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Budgetary constraints are affecting schools throughout the country, but the effects
on programs are different in each district, and even on different schools within

a district. The solutions will also differ, but possible approaches to the problem
ara what we hope to present here. In some schools, the problem is not so much sur-
viving in the extra-curricular areas, but in finding ways to keep academic olaszes
which have very small registrationsy many of the suggested approaches can be applied
to this problem too. : :
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* First,.let us consider what are usually called the extra-curricular areas. Lth-
letics ‘==-~ whether team or 'individual® sportsj publications --= school newspaper,
literary ~- art magazine, yearbooks, department magazires/newsletterss dramatio
prodictions and variety showsy nmusic’ - related activities: band, orchestra, chorus,.
concerts. The Student Government and its activities are, for the most part, extra~
curricular. This means clubs, cheerleaders, merching teams, dances, faculty=-student
games, -and G.0. sponsored activities such as visits to hospitals, nursing honmes,
toy collections, G.0. store, and a host of other projects. Senior activities are -
often extra~curricular and so also are honor societies, student peer tutoring and
organized college visits. This is not, by any means, an all-inclusive list,

N

Tt is axio-ntic that nothing is free,. but a1l Imown costs must be studied before
prograns are chenged. When it comes to an analysis of the costs of extra-curri-
cular activities, probably the most apparent is additional financial compensation
for regular and extra personnels coaches, athletic:officials, advisors' fees, but
also payment for extra hours for grounds keepers, locker room attendants, custodial
workers. Whether personnel are adults or students, if they are paid, that is a
cost which must be known. There are also feas such as those for memberships im
" athletic leagues and scholastic press asscciations. There is also the cost of .
squipment such as balls, posts, narkers, instrunents and the cost of repairing and
maintaining equipment. Uniforms cost money end there arve their laundry/repair/
maintenance costs. Towels --- whether cloth or paper -== must Lo covsidered and
if non-disposable towels are used, thcre ave laundvy nosta. Trongpoitabion costs ===
drivers and gasoline especially ~-- mist be alloucd fore In the case of publica=-
tions, printing costs are the major cost if naterial is sent onty if it is in-house
printing, then paper, the machines, ink and staff timc are involved. The cost of
postege can be 2 major problem for publications wishing to exchange with others,
bt 4t affocts other extra-curricular activities too. Publicity costs money,
vhetdop 14's pesters or paid advertising. Tickets and prograns have costs. Member-
' ship 1 Tee, roueds, and trophies are part and parcel of many activities; sometines
' ). .beio! | tae? are pald for by the members, through feess in some communities stu-
ents are -t wwoposed to be asked to pay for anything so the costs fall to the
schaole Fnally, onz needs to remember the costs of building uses heat, electricity,
toephoae wervic2y sucurlty. These have in the past been more or less ignored.
low they are ' :ing yiestloned --- and charged for.

HWhen decisions have to be 1~de, the facts are basic,but the decision-nakers or,more
&  properly, the adviscrs to the decision-nakers are essential too. Different points
& of view are essential for feci-finding and for weighing a1l factors. The most fre=-
N quently involved ave th:ic ad-inistrators of the district or school and staff nmem=-

bers ~-=- both those directly involved in extra~curricular activities and those who
g are not. Representative studints ere vital, for if changes are made without their
- jnvolvenent there can be misunderstending and resentment. Parents need inputs

this is ususlly through the Parent-Teachers Association, but if there are groupa
«  such as "Football Fathers" they should be included. In some svhools, or for some
Bl zctivities, input from the comnunlty as a whole is very important. The declsion=-
o makers (edvisers) have a dual role, of course. lot only do they help rake the
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EXTRA CURRICULAR PROGRAMS = How to Swrvive in an Fra of Austerity (cont'd from page 1)

cholces, but they also help explain changes and the reasons for them to thelz Boon=
stittents.? . | i

Hhether one program, Or many, is under analysis; it 1s necessary to0 consider the
progran itself and why it existss does it Involve cognitive, affective or psycho~
hotor Yearning? - Does it provide a social outlet? . What purposes does it fulfill
in the 1ife of the students, the school, the commnity? How important is it to each
group? For example, the same basketball program has different meaning for the team
menbers and for the general public. Can the skills involved be learned or used in
other ways? The interconnsections of prograns cammot be $gnored. . When dacisions
for change ars being weighed, it is important to keep a continum.in mind. Iv 18
rare that the choice 1s "keep as is" versus neliminate in its entirety3® the range
18 more likely "keap, reduce, change, consolidate, incorporats,. rotate, eliminate.”
It is irporiant that whin changes are made, that specific changes be clear; il it is
keep but reduce the cost, . then the areas of cogs cut need to be clear in advance.

Iet us consider the possible sources of financial support which are available to
one degres or enother. First, there is the direct support for the overall school ™
. budget and/or student activities by the District Board of Education or by the State.
(iny gronts from the State or Federal govermments in the extra~-curricular area are
noitt unlikelys peer-tutoring 1s one exception.) The next most likely support source
Is the Studant Government. This is basically student dues. Many schools are find-
ing this a weakening income Source. Some activities are considered self=supporting
or nearly sos Ticket seles or subscription sales cover costg. Whether all costs
are covored needs to be studied, however, because as 1 mentioned before, there are
many expensss not always considered but which are part of a programe. '

. Then there is fund-raising, amateur or professional. ‘‘his can be a minor matter

of a one hour cake sale or can involve a whole school or comaunity, take a great
deal of time and, if successful, raise thousands of dollers. We ars familiax with
the gamut of sales --- before school, during activity periods, at dismigsal: cakes
and cookies, pickles,:contributed items for flea markets or white elephant tables,
student-made craft and food items ; usuelly the wovk of the est and-hone econonics
and industrisl arts classes. Before eny school or ectivity-spensor begins eny fund-
raising there should be clearly understood --- and enforceable --- regulations about
what may be sold, where, when end where the money goes. A master calendar is & good
idea so that conflicts will be avoided. Many schools do not permit sales fund-
raising of food items in the cafeteria. Everyone involved needs to know —=—= in
advance —~- what costs come "off the top." For exaple, are items contributed or,
whether mede in school or elsevhere, must the costs of the naterials be paid for
from whatever is raised? I recommend the system whereby gll money collected, by
whetever in-school gyoup, goes to the G.O. (or whatever nene given to the student
government in the school) and is later sppropriated by the G.0. to the groups need-
ing funds ~-— with the basic wndersionding that a group will always get;g.n appro=
priation the amount which it han raised. ‘

If the Pavents Association is the sponsor of fund raising, the money goeé to then
and they decide its use.

Hé are all avara of the nuyy fund-raising orgenizations which have programs for
elenentary and secondary school fund raising. ¥We have only to walk through the
Exhibit Hall at Rivergate to see that such fund-raising is much used. Among the
items which are sold, with the school keeping a certain percentage of the noney,
are candy, cookies, magazinea, stationery, candles, cosmetics, ball point pens.
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EXTRA CURRICULAR PROGRAMS =~ How to Survive in an Era of Austerity (cont'd from page 3)
The quality of the goods varies as does the quality of the 'promotional packages'
which are offered: 1ists, class envelopes, advance delivery of the item, prizes for
high sellers. A sales=fund raising effort can be a major project and sffect a
school's "image™ in the community -== for good or 111, I will return to that point

shortly.

There are also current projects whereby equlpment, especially sports equipment,
can be obialned by a school through proof of purchasa of certain products. Some
boards of educéilon have prohibited schools from involving themselves in this as
they feel it could be an spparent endorsement of a product or a pressuring for

parchases.

Then there are various forms of direct appeal. The Board of Education may ask for
funds, or oou.Lpnent for programsj the school may appealj advisors, coaches, depart-
ment heads may ask; Parents! Associstions may write. The appeal may be very gen~ . -
eral or dire-sted to a certain group such as parents, local businesses, slumni, :
parents of team members, community leaders. It may ask for money, donations of = -
equiprent --- specitied or not, for sponsorship of a olub or team (uniforms, for
example ,~* or trans-oor’catlon for a team ‘o play at another school) or for publice
ity. A separate corporation of "Friends of- ..%.." may even be establighed; in -

the latter situation there needs to be an awareness of poasible conflict of inter-
est. When school groups appeal, as when they have sales, there “eeds to be author-
ization, coordination, and accountabillty for funds raised.'--" .

vhat are some of the points to consider in any form of fund raising? Perhaps the
most obvious is s who collects the money, when, and where does it go? Many educetors
ara rather unsonhisticated ebout this, and learn the hard way that receipts and
strict financial accountn.ng must be built info programs. The nlysical security

of the money collected is important. Tocs it go into a safe? Uthen? there? Lho
counts the money and cross checks that receipt nurbers t&lly when there is a pro-
motional activity? Most of us have k.oun of instances in some =~ other - school

in which gcods were nrdered by a patron, the money coilected by a student,; bub

the goods not delivered by the student. It is an unfortunate fact of scinool 1ife
that a zingle instance of this kind cen cast a shadow over a whole project.

Beyoad the rm A ax'y fasue thora sre others. Is the fund ralsing project === major
or ninor - - inbin. 217y wine? Does everyone know why there is a drive and where
the noray 1f ,'L -.,3? 17 ’; proents, studeats, and comunity members feel pressure to
puichnie ftess - hich they really doa't need, or can't even afford. Pressure of
this {ype can be felt, cven vhen there was no such intention on the part of the
sponsor. If the comaunity becomes antsgonistic, the whole project becomes counter-
productive, and future ~&ppcals sre. Jeopardizéd. _ Ara. the tima involvament and the
staff involvement hoth it in terns of the nonetaxy return? ~As I mentionec before,
does the school appear to be endorsing a particular product?

Fund raising is one approach. With it, or in some cases instead of it, 1s the cutting.
of cos.s. The first part of any cost cutting is cost consciousness. Earlier I
nentioned analysis of spparent end hidd~n costs. The awareness of these costs is
easential for the administration, the advisers, ana vhe students.

My colleague will present the weys in which extra-currlcular prograns cen become
co~curricular. That saves many costs especially in.the area of extra compensation
but there are still expenses --- and expenses which can be cut.
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EXTRA CURRICULAR PROGRAMS ~ How to Survive in an Era of Austerity (cont'd from page 3)

For example, uniforms. Are they needed? Can they be simplified? Can parts be
changed so that items of ordinary stock "clothing “are_ - involved? Are new uni-
forms needed as often? "Can parts of the uniforms be made by classes in the school,
a8 a valid educational project? There is still a cost, of course, in materials
and time. Can some be made at home, without being an imposition on the family?

. £ S
Are there membership pins? Are they needed? Can they be obtained more cheaply
elsewhere in their present style? Would another style beé cheaper and ag effective?
If students buy the pins, parents may resent the costs, but have been reluctant

to mention it.

Are there trophles and awards? Praise and recognition are very important for stu-
dents,” parents, and the community, but the form may change. Bids can be sought

to ocut costs, smaller trophies are possible, and approprlate pins or certificates
can be considered. These can sometimes be printed in-house, or in another school

in the area. ‘ _

Do . one or more ectivities have separate telephone lines? Is the cost worth the
convenlence of making calls when the switchboard is not open? #ire 8ll calls really
business calls? Are teclephone locks in place when the office is not used? Are
all calls (or only non-local calls) logged as made? P ;o

. Publications can cut costs: fewer issues, fewer pages, more advertisements, photo=
offset instead of "hot type," in-house printing, fewer color pages in magazines
and yearbooks, elimination of printers!? charges for corrections and other matters
by strict adherence to deadlines and checking of copy before it is sent. Getting
bids from several printers is also worthwhile. Some high schools no longer have
a paper, but they have a page in a local newspaper instead. Some school papers,
on the other hand, have become combination school and local papers and thereby
inorease revenus and circulation. As most of you are aware, the costs in scho-
lastic newspaper printing are just about the same for 300 copies or 3,000 so that
cutting the press run saves very little money -w-- if any.

When activiiies becone co-curriculsr, there may nced to be other cuts, especially
il only a relatively small number of students are involved. A Jjournalisn class
night be a combined junlor and senior group, with students taking it for one year,
or for ti.o ycers because topics and tasks would be rotated. This rotationa.]f
ronbinakion tschnlque can be used also with creative writing, theatre arts, busi-
pess puchinzg and in othor arease. o

In Athletics, we all know that some sports are "fall term" and some are "spring
tern.” It may be that students in two "fall tera® sports could be in the sane
class, or one "fall term" sport will be offered every other Year, alternating with
another. If that is done, intramural competition is still possibleg if two or
more schools can coordinate their course offerings s inter-scholastic competition

is still possible.

In summary, we need to remember! that what we have called extra-curricular activi-
ties are vitally important to the life of students, the school itself, and the
community. However, they can be expensive. That does not mean they should be
elininasted. what it does mean is that they should be studied so that their role
and importence are really known; they should be cost-analyzed. If changes are
nade, they should not be precipitate and may not need to be wholesaley the inter-
ested parties must We involved in the snalyses and in implementing the changes.
Host import:nt, maintaining extra-curricular activities in this era of susterity
{s pogsible, if done with thought. ‘
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