e.g., rent and utilities, and are these expenses part of your 

budget? 

20. What is your estimate of start-up costs? 

 

Other Comments 

 



APPENDIX B 

DETAILED COMPARISON BY TOWN 

KEY CHARACTERISTICS OF COMMUNITY EDUCATION IN SELECTED TOWNS 
 

 BELMONT Arlington Bedford  Lexington 

Thumbnail Small program geared to 
adults with emphasis on 
“how-to.” One SAT prep 
and one course on 
financing college tuition for 
teens. 

Programs for adults, high 
school and college prep, 
TeenZone (grades 6-8), 
KidZone (grades K-5), 
VacationFun!, 
SummerFun!, online 
education (Ed2Go) 

Courses and trips for adults 
and comprehensive options 
for children and teens 
during academic year and 
summer, all through 
Recreation Department. 

100 plus courses with many 
one-time lectures and 
concerts. Extensive summer 
children’s program and year-
long programs for children of 
specific ages. 

Mission  Provide affordable 
education and enrichment 
opportunities for children 
and adults from Arlington 
and surrounding 
communities. 

 Commitment to promoting 
lifelong learning in Lexington 
and surrounding 
communities.  

Marketing Barebones brochure 
usually mailed to all 
households (except in past 
year) 

Glossy catalog published 3x 
year, mailed to residents 
and former enrollees, and 
distributed regionally.  
Social media: Website, 
Facebook 

Website and 52-page 
brochure 

Glossy catalog published 3x 
year, mailed to residents and 
former enrollees, and 
distributed regionally.  
Social media: Website and 
Facebook 

Staffing .5 FTE: director and 
administrative assistant 

4 FTE: director, youth 
program coordinator, .5 
business manager, .5 
registrar, .5 program 
consultant, .5 promotions, 
2 evening coordinators 

5 FTE (Rec Dept): director, 
adult coordinator, program 
coordinator, adm asst, clerk 

3.5 FTE: director, .9 manager 
of programming, .75 
registrar, .75 accounts 
payable, evening operations 
support 

Governance Part of public schools.  
Advisory committee.  
Liaison from school 
committee 

Part of public schools, self-
supported by tuition.   

Recreation Commission Part of public schools, self-
supported by tuition.   

Community Courses offered separately Catalog includes “Around Summer concert series Catalog includes “Around 
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through Media Center, 
Beech Street Center, library 
and private organizations. 
Schools, through PTOs, 
offer after school and 
vacation programs. BASEC,  
a collaborative between 
middle, high school and 
one elementary school 
coordinates programs for 
participants. 

Town” with Sanborn 
Foundation (cancer 
treatment and prevention), 
Arlington Friends of Drama, 
Arlington Historical Society, 
St. John’s Coffeehouse, 
Arlington Garden Club 
 

Town” with LexMedia 
classes, Lex Eat Together, 
Bystander Training with 
IMPACT Boston, 
Neighborhood Food Crawl, 
Home Alone (Lex Police & 
Fire) 

Spring 2017     

  Classes 
  Includes one-time  
  workshops.  
  Excludes 
programs     for 
teens & kids 

34 classes. Arts, Crafts & 
Skills – 5; Financial Planning 
– 4; Fitness – 8; Health – 2; 
Language – 5; Nature & 
Environment – 1; 
Organizational Skills – 1; 
Real Estate – 3; Recreation 
– 3; Miscellaneous -2 

149 adult classes. Business, 
Technology & Finance – 14; 
Crafts – 14; Food & Drink – 
23; Home & Garden – 12; 
Languages – 14; Music, Art 
& Photography – 20; 
Recreation, Fitness & Dance 
– 32; Wellness – 15; Writing 
& Literature – 5. Also spring 
classes for teens and kids. 

Spring/summer term offers 
50 classes in 7 categories 
plus adult sports and CPR. 
Some one session. 

136 adult classes. 
Humanities – 8; Music 
Appreciation – 6; Music 
Performance/Theatre Arts – 
14; Writing – 7; Fine Art – 20; 
ELL/Languages – 17; 
Computers – 14; Cooking – 4; 
Home, Hobbies and Travel – 
5; Business, Career and 
Finance – 9; Mind and Body 
– 17; Exercise and Dance – 
15. Also spring classes for 
teens and children.  

  Walks  None   

  Kids & teens  KidZone and TeenZone 
classes. Teens SAT prep, 
drivers ed, and college 
admissions. Middle school 
computer programming 
with Python, arts and 
crafts, cooking.  Each school 
offers after school courses 
in areas ranging from 
fitness, theater, video game 

Pre-school (recreational 
plus science), school 
vacation (sports plus stone 
carving for ages 13+), 
elementary and middle 
(sports, Minecraft, yoga, 
art, STEM, chemistry, chess, 
farm)   

Large summer program 
extends into regular school 
year – no stress enrichment 
and fun environment. 16 
choices for grades 2-12.  
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design, science, dance 

  Special events Dinner at local restaurant 10, e.g., Government 101: 
How Local and State Govts 
Work and How You Can Get 
Involved 

4 trips/tours (e.g., NYC 
shopping, Maine cruise, 
visit to Tall Ships. 2 family 
programs: paint party, 
whale watch 

12, several featuring talks by 
local writers 

Summer 2017 Summer enrichment 
program offers 6 
humanities-based courses, 
2 each for grades 1-2, 3-4 
and 5-6. Also pre-K session 
and intern program for 
grades 7+ 

Comprehensive 7 week 
program with extended day 
options for kids entering 
grades 1-9. Many choices in 
arts and crafts, science, 
writing, nature, history, etc. 
plus field trips and musical 
theater 

Summer Adventures – day 
camp (sports, arts, 
music/drama, science, 
woodworking) ages 4- 
grade 4; Adventures Away 
field trips grades 5 and 6. 
Special programs: barn 
raising, colonial kids’ week, 
hands-on science, series of 
science-related programs 
with Right Brain 
Curriculum, video 
production with Bedford 
TV, performing arts 
summer program and 
summer stock 

See above 

Locations Schools, private businesses High school, middle and 
elementary schools 

Most at municipal building, 
others at private 
businesses, churches 

High school, middle and 
elementary schools, two 
churches, Munroe Center for 
the Arts, Waldorf School, 
LexMedia Studios, Lexington 
Community Education 
conference room 

General Online, mail and walk in Online, phone and mail in Registration online, mail, 
fax, drop in 

Phone and mail in 
registration 

Seniors  Arlington seniors eligible 
for slight discount 

 Reduced tuition for ages 65+ 

 

 Needham Watertown Wellesley Winchester 
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Thumbnail Needham Community 
Education (NCE) is an office 
of the Needham Public 
Schools and combines a 
number of out-of-school 
time programs into one 
administrative office. 
Programs are self-
sustaining and include 
Adult programs, High 
School programs, 
Elementary and Middle 
School programs, a 
Kindergarten After School 
program, and Summer 
Programs.  

Programs for adults fall and 
spring.  Elementary school 
February vacation and 
summer program.  Limited 
summer options for hs 
students.  Ed2Go online 
options. 

Recreation runs combined 
recreation and community 
education as well as online 
through Ed2Go 

Run through Recreation.  
Includes full range of 
children’s programs 
(extended day, enrichment, 
vacation, summer) and a 
number of recreation and 
community education 
options for adults. 

Mission Through our Adult 
Education program, we 
hope to provide quality 
lifelong learning 
experiences that are 
accessible to a wide range 
of community members – 
sometimes including teens 
and children. Needham 
Community Education 
offers high quality, 
reasonably priced classes 
and programs for the 
greater Needham 
community. 

Watertown Community 
Education is a self-sustaining 
program of the Watertown 
Public Schools.  We provide 
quality learning and 
enrichment experiences for 
adults and children.  
Watertown Community 
Education is committed to 
lifelong learning and building 
partnerships that provide 
programs that meet the 
needs of our community.  

The Wellesley Recreation 
Department offers 
programs year-round and 
publishes seasonal 
brochures for fall, winter, 
spring/summer programs. 
Registration is held four 
times a year. 

 

Marketing Glossy catalogs mailed to 
households in Needham, 
Dedham and one other 
towns. Facebook page. 

Website and minimalist PDF 
hard copy mailed to all 
residents and distributed 
throughout town. 

Website and 
brochure/catalog published 
4x year. Facebook page 

Sophisticated catalog 
printed 3 times per year, 
distributed to residents 
and libraries contiguous 
towns 
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Staffing 6.5 FTE: director, director 
adult and high school 
programs, and summer 
remedial, director, 
elementary and summer 
programs and community 
volunteer program, 
director, kindergarten 
program; director, middle 
school programs (p/t); 
registrar and marketing 
manager, accounting 

2 FTE: director and director 
of adult education and 
courses for kids 

6 FTE: director, associate 
director, deputy director, 
program director, two 
secretaries 

6 FTE: director, program 
coordinator, pre-school 
director, after-school 
director, two 
administrative assistants. 

Governance School department Part of school department Recreation Recreation 

Community Several special events. Also 
lists options such as 
library’s free online 
courses. Partnership with 
Beth  

Site lists elementary after 
school programs and town-
wide yard sale. 

Town band program grades 
8 and up, Landscapes for 
Living, summer concert and 
movie series 

Limited 

Spring 2017     

  Classes Fall 2017: 10 arts, 4 
computers and online 
learning, 9 crafts and skills, 
3 dance, 17 exercise health 
and wellbeing, 2 finance, 5 
food and wine, 2 hobbies, 3 
home and garden,5 
humanities science and 
technology, 6 languages, 4 
music, 1 recreation, 1 
writing. 

4 categories with 25 courses.  
Mostly fitness and 
arts/crafts.  Also Ed2Go 
online option. 

24 fitness/sports, 6 
arts/crafts, 3 music, 30 
miscellaneous (retirement-
related, bridge, wellness, 
etc.) 

1 dance, 5 adult 
enrichment, 2 art and 
music, 3 health and fitness, 
2 photography, adult 
pickleball.  Remaining 
options are for kids. 

  Walks None None 4 in-town walks None 

  Kids & teens Summer Explorations 
offers over 80 workshops 
for children entering 
grades 1-9.  The weeklong, 
half-day and full-day 

Extended day, vacation and 
summer programs. High 
school remedial classes. 
Summer Explorations is two 
three-week sessions. 

After school, summer camp Mostly geared toward kids, 
with many sports programs 
and some enrichment. 
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classes will run four weeks 
in July.   

  Special events One day sessions: 
Find Your Own Personal 
Style 
Women and Transition 
At BIDMC Needham: Being 
Mortal Screening & Panel 
Discussion – What matters 
most in the end? 
Small Steps, Big Changes – 
Take Control of Your Health 
in Manageable Ways 

   

Summer 2017 Summer Explorations 
offers students entering 
grades 1-9 more than 60 
weeklong, morning, 
afternoon and full-day 
workshops in July.  There 
are classes in science, 
sports, fine and performing 
arts, cooking, culture, 
technology and more.  All 
workshops are taught by 
Needham Public Schools 
teachers and other trained 
education professionals. 

Full day Pre-K Summer 
Explorations at elementary 
school. Prep humanities and 
math/science courses for 
students entering 9th grade.  
For high school, summer 
online credit recovery 
courses and ACT/SAT prep.   

Summer camps for all age 
groups, including pre-school 
and high school. 

Large summer program 
with art studio choices, 
science options, and sports.  

Locations Schools, Olin Center, Senior 
Center 

Watertown High School Recreation Center, Morse 
Pond (summer) 

Recreation Building (former 
school) houses most 
programs. 

General All registration options Registration via email or 
hard copy drop off 

 Online registration 

Seniors Some classes designated 
for seniors 

Ages 65+ 25% discount with 
several exceptions 

  



 




