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[iy now, many eommunicies are srsevos of declining
enrol lment i their sehool ppulations, Many have closd
elementary schools and reduced the number of eleme intary
teachers; others are a1 hi*prmwsnf ning s0. Whether
thev have planned ahead or been caught by surprise,
whether they have wide support for a school consolidation
plarror are v the midst of aerimonious disputes and eourt
fithts, they are dealing with elementary school enrollment
teeline.

T of these communitivs, fiowever, are planing
aheal for the high sehool enrollment decline which is about
tn -1r-'ri'vp ¥ %m*-i]lf}'r L]ﬂs’%l}% I e_*lementary gl mive on

Y Lif a_nyth_mg. 1L 18 more importast that communi-
tes plas: for change in high school enrollment, Because of
the numher and ‘%[Hlﬂll!ﬁtldﬂ tf courses, and the speciali-
zation of the teaching staff, planning for the high school is
ke cimoles than far the elementary sehool,

There is no excuse for nat planning. High school en-
rollment figures can be prajected with great accuracy
years ahead of time, The students i first grade today will
bie ninth gradzrs in eight years. The small enrollment
classes in fourth grade now will be ninth graders in five
years. For many districts the impact of smaller elasses s
already being felt in the high school naw and will be acute
Within three years.

There is a special urgency for this planning in sehool
districts with 2 single high school, a categary that includes
raughly three out of foar school districts in this country.

Seape of decline

Not all sehool districts will esperenes deeline i the
hijeh sehonl, lhzfl_tf s wile varation al e ational [
anel at the regionalleved as well

Ntiaml figures record the pesk vear of public schol
enrollment, grades %12, as 1976. A 23 ercent decvesse
from that peakis projected by 1989, These figures averye
ot areas of growth, stability, and decline, For regions of
the United States that do have 'i'*flinir;mm]ln* -t
ciadly the northieast and nort-centrd regions - ie pumies
of high school gracuates is projecten] o licrease anvwhery
Lyom 20 percent to 40 percent or more, Tigenty states an
projected to graduate at least 20 percent fiwer stidents by
1495,

This degree of decline will chingo th
the near fature sehol distncts with ane high schaol will ot
be b mnff&rthepm;;frm theey omow, in the manner
thesy oo i

e hign sehool. T

Single high school districts

Sthool distriets with ane high schaol do ot have the
option of closing and consolidlating schuols as they did ¢ the
elementary school level. The “flash point" of public aware-
ness which came with announcing an elementary schuol
closing will be lacking, Without it, there is danger of a false
sense of complacency regarding the high school.

Yet fm* di%tricts with g high smml d&flining Enmll

Lhe hlgh %L‘hﬂﬂ] anl th rnlv (fth[‘ hlgh srhnnl In thf‘ Com-
munity; defining what the high school should be and do fn

-
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(e et atulil\mr% anid how to ot Pl _luzgn hlﬁ
scopets riot & pratter of uggling numbers of tudents,
teachers, and roms, to be done by a clerk or even by a
sehool superintendent. [t has to be a resalt of u'run'muni**-
wle*dl%t.w%amnqrddff\&lnpnwm of comppuniLy consensiis.
The }muqe that iz [tke! yh’}mlxi* plice withoud plan-
g s a slow erosion of the high sehonl progran: whuel
was supported by lurge unbfr, of students and which
community residents have came o expect =many elective
sgrand 1 wire pange of fiells, many afvnce s
spcial art or theater ot vocational courses, sports, and
other extracurricular activities, Awareness of the impact
and change in the schoal may rof come until it 3 oo e

The consortium

In preparation for this report, Educational Faclities
Laboratories formed a consortium of six =:ainglr hugh school

distriets facing deeline. The consartiom included riral

suburbar, and city districts, We worked together with s
wide range of people from each district - superintendents,
teachers, parents, students, principals, school board mert
bers, and community residents without children in sehuol,

We formed a partnership of sorts with these districts
We shared with them the results of our research in devel:
oping strategies, Af their request we quizzed leading ex
perts on cooperative arrangements among sehool distrcls

[T

’IEE_ 1

] G0 WAL

19 188 N

Siifee: “H:gn Fthl Gﬁdusten Pm ecf,mna for th& hfty btatta Weslem
Interstate Commisaion for Higher qutatlnn_ 1979, Corteay of Wiliam R,

MeConnell, WICHE.

]



rulpn;umlgn G eirl ,umigp,lkrnnthvauh}m [T Lu*(umhacuwdnr irvof the }ime e
hiratizht in nother expert to lead s works hnpfnr the high — enee hebwoen elementary and high school decline, sl the
achool principals on techniques for projecting snrollment— special case of the single high sehool divtriet

anil staffing needs in high school program areas, Panelsof o Part Two prosents numeroiis strategiess which are i
consortiom members gatherod for several full-day mest-— able and shoubd be esplored, tgether with exanpland
ings i two1ay retreats, They shared their concerns and— indlications of where they might be syoropriate,

leas with eachother and with us. They served as atesting @ Part Three e plurmmuwnImmrn whieh ure o

ground § )rm]uatmgatm efles, o to maany (st et sunsidering decline and strategies,
The consortium was a valuable resouree In developing— from the pers }mlwu filifferent constitient,
this veport, Optiions, concerns, and esamplie fro the & Pt For shifss toofferie s conentimbeiee by

cotisurtium are cited [iberally. Perhups cven more mpor-—— golmgabout the sk of plinnisg for decline,
tantly, member districts faund the consartium forum

helpfulin carrying out their own planning for igh schon

L nmlln it decline. They suggest that other tistnets

iight congider establishing consortia as a planning tech-

fijle,

The repart

This report is wratten for school districts with nne high
sthool = for people in the commurity who care; for schonl
district administrators, teachers, and board members wh
must make degisions and carry them through; for students
who will feel the result of changes; and for community
Institutions which share the concerns and impact. (ne
thmg I3 very clear - the high school is a connonif v institu-
ton as well as 4 school, anl te future of the high schol s
shared commiinity concern,

The report will help communities plan for fower stu-
dents at the high school, We approach the central tupic
from four directions;




The Nature of the
Problem




Adaptation to decline s going to be a very important
skl in the years ahead. If we are only adapted to
growth, then we are likely to makea tragic mess ¢
decline. There is a strong case to be made for the argu-
ment that decline raauires greater skill, better judg:
ment, a stronger sense of community, and a higher
order of leadership then growth does. tis easy to ad-
justto growth, f you n ake mistakes, time will generally
correct them, if you put oo mich into one segment of
the system, allyou have to dois wail a lte while and
101d bick the growth o; the overextended sec™=» 2nd
the other sections will catch up withit. In decl e, how-
ever, ime aggravates mistakes. It makes it m. ch harder
to achieve the proper proportions of the sys:zm, as tis
the achieving of these ¢ roper proportions w <his one
of the major functions o! leadership.

- Kenncth Boulding
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Change

Whe awe talk ahot e hmngenrollment v bl
g s partieular kind of change, Crange s nothisg new o
st school districts, [ the lite fifties and disties many

sefionl istricts now i deeline were b the midst nlmpul

roeth, While most communities were enthagiastic sbout
growth, 1t presented some very el problems rapid

uh;u }:E*;' hr»:i;f'v' 'ln"n ]'wh;lmctiii‘if hs ]mpul*nim‘

Wit hwhu "uwnagnmug mbhe hﬂnml t ht vp pilce;

changes In the charieter of the high schooland the high
aebool progran: and sumetimes overerowding - high

sehiol e, lealing o split sessions o use ol mpurary
l.l;lﬁﬁl(l(ll! 4 Many communities are stll paying T the
buonds o that pert i, and financial eanstrain today are
serios, However, ;- wth itsell was notseenas a problen,
dispite the diffieultic. 1t imposed,

L contrast, declin his always been 5 reedval asa
problem with a capital P and there are psychological, logis-
tieal, political, and hman issues which make managing
(leline more (ifieult than managing growth. It is easier to
hire new peaple to meet the needs of a growing school
population than to fire faculty members who have made a
valuable contribution in the past. 1t is easier to bring in
personnel with new skills than to develop the full range of
skills needed] with limited personnel. It is easor as a staff
member to welcome new colleagues than to say goodbye to
nl l fﬁéﬁd% and wander whe her- ymj w-ill he 'next I' is

s, I st o b schood by
Alperitendent smonncing e openg of g e :—‘fhnul i

e expanston of o, thin benging the s o)

iz or ‘um} ack. [t vgster toimpenve s e b
iy (ot than by restructunng i,

hwtmhmddhll L ot o ot ehonse stabiling
o st s of cot rolled declie that could b Bdied
eradwally, bt decline feschonl age children s the resalt of
e demographic and ceonamic chages i our sl
shich sehval districts ot eyl Thes e s
e Dirth e, regional veonoitie canditions el g
o ratterns, gt of eommunities ol mphmh Al
g of g o, il vselating ooy ot ke
unlikas that stability will be the normaton _lmm L s
achunl distrets,

Change ks . Sostrecent projections idicat
witespread decline thiongh the vrd af the 19805, The

conlitions of change will vary fromm region to region .
(it community o connits, Butebsaly our g
school, with fewer students in the mh!vlghtlm will i b
the a;lmf:muurhlg hsehool Lodday, Just 2 vour high school
im the late sixties and seventics was not the same s your
high school i the 1930's,

While the imphiations of tlecline and change may he
chfferen for large and small distrists (somathing we wil
3 laterinthis report), the fears and the averriding
st are commor, regarcless of the size of the high
schoal. People in district whose high schaol of 2,001 s
projected to fallto 1,500 or 1,000 are just as baffled by
change as those with a high school whese enrollment wil

1
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_. drap f‘rmﬁ 1000 to 700, br_f;t:pm il tu 350, The qﬁestiaﬁis

how willyour schoochange: by incremens responsive t
immediate erses r by planned changes which preserve Lhe
qualities you value? And who willdo the planning!

High school and elementary school decline:
how they differ

The scape and structure'of the high schol program, and
the nature of the high schoal faculty, create some funda:
mental differences between enrollment decline at the high
school and enrollment decline in elementary sghools

In cantrast tothe elementary school, whede classes
exch grade are similr, the high schooloffers specialized
courses and individual students take varied programs. The
nurber and variety of courses have increased greatly over
the past 10 years, Declining enrollment may be unevenly
distributed over conrses and programs, and thus will no
o 2 visible s in the elementary school stting.

The high school faculty consistsof specialsts who are
certified according tostate regulations by subject area and
grade span. Thisis n contrast to the generalists who com-
prise the elementary school faculy. Just a3 there has been
increasing diversity of courses i Fhe high schaol over the
past decade, there has also been increasing faeulty special
sation, 1tis much more difficultto shit faculty withinthe
high school than it i in the elementary schools

In genera), the publc high schoolis 2 more important
ingtitution to the total community than an elementary
school, whichis likely to be one of severalin the district, In

8 éingle high schoal distret, al pmnts ofchildreninhe

public schools have an interest in the high school, Even
rasidents without children in school fee] the high school i
important, [t may be the location of varied comminity
ovents, and is often one of the largest and most prominent
huildings in town,

Parental and communiLy expectations strongly favor &
“comprehensive” high schol which offers many program
options for students with different nterests, goals, and
needs, The elementary school does not have such diverse
demands put upon it

Because elementary school decline can be met by
shifing students and teachers, consoliting classes and
even sehools surplus space is often  hey fucus of planning,
In the high sehool, beyond a cestai poin, consolidationof
classes s not practical and surplus space s not ikely to be
a5 great anissue, particulatly n single high school di-
tricts, The focus of planning will be on programs and staf,

Thege substantive differences between high school and
elementary schoolimply that vesponse to declining enroll

ment wil have to be substantively different.

Single high school districts: an overview
About 73 percent of all K-12 r 1-12 school distrit n
the United States are single high sehool dstricts, That
amonts tosome 8,000 of the total 11,000 K- 2. 1-12
distriets i the nation, Single high school ditriets are
naturally found among sehool systems with small tota
entollments. Approximately 75 percent of ditricts with

19
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enrollments of 300-5, 000 are single high school districts.
In districts with enrollments of 5,000- 10,000, 60 percent
have only one high sehool, But there are smgle high school
districts among larger systems as well, Fully 20 percent
of the districts with between 10,000 and 25,000 students
are served by a single high school,

Aside from this common eharacteristic - the single
high school - these school districts differ in most other
ways. fome are sparsely populated rural school districts
with small enrollments and very large geographic areas.
0:hets are small towns, with small enrollments and a smal
service area, Some distriets are sprawling suburbs and
hive large enrollments, Some are locsted in small to me-
flum-size cities, Sing" high school distriets also vary in the
richness or scareity of resources, the diversity or homoge:
neity of students, expectations of the community, and the
diversity and types of programs,

Despite the many sizes and types of communities
which fall within the net cast by “single high school dis-
trict, " they are united in a few important ways. The strate
gies available to them in planning for enrollment decline
are fundamentally the same. Their concerns about decline
and about issues and strategies are surprisingly similar.
Ard finally, more than other districts, the high school in
the single high school district is the focal paint of school
tradition and community educational pride. It is often the
reference point for an overall sense of well-being about the
community.

 The singlé hlEh school district consortium

The districts participating in the consortium for this report
are typical ofthe diversity of such districts more generally
o (ne district is rural, In an area of 140 square miles it has
a total population of 4,000, ALl 1200 of K-12 students are
housed in single building.

o Two districts are small suburban towns of a few  juare
miles, with total pnpula'inna of 9,000 and 12,000, K-12
enrollments are 1,200 am 2,200, reapmtwelv Both have
three elementary schaals and ane junior-senior high school
with 7-12 grades. One is more affluent - property taxes and
per pupil expenditures in the larger district are twice that
of the ather.

# o districts are large suburban districts, whose bound-
aries ¢ross several town lines. Total population in these two
districts is 20,000 and 40,000; K-12 enrollments today are
3,000 and 4,000, One has five elementary schools, 4 sev-
enth-grade school, and an 812 high school; the other has
three elementary schools, two junior high schools, and &
10-12 high school. Bath have the highest per pupil expend-
tures of the consortium districts.

o One distrietis a city of 72,000 with a K-12 enroliment of
9,600, more than twice that of the second largest district,
The distriet has 10 elementary schools, 2 junior high
schools, and a large 10-12 high school.

All of these districts have had declining enrollment
since the late sixties and most have closed at least one
elementary school. High school enrollment s also down,
and projected decline in the next five years ranges from 25

14
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vercen to 35 percent, For the city district this means a

fhangeimhelﬂ 2 high school vnmllmvn U rort 2 T oday
to 2,000 for the rural district & change in grades 9-12 from
a lttle over 400 to just over 30,

Each of these districts is grappling with the lssues

presented by declining enrollment and changing circum:

stances, Some are just beginning the nrocess; others are
further don the raadl, In some of the districts, dechne 1s
relieving overerowded conditions i the high school. [n
athers, declining enrollment is cause for serious, immediate
Congerm,

Eych of these districts will iltimately make differeat

decisions in planning for the next five years. They have
different populations with uifferent expectations, different
geographies, different political climates and struetures,
and different resorees and constraints. As they develop
their guala explare their options, weigh the costs and
henefits i the broadest terms, they will head offin differ-
ent directions most apprapriate to them.

We will refer throughout this report to the consortiuni
districts and share thei: concerns, deliberatiuns, analysis
of strategnies, and proposals for 4 process of commuilty
planning,

qunmng for the future expluratmn and evaluation of alter-
native strategies, can only take place once the overniing

(uestions have been answered. What do we, & & commu-

nity, want the high school to be n the next five years!

Wht do e eare most about” What do we want our chil-

drei o leam n high sehool, and what sl they earn to be
productive members of tomorrow's sociely 7 What s the
best way for each of them to learn? What role e wat
the high sehoul to play in our commuity? Who willbe the
clents of public education in the fature! What are the
responsibilities ofthe school to the cormmunity and of the
community to the school!

“smgle high school districts, because they cannol eon
solidate sehools or continue bUalm s usual, are foree rl
ask and answer these questiongif they are to plan responst
bly. Preliminary review of the strateges that follow may
bnng into sharper focus the importance of these questions
in planning for the near future, Bach strategy assumes
<lightly different role for the high school and reflects diffr-
ent prioriies. Inthe end, selection of strategies willde-
v upon developing clear agreement about the goals of
the high school and weighing the advantages and disadvar
tages of each statepy a2 & means of achioving those gouls,

e,
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Many strategies and approaches are open to districts in
making the high school fill the role you want it to, with
fewer students = from changing program and staff struc-
ture and scheduling practices, to sharing prograinz with
other school districts, colleges, and community organiza-
tions.

In this section, we present a number of strategies
which each district should explore. None of these strate-
gies will probably offer the single answer. Some will be
applicable to all districts, some only to a few. One district
might pursue several strategies at the same time. For
example, different strategies may serve different program
areas. Music and team sports might be conducted coopera-
tively with other districts; advanced math prugrams might
be available at a local college; foreign languages might be
restructured around independent study within the district,
Some strategies may have immediate or interim value,
others value as long-range solutions. A single district
might move through a progression of strategies as the
number of students decreases.

Few of the strategies are really radical in terms of
being untried. Most have been used by other districts and
examples are given. Although not all examples are limited
to singlehigh school districts, the prineiples they illustrate
are applicable. Sone have been used by small rural dis-
tricts, some by rapidly expanding districts. And other
options are in use by many districts for special programs or
as enrichment opportunities. The strategies cover quite a
range in terms of the degree of change from normal, exist-
ing practices. Some require only minor modifications from

business as usual; others require fairly radical restrue-
turing of schoeol district programs and po 5. Serious
consideration of these strategies us a means for dealing

with decline will probably be new for most distriets.

We suggest that you review these strategies early.
They will help you broaden your perspectives and stretch
your thinking. An early review will also reinforce the need
to define goals clearly for the district and the high school,
and te understand local conistraints and opportunities,

The strategies are presented in three broad catego-
ries:

alter how programs are delivered, but which use existing
resouirees already available within the district;

B. Strategies in cooperatiun with other school dis-
tricts, which may involve sharing programs, staff, students
or facilities, or indeed may include consolidating school
districis, but which continue to serve the traditional high
school student with traditional high school teachers;

C. Strategies using eduecational and ecommunity insti-
tutions outside the school system, which may alter the
traditional concepts of high school student and teachers by
forging new alliances with colieges and community organi-
zations, and broadening the clientele of the high school.

The previous numbere
° FICViols numbered page In
the original documen yg biankn
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(LSt ikt
School System

The first et ofseategiesisclosest at hand - within the
school systemitself. In many communities and school s

consortium are feeling relieved nf pressure at the moment,
bt also recogmizethat i a few more years continue en-
rollment decline will equire some active changes. They
feel this isa temparary period which gives them some
breathing space and time to plan for the future,
Relieffrom crowding by itself may allow administra:

tits peapl firstwant to explore what they can doan their tors a e munity residents t (evelop new programs or

owi - with their own facilities, students, and staff - and
under the.r wn local contral.

1 Relax, and appraacmh_ narﬁaiity

For some single high school istriets, enrollment decline
may actually be welcomed, I{the high school was so over-
burdened at its peak that classes were held in broom
closets, portable classtooms were parked on the lawn, or
classes were scheduled in split sessions, deelining enroll-
ment may enable the school to operate more normally. I
erowded conditons actually curtaled programs, fewer
students may allow new programs to be started,

This may be & viable ong term strategy for large high
schools, because the; have enough students to continue
spectalzed courses simply by offering fewer sections, and
can maintain normal staffing patterns. The ity districtn
our consortium, with & high school of 2,700 students, s in
this postion, The builing s now at capacity and classes

new orgal tional patterns or the high sehool wehich were
simply not possibl before. A large high school may be able
Lo reorganize a several schools-within-schools, and begh
to reduice the anonymity that sometimes plaguies stulents
i large schools. New programs, for which there was o
room before, may be instituted - such as aternative pro-
grams for studentsn troubl, for gited students, o for
students who need a more structured or aless structured
environment, One ofthe small town distics in the consor
“tium s using newly found space inthe high school to
establish an inschool suspension program, and a remedia
reading lab.
Looking forward to decline s  nce situation to bein,
i signalsthe end of s tough period, However, uless the
high school has a lage enrollment, the reliefis likely to be
temporary. Whileall schools can look forward to more
elbow room--maybe even offices for department heads-
and to more relased relationships among students and
fueuly, people in smaller schoolsshould not getlulled into
complacency, For them, i’ time to monitor trends and

ato sbovethe union minimum size. For most high sehoolsof  make plns o offse the effecs of continued decline n a few

medium orsmallseale, however, thisstrategy will be only

temporarly approprate. Several o thedistiets n the

more yedrs.



) Make changes within the ex;stmg school
structure

Making changes within the existing school and existing
grade structure of the school distriet may be a strategy of
choice o neceasity,

It may be a strategy of choiceif community people,
and school people, feel strongly about solving problems on
their own, If a tightly-knit high school community exists
and the relationships which it fosters are highly valued,
then people may want to preserve that above all, Evenan
already small high school may choose this option if smal-
ness itsellis valued, This strategy may also be chosen if
absoluta “local control" s valued, or if community residents
are ot against the peneral soncept of sharing, but object to
otental partners, 1t may be a strategy which works wel

and efficiently for some programs, ut s not a total answer,

It may be a strategy of necassity-if gﬁde structure
changes are not wanted or are not feaaible, For instance,
residents may not want to bring lower grades into a school
Which already houses grades 7-12, or there may not be
room n the high school pilding to put another grade of
students. Geographic iselation from other distriets or other
educational institutions may rule out many cooperative
efforts. Finally, a district may be forced to look inward i
neighboring distriets are not interested in sharing and
other community institutions offer few resources. A dis-
trict with more m ority students or with lower socioeco-
nomi¢ levels than its neighbors may find itseif effectively
isolated,

Changes which a high school might make under this 15
strategy include;

o changing class size and structure, including greater use
of independent study and tutorials, greater use of educs-
tional technology and paclaged independent study pro-
grams, a few large lecture courses;

# combining several related courses in the same room, at
the same time, such a5 two science courses, or two levelsof
a foreign language or art class,

 opening elective courses to several grade levels and
offering each course in alternate years;

o reducing the number of elective courses and/or increas-
Ing the number of required courses,

¢ refraining or recruiting faculty competent to teachn
severa) areas,

¢ changing sehedule f the day, week, andlor schodl year
to make better use of time and staff resources In carrying
out other changes;

o remodelling sehool facilities t assist above changes f
necessary - for instance more s vall study and conference
spaces for independent projects and small meetings with
teachers; creation of a “small theater” for large lectire
courses by combiring two classrooms, (Specialzed facilities
used for only one purpase part of the day are wasted, asare
large classtooms used for smallclasses, Spaces which are
made more fexdble can be used throughout the day.)

All consortium members wanted to examine this strat-
egry first, to assess wha! would be possible without grade
renrgamzatmn and within existing resources, Only after
assesaing the feasibiity of this set of strategies, and ident



fying its limitations, did they feel mativated to consier
ather strategies.

Within the consortium, the rural district felt this strat-

egy vas the most likely to succeed - n part because of
geographic solation and the dollar and energy costs of
transportation, and in part because of atradition of sel:
reliance and value in personal relations possible as a small
school, This district is now seeking to fill an open math
position with a erson certified inmath and science but s
far has been un%ucces%ful Several nf the fauburbzn Consir

mmbmmg several levela uf langusge In the same elass ale.
One distriet is undertaking review of numerous elective
courses in soeial stucies and English, with an eye toward
combining the best units of each into a fewer number of
COUrses,

Sirategles Useful 1 Periods of Rapid Growth
Also Work in Decline

Change School Year Structure:

Shorter “semesters,” and more of them, were designed
{0 Increase the number of courses which could be of-
fared - they may prove useful In retalning courses, 100,
o Manchester, Georgla; Shrewsbury, Massachusetts,
and others converled to three 12-week sessions, from
two 18-waek sazsions.

o John Dewey High School in Brookiyn has five

terms/year.
¢ The Tatnall School In Wimington, Delaware cre-

ated 22-day units, which are combined into varying
lengih “term,” depending on the course.

o Ridgewood District, a single high school district
outaide Chicago, recently adopted a two-semester year,
with all classes offered on a semester basls, 28 a ré-

sponse to declining enrollment.
(Teachers work with fewer students each day and

have to preparé for fewer clagses each day, students

show more enthuslasm, have a wider selection ol

courses, and can repeat a course without repeating a

whole year,

Change School Day:

Fewer and longer blocks of iime, and extended hours,

orlginally intended to expand facility use, may also

Increase cholca and flexibility and promote use of other

strategles,

¢ Manchester has a morning and an afternoon In-

structlonal period, each 2% hours long. A middle perlod

of 80 minutes is used for lunch, clubs, and activities.

¢  Arural school n Dallas Center,lowa (total K-12

wnrollment of 900) also uses this schedule.
(tudents take two courses per trimester. Teachers

can teach slx courses per yaar,take Inservice tralning

one trimester, or plan new courses, etc.)

»  Shrewsbury has three time periods: 8 am.-2 p.m,

2p.m4p.m, 7p.m.9 p.m. Students and teachers elect

which to attend,

¢ L8 Vogas, Nevada created an elective evening

high school program, 3:30-9:30 p.m.

o



(ln both cases, tenchers volunteered o legch add-
tlor.al hours and part-time teachers were more easlly
avallable for evening hours. Both districts found, to
{heir surprise, that many peaple who had dropped out
returned, and that people who had never been to high
school came for the flrst time,)

Change School Week:

Developed firat to rellave crowding, a shorter school
woek can not only give teachers time for inservice frain-
Ing or achlevinyg certification In other aress, but can
also make other strategles, such as jolnt programs with
other districts, or use of other community resources,
more faasible.

¢ Thefour-day week, produced by light extenslon
of each day, Is found in Shrewsbury, Unity School Gis-
{rict, Maine, and Is an option at John Dewey High
School in Brooklyn,

(The fifth day can be used for work, vocational
tralning, or other programs which teke students away
from the high school, Reduction of transportation costs
In large rural districts may allow funds to be redirected
lo programs,)

Increase Independent, Self-Paced Study:

Use of programmed instructional packages (writien,
a/v, television), and independent research witli occe-
slonal seminars o tutorials, can allow more Individual
attention to more students with fewer teaztiers,

o *SKillconters” forsel Iearnlng of speciﬂc sklls 1
are widespread,

*  Renovating lab-type clussrooms (sclence, arts,
languages), and restructuring curriculum around inde-
pendent or small group lab “exercises" can allow one
teacher 1o supervise many activities. Small high

schools across the couniry - Kohler, Wisconsin;
Housen, ldaha: Schenvus, New York, Tulullah Falls,
Georgia - uge this approach,

Although this aption may be appealing, in that no
new relationships have {o be forged with other school i
tricts or other institutjons, and it preserves much of what
15 familrar about the high school, it is not easy. In fact,
the Lhanges that ey bE necEsrzary under he in- hnuae
matmg Courses mth fewer th.;m 3 mlmmum number .
students,

3 Reorganize distriet grade structure

[f the schoal district is aperating a three-year high schoal,
grades 10-12, oneof the most pragmatic strategies may be
to move the ninth grade in and ereate & four-year high
school. This strategy is widely available to large school
districts and to many medium-sized districts, if declining
enrollment will produce extra space In the high schoal,
(Four out offive school districts with total K-12 enrollment
of 10,000-25,000 and two aut of three with enrollments of

—
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thid of school districts with total K-12 enrollment of 2,500
5000 also have three-year high schools.
This strategy has the following advantages.
o Ninth graders can be integrated into a more comprehen
sive program, particularly if some elective courses are apen
to 4l grade Jevels, They ean take courses requiring specia
faclhtle% or specil faculty which may not have been avala-
ble at a junior high school,
ot may allow a desired switch to middle school urgamza
tion, which had not been feasible while the ninth grade was
part of a junior high sehool.
o It allows better use of specialzed facilties and common
facilities (shops, gym, lunchroom).
o [t makes better use of specialized faculty, without re-
quiring retraining for iultiple competency.
o [t maintaing local eontrol of high schoal programs.
'n medium- and large-sized distrits, the school sy
tom which hasa thee- ear high school usually also has two
jurior high sehools with graes 79, Grade reorganization
can be aceomplished thrcmgh consalidation of the two
schoalsinto asingle 7-8 junior high, or a 68 middle school,
with iurther t:on%uhd_atmn of elementary schaols. In both
cases, one junior high school becomes surplusin the
PrOCess, |
" Thereisapolitial advantage to the reorganization
from a three-to four-year high school inthat 1t 1s not very
controversial, Often a district has wanted a four-year high
school, perhaps even had one fn the past, but large num-
bers of students forced the high school t be limited to

three gmdes Unior hlgh schools have never develnp@d the
Joyalty that high sehools and neighborhood elementary
schaols have among parents, (Unless, perhaps, two junior
hlgh schnuls lmate i il appns te emls nf alarge se hnul (lis-

Nm’ desplte heat ed debate e educaturs come
down strongly in favor of ane grade sequence in the middle
years, [n fact, in the face of Lhangmg enrollment, many are
seeing the middle g‘mdes 45 “swing years," that coiil] be
equally well served in almost any location, depending un
enrollment numbers,

(One of the suburban consortium districts s in the
process of implementing this strategy. Dung years of
rapid growih, its four-year high school was converted toa
three-year high sehaol and a second junior high school was
corstructed. Now, with enrollment in grades 10-12 cur-
rently at 1,100 and  projected to,reach 825 in four years, the
ninth grade is coming back into the high schocl. One junior
high schoal i being converted into s 6-8 middle HChUQl an
the other s being converted into a community activities
center.

Although following this strategy enriches program
offerings toninth graders and makes better use of aciiies
and faculty, it does not by itself solve all the problems of
declning entollment a the high school. I fulsto adress
the ssue of low enrollment courses which could not be
bolstered by ninth graders (primardy advanced, special
ized courses) and needs to be combined with atherstrate

gies,
il
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High School Grade Conversions

¢ Tha White Plains, New York schoa district, which
déclinad from a total enrollment of 8,000 to 6,200 in
elght years,Insttated a comprehensive distictwide
grade reorganizatign, Not only did the high school con-
vertfrom three to four years, a move long sought but
unfeasible before dacline, but four elementary schools
were closéd, and two former Junior high schools be-
came, respectively, a cltywide 56 Intermediate school,
and a 7-8 middie school. The surplus elementary
school bulldings are belng leased fo other educational
107

*  The Herricks school district in Long lsland, New
York algo converied a three-jear high school to grades
. %12, One junlor high school became a two-year and
then & three-year middle school Ina phased process
tlad to continued decline. The sacond former Junlor

. high school Is finding new Iife as a community center,

Anextension of this strategy to include lower grades
i3 lso being seen in smaller school districts, but aecompa-
nied by more controversy, Districts with four- and five-
year high schools are considering bringing the eighth or
seventh grade into the building to ereate the combined
Junior-senior high sehool. This grade structure is already

~ common in small districts, sueh as the two small town con-

sortium districts, Some dlstncts may even choose a single
512 schoal, (Hlstnncally, new bmldmg and bulding im-
pI’CIVEITieﬁLa iii 8 aumu ulamua ua‘n: mu:u ;GEHEE{’} ofi HpﬁEi’

p;lile levéla The bestfufz zlzeam he dH trict m.iv be fnunl

in the high schoal.)

While this extended strategy makes better use of
facilities, and may permit reduction of expenses in other
parts of the school system, it ardresses the issue of high
school programs only to the extent that specialized faculty
may be retained if they are qualified to teach all grades,
Many school peaple, and most of the parents in the consor-
thum, ¢l that younger students should continue to have
separa:.extracurricular sctivities, and if possible, should
oceupy separate space in the building. In districts where
the high school has  small age span now, there is often
concern abiout older and younger students mixing, (On the
other hand, in very small districts with a single K-12 build
ing, relationships among older and younger studets are
cherished by some teachers and parents.)

The other suburban district in our consortium has a
single seventh-grade sehool, whichitself s an anomolous
product of a desegregation plan and enrollment figures. As
s00n s entollment decreases enough, the old schaol will be
closed, and a 78 junior high program wil be aperated in
the high school bmlding The junior high program will be
different from the high school program, and will sccupy a
separate foorof the building.

Don't Forgelthe Eipty Building

Grade reorganizatin will produce a surplus junior high
school or other building.

~ Planning fo; reuse of that bullding - for communlty
purposes, for lease, rental, or sale- should be part of

g
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planmng hr rearganizatlan Pon' lwaitunﬂl the bulldlng

is empty. And remember, because junlor high schools
are much larger than elementary schools, planning
appropriate reuge will be more complex.

Grade recrgamzatlun roquires careful looking at nu

bers of students and size of buldings, and cannot be imple-

mented until there is a reasonable match betweer the two,

but it cannot be just & numbers game, It must be basedl i
program and yuality rationale. And, by itsellit s mota
panacea. Low enrollment advanced courses Tn upper
grades still need attention.

Strategiesin C OOperdtiéﬁ

with Other School Districts

The possibilities for shating with other school districts e

many an varted, The mativation for cooperation s loday
niore Hkely to be to presere oF injrove programs hich
might othersvise be Jeupardized by low enrollment, com:
parer to the 19i0's when the motivation was to develop
N programs n areds sueh a3 vocational edducation oy
handicapped services,

Sharing or cooperation i a means, s he superintend
ont of one of our consortium districts suid, “to enable us to
offer a comprehensive educational program, evenf we
can't have s comprehensive school.”

Sharing strategies may pool students in a single locae
tion, move teachers or administrators among schools, bring
specialized faciites or equipment to schools on g ratating
buasis, or bring stuents and teachers togel ther deross urge
distances through technological communication links, Cor
aperative ventures may be for limited purpses - a par-
Hcular course or ctivity, for enire progeam areas, for
vartety ofservices and programs, or, in the extreme (f
school o listrict cansalidation, for the whole high schoul
program,

Mechanisms for cooperation among districts vary from
informal or formal agreeménts between individua boards,
to districtinitated consortla, to state-sponsored regiona
agencies, Permanent consolidation of high school programs
may be insituted through development of sending/



recewmg agreements fnrmatmna regmnal hxgh schosl
districts, or consolidation of one o more K-12 school dis
triets,

Voluntary cooperstion strategies work, of course, only
if districts are mutually interested. Consortium members
from several cistricts expressed concerns about sharing
enntrol of programs with other districts, as well as working
out the mechanics of scheduling, administration, firance,
employment, and transportation.

Schaol districts experienced with sharing offer the
£ llowing advice to neophytes: start slowly; work out de-
tails ahead of time; develop written agreements; start small
or with enrichment prograns that don't compete with
existing programs; plan to revise agreements based on
experience; and provide for termingtion or withdrawal.

Finally, programs which are vnluntar} need to be
ggressively pmmﬂted within participating schools, partic-
ularly if they require students to move between schools.
Students have a natural tendency to remain in their home
school unless the advantages of a program lsewhere are
clear. If programs offered in other schools are considered
part of a school's course offerings, the school provides for
{ransportation, o0

P

{ Share pmgrams/servzces lafTwith other
t school distriets directly
Cooperation among schuol districts whose needs are similar
or complementary is a relatively direct way to preserve or
expand programs, iftislegal in your state.

%

ln dlrEt,t hhanng HLh(JU] (lhtm ts aeek aadh her Jut 2l
(evelop agreements among themselves, determine length
ufmmmltment aaslgnment Dfr&%pnmlhlhtv, aml s00n
Beyund heae baslc chgractens ties, \&hd; s %hax ed dﬂ(] ho
It s shared can vary tremendously.

Anarrowly focused example o coopration would be
two districts sharing one music or Latin teacher on  half
tirme basis, with one district hiting (or retaining) the
teacher and the other district paying hall the cost, Severl
(istricts could form an informal“talent bank” to match stall
campetences and needs for part-time teachers.

A broad example of cooperation would be several
districts, each with unique faculty strength and facility
support ina different area, splitting up responaibili yfur
entire program ar2as among themselves, One district's
high school might specialize in art, another in science, and
another in forelgn languages. Stu lents would eross:
register for courses at whichever school they wanted.

Several districts might jointly sponsor sports teams,
orchestras, clubs and other extracurricular programs. Or,
istricls could conperatively provide support services - 1
inservice teacher training, eurriculum review and develop-
ment, administrative services.

DITEC t cooperation offers these advantages:

& Separate agreements can be mae with different dis-
tricts to suit specific neads,

 Participating districts can make use of their own
strengths and draw on strengths of other districts,

=
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' Distrctsare free tcx_pi_ck and choos partners which the_y
. feglarccompatible.

" Direct cooperation also raises anumber of cancerns:
 Extensive sharing with a single neighboring tistrict
seems to Faise anxdety among residents about future plans
for consalidation,

# School boards and administrators are wary of how mch
administrative time will be involved.

All of the consortium districts are in early stages of
exploring areas of cooperation with neighboring districts
The rural dstriet s Jooking to cooperative long-range
planning with four other distriets, Distrit offcials want Lo
welgh benefits and e ts of ransportation betuween school
(the nearest i 12 miles away), because several schools have
gl faciltesto support different programs

The two subirban districts are exploring possibilties
of sharing in low enrollment, courses (advanced courses,
foreign languages, industril ats). One distriet, witha
greater number o minorty students thanits neighbors,
reports that the neighbors are not interested, n part
because of race, in part because administrators are mt

" concerned abatt decline. Officials in the sther suburban

Jistrict ure procecding cautiously because they think there
will b great reluctance to share, on the part o their
residents, This districtis wealthier thanits neighbor.

The two small town districts are also considering di-
rect sharing, One s seriously looking at consolidation vith
a neighboring district - but sees sharing s an interim
measure until decline is enough that the two student bodies
eould be accommodated i ene school, The second distrit i

inthe talking stages with contiguous districts - seeing
what might be common needs, ete. The ity school distric
alreadly runs an extensive occupational and vocationa!
edlucatian program jointly with another neatby city -
triet,

Assembling a Quorum of Students

o High schoolsn Pleasantvill and Briarcitt Many,
New York are only about a mile aparl. Students can
enrollin specialized courses I either school. One
school hosts a 5ki team and the other a gymnastics
team, both open to students from both schools, and
several g clubs are being developed, The programis
small 20 hampered by lack of ransportation and
sehodThchedules which are not compatlble.

o Notfar away, three small Hudson River vllages
have staried sharlng programs, because of declining
entoliments. In ts third year now, io school has yet
been forced o cancel courses, but courses avallableat
only one of the thres are open to other students - f-
levellanguages, photography, and aviation. Two of the
districts now have common schedules, and one district
bought and operates a minlbus foral three. The -
tiets arg having dificulty irying to we:k within tradi

“tional 45- or 50-minute periods.

o Aspecia, cooperative aftemtive school, for st
dents In grades 7-12 who are dlsruptive (and would be
suspended from thelr home schiools), has been formed
by school districts throughout Tulsa County, Okizhome.

iyAa
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b S ﬂes Mlnnesata runs & SUmmer schnnl whlch

Includes remedial, makeup, enrichment, and acceler
aled courses. By running lts buses through six nelgh-
boring small towns, the district provides speclalized
courses fo thosa students, not avallable In their reqular
school programs,

¢ Leyden Township, a Chicago suburb, devalupeda
staggered schedule to facllitate program sharing be-
twaen the two high schoals In its district, The two bulle:
Ings, which are 20 minutes apart, operate on schedules
which are staggered by 25 minutes, 50 that students
can take a ;us between schools and lose 2 minimum
number of periods for travel,

Moving Studants to Special Facilities

v Hackensack, New Jersey Is the host district for a
special cooperative program. Eleventh grade students
from a number of nearby ditricts spend the mornings
In Hackansack~the firat 1% hours at the local hospital
whara they train In dirferent departments, the rest of the
moening at Hackansack High School for courses in
anatomy, physlology, and medical terminology. After
noong are spent back atthelr home high schools.
¢ |nWisconain, fiva rural diatricts are conperativaly
developing & vocational education prograa, using
facllities in each of the five high achools. Each high
school s daveloping facillties and staff in one of five
areas, and students fravel to whichever schaul houses
the program they want.

Moving Special Facilities fo Students

In places where special facilities are neaded, and are
not avallable in any school, mobile facilities can be
used.

¢  |nrural South Dakota, several vans, each equipped
with special equipment for vocational ecucation (build:
Ing trades, machine fools, etc.) make the -ounds of
several districts, staying nine weeks at each.

Sharing Teachers or Administrators

¢ Twelve small districts in lowa share six superin-
tendents, The time the superintendent spends in each
district is proportional to the propartion of salary the

-~ district picks up. Distances between schools range

from G 1o 30 miles. Among the advantages s that it
Increases the ease of sharing other persannel amang
districts.

* Smail high schools of Bugna Vista County, algon
lowa, , cooperatively planned a method for providing
foreign lanquage Instruction, adapting an existing
program of audlc tapes and printed materlals for self
Instruction, Schools cooperatively hire foreign lan
quage teachers who travel between up f0.saven
schools, Students work indepéndently, using tapes and
workbooks on days when the teacher Is not at the
school, This allows, as well, for salf-pacing by each
student, With individual tapes, many levels of language

.+ =Infactmany languages - can be taught at the same
~ - fime,
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o Ing remute area of Alaska smclahst 1eachens are
flown I for one day/week to tiny village schools.
Schnnl schedulas are h:rmed amund 1he fact that the

Tuesday, ot

Using Communication Networks

o |n Montana, five school districts teach cooperative
business courses, using a simple fechnology of ampll-
fled telephone service. Students stay at their home
schools, use texts and worksheets made avallable
beforehand, and a teacher In one school runs the class.
Through a conference call arrangement, students in all
schools cantalk with each other and with the teacher,
»  Similar arrangements, with more sophisticated
technology of televislon, are In use In rural lowa. Newly
developing techniques of interac ve television will
open up new possiblities.

Direet sharing offers many possibilities for pre-
serving or expandiig programs. o work wel, many ojer-
ational detalls must pe enordinated - teacher contracts,
areas of respansibilty, y, transportation and seheduling (1{

students are moving hetween schonls), methds of evayg-
tion, and 5o, Fiffurts must be made Lo assure thal those
who are “shared" whether students of faculty, feel wel
come in all participating schools,

5 ‘*Imrvnrzqnz n./af Flices / laﬁ" zu}
olher school districts through @ wqmnnl
consortium or educational ser e agency

This stratepy is stinilar b the previogs one, ol the range
of actiyities and arrangements can be fust s omwad, How-
ever, g (hind party coorlinates comperitive ventires
among member districts. Ui more formal arrangement,
i1 that (he eonsortim or ageney i logal entity, hisa
e of direetors and an adiministpative 2talf, and tends Lo
have long-term stability. I{ the consortium offers iany
servipns, members on glllil_tn\thwm Lo i eipate
oty those services which el Uiy esils

T mechanisms for such sharing arrangements al-
rely wxist in over 30 stat os Urouggh school study counels,
reiongal edieational serice dgencles, Pl of conirs-
Live pyeational services, ete. Regoal consortiz have been
Use] for programs fir the hardieapped, i puretiasing aid
other central nondcadomic fimetions, special edlucation wnd
vicational programs, among other things, A recent stuly
o Ny Joreey sehool distriets reported Uhal roarly o il
of the state's 380 bieal sehool districts are part of same kind
of Volyntary cooperative, Numerous co-0ps are also re-
porte n Toxas. 1t may be relatively vasy to expand the
role of existing reg‘mml arganizations Lo meet the needls of
declining enrollment, Establishing anew regional consor
i g rency Where none exists s also possible, bt iay
he crmbersome without support from a state edhucation

department.
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~\n ulty 1! argm I mm ghmlm tes L mi 0r e h
distret Lo seek out partners separately for each program,
Administrative fum‘titm&, stich as hirinmg and asslgning
teehers, bookkeeping, and scheduling can be hamlled by
ageney stafl, This can offer districts with imited adminis-
trative resources g very efficient working arvangement,

Because regional agenies draw on a lrge ponl of
mermber distriets, using them as the vehicle for sharing
iy efuse anxieties aboit dealing with one umgl it
district, Because state systems of regional agencies ussign
all (ol bt the largest) districts to 4 reglon, a district s
ahility to take advantage nf%h'{ﬂﬂg ls not limited by the
willin weness of aljacent distriets

Conesrns expresse ( shoat usmgai insortium ineluled
whether administrative costs would be preater than with
direct shaning, and whether using a regional agency would
create more red tape and bureacracy,

Bringing Special Facilities to Students

Special vocational education moblle faclities are avall-
able through reglonal, or even statewide programs in
isolated rural areas.

¢ |nrural Wisconsin, a vanand instructor travel a
circult of high schools, teaching hydraulic and preuma-
tic equipment technology. The van, and teacher, stay

at one place for nine weeks and students are drawn from
a 25-mile radius, Each dlstrict pays its portion of the
operating costs and instructor's salary.

¢ I Oklahoma, the state provides a similar service in
the field of data processing - where fechnology s fast-

s lmperatlve but beyﬂﬁd the reach l:af mﬂst dlstrlcts
This van stays four weeks at each high school, and
does not come with an instructor, Instead & comprehan
sive manual, detailing operation and application of
equipment, is sent ahead of time and regular high
schoo! faculty instruct,

Developing and Distributing Materials

A regional organization may develop instruction pack-
ages, a/v materials, or coordinate use of educational
technology, This provides a means for expanding serv-
lces, programs, and resources without transparting
students or teachers, and thus may be particularly
worthwhilefor rural school distrits,

*  The Westem Small Schools Project, and
Adirondack Small Schools Project ploneered coopera-
tive usa of educational technology and coordinating
resources of member schools. For example, visual
materials are sent ahead, and the lecture s given over
amplified telephone hookups.

¢ Qakland County Service Center in Pontiac, Michi-
gaﬁ produc‘es and distribu‘tes vldeaiﬂpas for use by

network for teachers and homebound studems

o Alongstanding voluntary cooperative of 29 school
distrlcts - Cooperative S-hool Districts of St. Louls
Suburban Area- spends a large proportion of ils
budget o suppor't educatianal television and other a/v

in
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A Consortium for Gifted Students
Five school districts in suburban Minneapolis recently
banded togethar to cresta the West Suburban Summer
Schog; Assoclation, a speclal purpose consortium
otizring enrichment programs to gifted students.

Prompted by concerns over declining enrollment
financial conatralnts, and the opportunity avall. ‘e
through the joint powers act of state law; the districts
created a formal organization to pool resources, tak
ents, and talented kids, A board of directors oversees
prograr offerings and hires the director, The Hopkin
dlstrict serves as financial agent and Hs high schoal,
located in the middie of the 130 square mile service
area, I3 tha home base.

Enrichment programs - in areag Such as math,
sclence, forelgn language - are now offered as in-
courses in the evenings and on weekends during the
school year, a8 well a8 during the summer, Programs
ate offered fo sfudents In grades 4-12 and are attended
by over 1,000 students.

A Mixed Bag of Services

Existing reglonal cooperatives, or service agencies,
offer member districts services which may become
useful in supporting other strategies.

o InOregon, the Oregon Total Information System
(OTIS) provides avarlety of adminlstrative and financll
services o tta 45 member districts. One of these s
school scheduling - which could be used to coordinate

schedules of several districts that want to offer joint

programs.
»  Georgia's system of shared service projects, each
serving about four to seven districts, was developed to
support loce! rural schools, It coordinates sharing of
teachers or positions among districts, provides direct
subject area services and inservice programs o
groups ofteachers, and helps in plznning and develop-
ing programs. All of these services are usefulto the
school district with declining enroliment.

¢ Oneof theoriginal reasons for formation of the
New York State BOCES (Boards of Cooperative Educa-
tion Services) system was to coordinate needs in small
districts for partime teachers, while providing the
itinerate teacher fuil-time employment, It continues to
provide this service and anticipates enlarging i ac-
cording to member district requests, The BOCES In
many parts of the state have long cffered hall-day vaca:
tional education and speclal education programs for
handicapped students at centrallocations, on a tultion
basis to member disiricts. As conditions change, the
programs may change {oo. One BOCES already offers
haif-day programs in arts and music, and one is invest
gating the need for languages and other advanced
academic courses,

»  A"Reglonal School Service Center," formed by sx
districts In northwestern Connecticut, has a shared
service staffIn paychological services, art, music,
physical education, and French.
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Aruitoxt provided by Eic:

il ﬂt ’,lhlll'_» Ifthe consortium ntﬁ s 1Ny services, e wach
tlistrii:t carn use those services that meet its needs as long 4=
' lfum ills(l’l(l tlrudrs to pul] uut uf'l pro-

Consolidation is in sharp eontrast to virtually every other

! liscus=ed inti 'rep()r't It ia‘ A permanent, nonre-
step. Unee lused and
another. itis Lmll will be opened
olved in pLinnmg for tne high
ly at enrollment projections,
educational nhjectives, and the perceptions of local citizons
of their high school Consolidation should be considered
anly if there is mntn ued E\pectvsd lrm enrollment in the
districtand if the

Consolidation can take s :

entire school districts can merge, repla
vrning areas= with a single joint dis
tricts can merge at the high school ]evel cmlv reteunm thc;
two original districts as elementary districts and ereatinga
third joint (or regional) high school distriet. The high school
in one district can close and its students attend a high
school in another district, keeping both districts as legal
entities, but shifting administrative and program control of
the high school to the receiving district. The sending dis-
trict, in effect, “buys into” that high school program.

versib
merged with
apain inthe f :
=chool should ]ﬂ-ﬁk

vy it n ‘Hmr”‘
remain 2o nur'mg A Imrlmi ”f(] lel I “,.»llmpm Hl T
ing a receiving gisttictis very poPl ay=e 1t iNepesses
numbers of st\u],jﬂth ant wjze fb“‘ .. while retaining
locul control of peoRTams gnd ni!t Crugaing local taxes,
The pozzibility nfﬂlllsmg a high #7100 ; strikes at the heart
uf the community 1‘7 entity jssye. 1 the role of th high
school " Moy MMy ity rezidents, stu-
dents, te \1 lulmml.,,t], 0T oo jdep this the op-
tion of last res ssane f “uf (S8 ”\nmum members said.
“Tt would be pojgvil suigj]e for ¥ school bourd evon (o
ler clusmgtht‘ high ¢ h“”] 1 pyypal arews the pres-
ence of a high sep0®! may hav, di ety pelation=hip to the
vennemic well-hifs of & g i“ ,u! Mgy Often the
;mswi Lln‘«]l]p’llf , Tral h-gh - hn” I8 gpen ax the pr veur
1l fo“hp town ﬂ‘sis]f
IUisan opjn 1 explore alonk With the
other ,lmtvglv ) ‘t!nlf'u ]s,vhu iy x‘(;‘]l;([m] the 2ehonl
diztrict may cllihf)’ s valyes ., ,11 I"‘In! qties, A may peta
better sense of pe Tole of the L hgol 1N the CoMmuynity.
Serious conside }Lmn of this npﬂ”n WilT also help in evalu-
ating alternativg Sategy
& l”k‘l”g the hlgh “‘[h()()l Can rﬂd}“‘ spnse for small dis-
tricts that are ¢]o#€ o othgr dig [rq(l:s with compatible edu-
cational goals and df‘cllmng i‘hr(’l Meyy Students May have
access to a much proader ynd heiu T quality high sehool
program than they Could gthepwi™:
Let's s ook bﬂgﬂ\ at the (i f'fL ﬂ}r—)t v (;f"i]()”a Uf U’hhuhlld‘
tion: .
e Merging two gptive districty 4 Crogring a single new
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hﬂrr H\MHTgMHg&HHIUF\HHHEW;%“&”ﬂhM
thie sy e s tew st e sehool e ew
aniform Las pate, single s vinistvation = el jointly de-
selop asingie philosophy, currieslum, staff b fts and
aploviment policles, ete. te. This, of eourse, alio raises high
levets of anxiely on all sides because somebody s Las rate
will probibly o up;all teachers and wlninistrators and
ather stafl will be uncertain about Job prospects; peoplen
Hth distriets will woery about losing conteal; and <o on,
However, everything about the new distriet will be jointly
lecilel,

0 Merging districts at the high sehuol level unly, retaning
tn distriets ﬁdvm**nlwwﬂPWMtwauthwd
Fregh mgtl}lipl sl iz et This s LT ke, bl
1!m1xm'eumqnlﬂmahytmwnHumLMMuthml
oy \Nhirv\«uxhad tieaof everything befure, viu have
_hfvﬂlhl“ hree school oards, three tax sructures,
Ihruvhudgﬁ,i_hrvvvnuﬂu5nrn tpolcies, ete, Ttdoesit
st aitsiety at the fugh school lz_-*wli and leaves open the
possibiliy of students arriving at high school witl lfleren
hackgrounls,

o ecoming a sending or vocelving distriet o the high
sehonllevel: This s generally warmly embraced by poter:
drmmxngm%ﬂdammammmdepﬁﬂanummm
istricts. The reeeiving district retalns Its own governance,
tay and budget structures, and tellstheling listrict
how much it has to pay per student, [tve s policy end
curriculum enntrol, stafl school identity, ete. The sending
district loses budget, policy, and currieulum contral, and

Joses all staff and all school identity.

MUUHUlMﬂHHIHM'ithh 1 uuul\
iﬁMmumwmﬂmmumnuLdlmﬂhmumderLAMHn
& hiW%ﬁﬁ'hﬁiuﬂﬂuiHUHQMv;mﬁuﬂmﬂmWWh
MdenﬂhwﬁilcnﬂMmulunmsmum A B severdd
meaIM1adnndhru¢ﬂmwﬂ|rv e, The i
et district l%%Hﬂ”lfll]glUgTd[h\nuhipHPH]HlHH il
has compiatible eelueational programs, ummiters f eit
gen&and slministratiors ure nonw meeting to cone by she
casaliilation might b fastble,

Consolidation No Longer Forced

Consolidation of small school districts was for along
time believed by state education officials to be the only
anptoptiate option, State education agencies farced.

, ncnuraged with ﬂnancial banuses or cajaled local

economies o SEEIE, cgvering everyihing trﬁm pur
chase of materials, to administrative costs, to educa-
tional facilties and programs. Pennsylvania, for
example, had 4,000 schoal districts n the ate 1960's
and has 500 now.

The rate of district consolldations has declined
staeply, and mos states have backed off from inandat-
ing consolldation. In part, small enrollment districts in
the Western and Plaing States have consoliated about
as far as practical, (A district of 1,000 square miles and
300 students K-12 3 not uncommon.) n part, no re-
search has been 12 1o show improved education
reuts from cony, idation - In fact research supports
both sides. Econiniles have not been Impressive, and
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rlslng transpﬂrlaﬂan msts make Iangdlstam:e trsvel y

very expensive. Most important, though, cltizens of Sfl‘(lte lgq Ubl’zg fd l l“
smal dsries, conviced ofhevalia oflocelcomm- €1 and | Communit lj | i lt aﬂ

e ecpnisdsndeonnspotl ()i the Sehool [§ystom,

A coaltion Inlowa, a state with many low enroll |
ment rural districts, was instrumental In getting the A third major approach focuses on by Mgy the ]g
state leglslature recantly to change state policy from ~ ship between the high school, commyfy Mis ld;}

il§ 51
acocating consokdation, Only ayear ago, thelows  community nsttutons, Rather thn 5 0¢py W

legislature passed leglalation permiting schoolsto  with other schoo isries, it s 7 he fé“ {j?tzxm
share teachers and programs, opening up other op- A high school may signifieantly by ey g g U 10 &
tions which had been closed. Paple In suburban djs- nppurtumtle*%tuﬁtudgntsbyenmuﬁgm? them qu{
tricts, which are small In géography and In population, advantage of college and um&erslty pmﬁf s e g I“Pﬁ
tend to foel just 88 strongly about malntaining local or sporial study opportunites with gy P06ney f—fﬂ
dislricts, | uther ingtitutions, or with skilled mdmfi'vl‘llg, in th‘:’“ rﬂm
Consolldation of single high school distiictawill  nity, Developinga resource center wiy” the i Bl
probably be less frequent in the coming years, acwilll  department which promates opportuy ‘)E’ ‘hh 9“{{1*
be limited to voluntary mergers. nity .,5uld be a valusble uﬂdertakma ,rh ool lmﬂl}j

activities and programs for which the yjhﬂﬂl 18y, E g
Congolidation may be the best option for a small high ~ grant credit as well as those which wey? “ﬁer “h{ﬂ“"l
school which feels programs willsuffer irreparably with Based on experiences with our cgn,é""tlum wﬁc
enrollment decline, and which has a nearby school that also  cooperatively with colleges and Um%;;]ma ﬂpp@ Lg
wants to congolidate and that shares similar valuesabout  those within the school system as amey ¥ pﬁ‘ae ﬂF
education. [t may result in stronger prograns for students  expanding advanced course offerings, |

bobai ki hQr hfﬂ
of both distriets expanding clienteleand worling Wlthu i ld

Consolidation should be considered only fcurrent ~ institutions areless ikely to appeal ty " lpen l Ul ey
trends look long term, because it is 1 permanent MHEE seem rather radical, However, they wyf® ¥ gy l;ﬁg 0
ment. Once & high school s closed, it probably won'tre- -~ commuynity residents who do not now hg"ﬁ lireq pggﬂl
open, Consolidation, to, has tﬂbEtll’ﬂEdS(] that there isa  ment withthe schools, and they can b.enEft bﬂt}] thv
reasonable fit between students and bidlding. schools and the commurity.
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\sm %tr"itt‘glmfahimng Hwisin dm] (h (et
apportunities avalable t students outsile the high ﬁl__}lml]
nee( 1o be aggressively promoled,

7 Widen or redéf' ne clzen l

Traditionally, the clientele of the high schuol s been
voung adults, roughly ages 14 o 18, who attend school
(uring the day. By widening the clientele, ani possiby
shifting schedles, the schoal istrict ay be bl to etain
Courses that would be jeopardized, provide needed services
Lo new peaple, strengthen community support, perhaps Lap
e ireqme soutces, and inerease communication and
understanding among different sectors of the community,

(e version of this strategy would be to apen the
entire high school program, a8 a eredit and diplom-
granting program, to all commurty residents, For scho
distriets which have a large number of residents who lack 2
high school diploma, this could significantly increase the
pool of students. In some states, financial ad s piven for
students enrolled, regardiess of age. |

Alarge part of the adult population s not available
uring the day, however. Expansmn of the high schodl
program into evening hours 18 an option which not only
Increqses opportunities for adults, but for students of trad-
tona] age a8 well

A second versian of this strategy would be to open
individual courses to adult students whodan't want or need
eredit, bt want to take a course, Adults might take busi-

fas, QJ e, 4L, Ty hi 1gr1 lur i lllHllHn[
personal tesons, LisLHICts pUght e vourses i
avatilable busts fur free, or for gLt Hifge.

A nelghbor of mine, a woman in her ifties, has g
new office job with  chemical equipment manufac-
turer, She told me she would jove to enroll in & high
school chemistry class to understand betler the wo,
of her new firm. She said, “The chemistry | leaned i
college, Wy back then, Is nathing ke what they teaq
the kids today. | wouldn't be scaredtotake a high
school course the way | would be 1o take a college
course.”

This e of request s bt Pt L0 selools Lo oy,
mmunity residents more often these Gays, Ttis astrateg
which v sehool ean implopent easily.

A third version would pave the sehool distriet see }\]1
oul erducationa] needs in the community 1 uﬁll\xhnhmlg:
not et filled otherwise. These might iclude English i,
Second Linguage, vocational training under CETA or
other felera] job-training programs, senior citizen snmh,}f
prOgrams, and soom, New prograis might also widet
hoizons for carrent students,

This strategy raised eoncerns among all constLueny,
represented inthe consortiyn - tU Uit teachers, axln u
strators, and parents. One concer was gbout how \»Ell
adls and "regular” high school students would et oy,
Both parents and students felt that student% would feel
awkward inthe presence of adults. (“Iniagine taking &
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e h\“”Flﬂu hvr%*“*l rllul rrnvhvrﬁucl1
ol ABOUL fhei e pelationship with hadults, gl about
hﬂmgﬁm%ﬂmuusMH teatment ol sudents, They
ot afraid ey would be et nd o i respocted” by
other golalts: 30 that it would be diffeult tu vy gn adulta
poor grade. Thf‘\ saif they wouli] fel funny ahout diser
[illﬂllg Ulf.ﬂt%ln front of of hE!‘d(lults
Algoint Lhe gy rim, fig pyef, WLTEQ fow peuplv
eho bl i i this ortof sitgation. These people
filt ! the ipp T Fogl ailvantigest ogpem ni"(ihg that it
mumﬂu;ndhummumnnMIhiunmAHMsmdsw
______ e tegeher sid
Al lv La in hvr leaa st l Mg gn Wil 1p (s rum che
I i) gL 0 e ) and adufts wore highly motivated
uﬂxn.;gh ”\thwvh;banil IHIMHg the elallnge
the eslyer felt by the presence of elalts resulted
hyutwtingﬁﬁﬁiﬂvryhndya
The ity Consortiym distriet alpouly operates n es-
hlhn;;wupﬂnqﬁ the first version, The high school Ex-
tende] ay Program pans from 4 to 100 ., 1a(;tn
frop (;d]lrpaulPﬂ[a under age 21 (including day students)
i on g tuition basis to anyone elsp, [t 1sdreguhw}ngh
sthnp] prugl"m MUgh {nr[ht‘ Mgt I"m ln puh“s[rrm
the regular daytime program who are "moonlighting.
Estended Day students can participate inall extr curricd-
Jar high school activties. The progpam serves young people
who have droped gut, who have t mﬂth%ﬂMﬁ
t0 accelerate, 80 peaple who Work dunng the dyy, (ver

230 pegple are enrolled and t the program i self-supporting,

iH(Iﬂ[hl nhunnnnn HIH B ulwlﬂna A A
Innl }HMHHH Ilv H!\ ?ml‘n!

41ﬂﬁila lulg\ Hu

nn;lwdnuf_v”atunihagmnnJL_}hugmu.Lln:L
lutest word-proc %4Hgtvdnﬁqu%1mluinpnelt fir
.mﬂnﬂznngtunwnur lit whHhHL niqnﬁnuln
upgnuhthnlamﬂa Wfering siteh s program teall commu:
ity resdent iy make i esster for the distret to ey
buiving new equipment for the basiness department, The
vl distriet has pecently adopted spobes to allow wlul
afuleints, at s i part due to 1 prrtieipation n e
pfEntL,

Opening the Doors

v The Northern Westchester BOCES vocational and
technical center,in New York, which provides training
to high school students from member districts, has
opened all programs to adults If space s avallable,
Adults pay the same tuition as a schoal district does,
and are enrolled In almost all programs.

v Many districts are opening everiing adult schoal
programs to high school students, and caytime high
school programs to adults, expanding their cllentele In
the process,

v Anunanticipated result of the Las Vegas evening
high school program (see sirategy no. 2) was that 40
percent of the students had not been in the day pro-
gram.
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Serving All Ages

Some high schools are developing programs for both
ends of the age spectrum and benefltiing everybody,
+  Highschools In Harbor Springs, Michigan and
Monroe, Connecticut turned over a siall amount of
space for senlor citizen centers and Invited the older
people lo use all high achool facilitles.

Initial wariness on the parts of both old people and
high school students has glven way o friendships and
inint projects. A retired journallst and several retired

mers are active In school newapaper and agricultural
ciagses.
o Highschools In Staples, Minnesota and Evanston
Township, liinois operate daycare/nursery school
centers, and high school students In child study prc-
gramsgetcrediﬂarhelplngrunthem
Filling Spacial Educational Nseds
In areas of the country with large Immigrant popula-
tions, school districts can provide bilingual, bicultural
or Engllsh as a Second Language programs lo adults
as wall s reqular students. Districts can identify other
special needs too.
v Grand Rapids, MickIgan achool system works with
numérous community agencles to identify and meet
special needs. As aresul, the diatrict offers programs
In 8ign language, driver aducation for adulte In severs|

forelgn languages and English, parenting, applied ger-
ontology for perlatric nurses aldes and others who

wurk wih elderly peaple etc -_

+  Union Township, New Jersey has a broad program
of daytime senlor cltizen seminars.

¢ Lakewood, New Jersey has high school equive-
lency programs in both English and Spanish.

s Great Neck, New York school district greatiy ex-
panded aduftecucation programs. (They are housed In
three surplus schoals.) In 1978, K-12 enroliment was
7.000: 12,000 students enrolled in adult classes.

Going lo the Paople

Some school districts are aggressively marketing high
school completion, remedial, and basic skils programs
to local business and industry, or taking these pro-
grams lo nontraditional locations.

o Los Angeles school system provides basic skills
and special skills tralning, under contract, to em-
ployees of Industry, government, and business. Day
time classes are held at business locations, nighttime
classes at schools.

»  Grand Raplds offers pre-high school and high
school completion programs atindustrial and business
locations, churches, nursing homes, Jalls, apartment
bulldings, and community centers, In Michigan, state
aid Is provided for all students who have not graduated
from high school, regardless of age.

Increased interest in education s a ifelong pursull,
whether for job-related purposes or personal enrichmess,
ani increasing proportions of school distriel residts
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Wit huut chlldl‘en In school may pmmpt th()nl dlh trictst
widen the clientele they setve,

Warkf cmperatively tith colleges and
Cmpemtlve m’mnge'nenta with calleges and universites
offer hlgh schoal a means for maintaining, improvi ng, OF
increaging advanced or specialized courses which may be
Eﬂpamlzed by declining enrollment, whether or not they
are offered n the high school bullding, In addition, specia
services, such s puidance and career counseling, or reme-
dial basie skills, can be provided in cooperation with ol
leges.

UUse of correspandence courses is an option readily
aecessible to any district, and several such programs are
well established. Because they are prepackaged units, it is
easy for scheol district administrators and board to judge
what s offered and agree to accept completion towards the
high school diploma, Often a high achool teacher aupemﬂe%
the work, which i otherwise an independent study project
for students.

[n some parts of the country, calleges broadeast
courses on television or radio, with written support mate-
rials and exams available at a fee,
~ Students may also take courses at a college f there are

colleges nearby which are willing, or, college courses,
taught by college faculty, may be housed within the hlgh
school. This option makes sense if there is excess space in
the high school, or if apace fs available in the evenings, if

ther is suffivient demand i t“w comraumty tn iffor gy
coirses (if there were enough just fram the high schosl you

wouldn't have a problem; and if there is an Interested

college.

[n order to make sense for the college, usually 4 mm-
ber of courses have to be offered so that the high schuul
becomes in effect a "branch ﬁampus.“ Also, the college wil
wanit to offer courses 1f wanls, 30 thire may e only partia
uverlap wit h hlgh %chﬂal m“*eda Thl* arrangemem allms,s
thmughlnanﬂrrental@f it famh tias, !.rthuu takmgru
spansibility or developing expanded programs itself

 Ifhigh schoal faculty become yualified, there's a poss-
hility they could teach both high sciool and college courses
under this arrangement.

This atm gy pruvideaaschmldistriz_ wi hthe p(mi
have qualﬁed fatl y, orin uhlfh very fe“ studema are
interested, 1t offers more structure for students than dos

Independent study.
“Corraspondence” Courses

C UnderﬂnausplcéuﬂhﬂemSmaﬂ Sehools
Project, small high schools in rural areas were ablelo
axpand course offerings through coresporidence
courses. Often, the schools had reqularly schsduled
study hours, during whichteachers were avaliable lo
help studants Iri these courses,

¢ Washington State University and Northwest Re-
glonal Educational Laboratory jointiy developed a nur-
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M berof programmed, audio/visual “instructionalunits” . L@ e i m
for use b?gsmzll sacondaryschoals. Companionstudy 91 Schoo! Kidsin College
guldes help teachers with It background nthe sub-  Aswelasatrangements vihich aloW indligyal "y
ject area to asslst students, school studentsto ake courses t Nearby 9%,
¢ TheState University of New York at Binghamton  there are more organized programs in plagy,
developed several college-level courses on audiocas- ¢ Spokane Community College, I Wﬂani'ngtﬁn* ny
settes. Each course can be rented by nigh schocls,  four area high schools joined t greate thy ooy,
Students ke  final exam prepared and graded by the  Occupational Program. Juniors and seficyy o™ the ¢
 universiy ’ four schools atiend courses at he Coleg o /0%ty
College Courses at the High School if';chégftm“'“' dental assisfing, ang g o
o Syracuse Unlversity in New York hes oneofthe o The Staten sland Cooperative Consq " Ne_w
most extensive programs targeted at offering advanced Y@rkic.fityaﬂersanextraardinari!ywideeraﬂ--mg‘;’ﬁfig'
coursesto students In high schools, Courses devel-  of educational opportunities amond 4 ct}hg_gesg N higy
oped by Syracuse fasulty are taught by high schaol schools, and 70 elementary and jurior gy oty ™
leachers, atera special summer ralning workshopai  Under one part of these arrangamenls, Seyrgl
the university. Students recelve college and high high school students take coursgs atthe uylpg™
school credit, Over 4,000 students in 60 high schocs in |
New York participate annually. | )
o Eighi acultymembersof C.W. Post Centerfor ~ # Two high schools in New Mexicodray, d@?ﬁral
Long Island University ragularly teach a specialfirst:  candidates from the nearby state UNversyy 19 Py,
year college program 10 s select groupof studentsat  guidance and counseling servicss: The gugqyal? Sty
Chaminade High School. dents visit high schools waekly, ¢:d lead gy 1S Iy
o Collegefaculty from the Community College ofthe  high school students to industry, teChnicy ynd "”’l‘-;,;n
Fingerlakes, Inustate New York, teach courses at schagls,andanalrbasa,aspanafaeafeg,ezplﬂfauég
BOCES centers and students getcollege creditand . program. | o
high school credi, (The BOCES centersthemselves  »  Many collegesinthe Clty University oy ‘fﬁrk_
are reglonal centers for member school districts) system have developed reading clincs, ay oif® h-&g
| skl and remedial programs t 02 igh S, ¢
v Colorado Mountain Collaga d Aspy ¢a¥"8g,

Special Services
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schoal district jointly constructed an arls center.
Amang other cooperative agreements, college faculty
teach welding,photography,and ceramics t both hgh
school students and aduits.

Close Cooperation by Intent

v |n Pennaylvania, the slatawlde system of comm-
nity colleges recalves one=third of ts funding from local
school districts (one-third from tultion, one-third from
the state). A 1877 survey of communlty colleges re-

ported that all have high school students snrolied part
time, and all plan new programs In consufation with

local districts. Roughly one-third have college faculty
teaching In high schools, share speclel faciities and

equipment with high schools, and have devaloped four-
year occupetional programs - the irst two years ot the
high schosi and the second two years afthe college.

o [nlowa, one of *he legisiated functions of com-

inunity colleges Is to assiat local high schools, lowa

Cantral Community College Ia a catalyst in organizing

- oluntary consorti of rural disrict to promote sharing,

Universies inlowa have developed programa specit
tally fotrain teachers for smallrural distrcts.

o i - A = T
) Work cooperatively with other community
agencies, businesses, and individuals
This st sirategy covers 8 wide range of altenatives from
Using commurity people 88 enrichment Instructors, to
contracting with local businesses o agencies to provide

prosgrams for the high school ur Uhe reverse (the Bigh scho-
contracting to provide rograms fo boeal groaps, to veating
high school space to e mimunity gronps and service g
ties,

The educational oppartunities preseatted by this
strategy depend, of course, on the resources within the
community, Many of the examples cilw] are from farge city
districts where the wealth of resources i extraordinary.
The same principles of seeking out communiy talent and
structring ways to tike givantage of wgal resources can
be applied anywhere - few high schuls can legitimately
oaimto have exhausted this area. Nor s this strategy

declining enrollment threatens to imit high school pro-
grams, this strategy may hecome an important element i
maintaining comprehiensive educational apportinities for
students,

Btinging Community Resources to Students

o John Dewey High SeheiIn Brooklyn, New York
ofters courses In music theory and practice, taught by
young composers, and arranged by the New York Gulld
for Composers.

Sanding Students Outto the Community

«  Minneapolls schaols, through the Minneapolis
Urban Arts Program, are taking advantage of the weatth
of arilstic resources In the communlty to anrich the
school art program, Operating on a trimester system,
junior and senlor high schoo! studants anoll In work-



" shops which meet dalyfor oneto three hours. Work-

shops are taughthy . “ists at their studios - Guthrie
Theater, Minneapolis Dance Theater, School of Music,
Minneapolis Institute of Art = and students racelve an
credits from the high school, Speciallong-term projects
ate avallable for advanced students, but the coording:
tor strasses that the program is available fo all stu-
dents. Although most communities don't have the
scope of resources that Minneapolis has, such a pro-
gram can be developed using resources which are
available,

Work-study, community service, and career
programs which use the community as the place of
|earning may becﬂneamajqr component of high
schual stud;es

Maine studentswurkmthe cemmunlty farpermds
ranqing from 1 to 13 weeks, They spend four days a
week on “the job"and one dsy a week at the high school
working with a “leaming coordinator.” Each student
completes an individual set of reports and assignments,
based on his or her job location, and receives schoal
credit.

o The Executive High School Internship program
operates in Philadelphia, New York ity and Buffa'o,
Outstanding high school juniors and senlors take a one
semester sabbaﬂcal tu serve a8 asslslants ta genior

Joint Services and Projects

Students may engage in real work piojects of benefit
{o thelr communities.

¢ AtJohn Dewey High School, marine biology
students conducted water quality tests for coastal
communities and testified at hearings.

o |n Staples, Min+=ota high school students, fac-
ulty, and commun’.y resource people jointly developed
ﬁurriculum and wrote 30 “Iearning packages” for a

o AtManuel High Schaal l_n_ Denver, students set up
real corporations and run them. One group got a
§10,000 contract to design miniparks in the city; an-
other publishes the newsletter for the urban rengwal
agency.

A second theme running throngh this strategy i1
IhL hi;:h %Lh n]r Hay hu Jh]& nhmu]u ; sw]t GRS
l)lhﬂ service ;@ ies, Agan hl%l%ﬂn ta strateay hm]h i
to conditions of lulmmgurnl]nmt or to sngle high
schonl districts, but it may becorne foasible with fower
Audents,

Ths* mot ivatiuna fmd heneﬁta ire mu]tifﬂu i ql h

p1 wgire fmm W0 dlI‘Ec__lmlﬁ une tu ccxncvntmte more
narrowly an the three R's, and two, o broaden the role of
Lhe high HLhU(ll tu im:lmle 'ub d'rug and nth&r pp‘%ﬁnal
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same time, agencies which provides broader range ol
services may benefit from paining access to students in the
school, or using specialized school facilities, Anather moti-
vition relates to greater demands from the majority of
citizens who da ot have students in school, that they, tao,
receive some benefit from school tax dollars, at least aceess
to special facilities such a2 gyms and shaps. A third motiva-
tion is that many services and facilities - such a [ibrares -
are similar regardlegs of the user, and should not be
needlessly dupllcaé If joint ventlures can produce better
results for all users, And finally, if declining enrollment

produces excess epace in the high school, it might as well

get used! for other community purposes which may also
henefit high school students, and might cantribute to oper-
ating costs of the facility, freeing that mory for program
Use,

Joint Provision of Community Sorvices

¢ The small community of Oiney, Texas combined
the public llbrary, high schoal library, and three elamen-
tary school llbrarles, and craated a combined llbrary
governing board. Costs and salaries are shared equally
by the city and the school board,

*  Whenthe high school runs a senlor citizen center
of daycare canter (sae strategy no, 7), It's not only pro-

 viding an educational setting for students, but s also

providing a community service.

¢ The Grand Raplds Community Education Program
works with over 150 community agencles lo plan pro-

grams ointly - Community Education runs wheelchair

games for the physically handicapped, preretirement i1
saminars, daycare, ec.
Many Community Education Programs across the
country Interweave resources and sarvices of municl
pal and private agencles, schools, and community
resldents. The high school s rarely singled out, butis
one of many sites used.
School as Community Center

I space becomes avallable, high school facllities

may be shared with other agencles or organizatlons,
broadening the function of the bullding to a communty
canter,

¢ In5t Paul, Minnesota a high school was converted
to & Junlor high school with lower enrollment, resulting
In surpius space. This space was converted, and addl-
tional space was also constructed for use by the county
employment, vislting nurses, a health center, among
others. An adjacent city park was renovated for school
sports as well a8 city recreation programs, and the
recreation department also uses facllities In the school.
o ThaThomas Jefferson Center in Arlington, Virginia
was originally bullt for joint use a3 a recreation center
and Junlor high school, The game room and canteen,
performing arts complex and indoor field house are
used by students anr’ community resldents of all ages.
With declining enraliment, ihe recreation depariment is
taking over space no longer naeded for the school, and
Increasing ts sarvices 1o the community.

A
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Obviously, ommunites difer willy nthe resOlrees.

available, in numbers and kinds oforganizations and
services, inthe need by others forspace, and soon, The
applicablityofths strategy dependson an ussessment of
community needs and resources, and the degree of overlap
ping concerns among ll community insttutions, including
the high schoal "

Insum
Many strategies are avalablefor andling declning enrol
ment insingle high school districts, Some strategtes stres
working within the estng system, some working vith
othersehool ditricts, and some working vithather instt
tions and community resources.

To get abetter undevstanding ofhow thesestrategie
might b applied o speificcase, e ltrle ow e
migh eusd e progam ar - ntrumental musk.

1 Rela.x: and 'ﬁppmtfich _nérma'lity |

Already more qualifiedstudents want tobe n band and
orchestrs than you can aecommodate, So with fewer stu-
dnts, youll beabl b take s arger percentage, and wil
have greater patciation, You may even be abletode-
velop the juzz band you've wanted, That's great

() Make changes within the exiating school
Al structure
With declning enrollmentina few years, you won't be abl
to"field" 3 full orchestra or band, So, nstead of pushing
big ensembles, you'l hif gears o small ensermble work -
brass uintet, chamber orcesta, e, and emphasze
instrumepts that can be played in smaller groups. You may
have to go to 4 part-time teacher

3Renrgani:edistrict gradé_struct'u_re -

By bringingthe ninthgrade intothe high schadl, you il
be ableto havea full orchestra. The quality may not be a
gour~ it won' be s challenging o advanced students, (3o,
for them, you might consider some other options, too.)

4 Share programslservicesltaff wifh
9 other school districts directly

You cosponsor n orchestra and band with another high
achool, I fuct, the same teacher works with students in
each district pat-time, and everybody gathers at one
schﬂﬁl (op alternately each week) for arge practices twices
week. |

1
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5 Share programs Bervicesltaffith
other school districts through a regionai
congortium or educational service agency
Ynurlmmedlately nmghbﬂnng districtsdon't want tohave
joint orchestras (they re blg enough, or they look down
their rioge at your musicians, or they orly do ensemble
. Work), But you're a member of a regional consortium and
some of the other districts have the same problem, The
consortium decides to sponsor an orchestra, o, those of
your ¢tudents who want orchestra goto a central campus
for practice sessions.

BCansolidation

By cunsnlldatmg wo high schools you've gt enough stu-
dents to make an orchestra, and have a fll-time music

program, The only question is which music tescher to keep.

Smce you've got the instruments and you need more
players, you choose to let anybody in the community who
wants to study aninstrument borrow it for lessns, prac-
tice, and join the orchestra. You may even move rehearsal
time to evenings. In effect, you're creating a community
orchestra, with 2 core of high school students.

Work coaperatively with colleges and
universities
Some of your advaneed students join the urchestra of
local eolleg.

Work coaperatwely with other community
J agencies, businesses, and individuals

Maybe there alveudy is 4 community orchestra and your
students join that, Practce sessions e eld i he high
school,
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& | " We're In opposiio" o cyttin 0 eycation, We don'
| want options lig: You tan oy g ingtead of that. e

don't want our og4Cation ¢y

- ighschoolgydent

We ake te stayd Qute gtro g that volunters should
not replace propS3iona) sty

~teacher |

Although there w?hl_d be Many b?ﬂ‘gmg_frg_m br Inging
seventh and eigf™ gragers 1 e igh school, we
feel the larger aP pan may 7€ Some Problems for
the younger styfeNts. Ther off dferent opinlong on
that, but fthey f® redlto so,” People, they DeCome
problems. '

- Superintendep!

Consclidaion’ ally i thy g Buy s cansolidae
with Johnny ovgl here the léﬂ_‘ Mgt with 5818 over
there onthe ign And God 1P 8 it ends UP Wit
Susle on the gy |

- Superintendep

Too many timesy §°Clety gyt Yolynteerg - nd par
iculaly women ' takg oy 1@ ojg that soclety
shiould e Fundjfh Whep i were Closing nee
mentary schodjg, "ad there nd“_b@ﬂn others COming
Into fillthe aap, {fie librayieg Wﬂlﬂq have beet Clogad.
- parent "
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Declining enrollment aises anxiety,and each of the strate-

gies we explored in Part Two of this report causes concern
amorig at least some constituents of the single high schuol
Many of these issues are common to several strategies, and
will ave to be confronted when evaluating aptions.

One reason for convening our consortium was to probe
coricerns and issues, to find which were common to al
distriets, and toidentify those of el concern to rural
distriets, large high sehools, or other special categories
One reason for having a wide range of peaple from each
congortium distriet participate - teachers, high school

students, parents, administrators, school board members
cummumty residents with no chlldren in high sehoal, and
teacher union representatives = was to probe concern and
Issues from each of their perapectives,

[ this part of the report we explore the issues which
strfaced tn the consortium, and others which are likely to
surface in any single high school district trying to plan
Intelligently =and rationally - and passionately for enroll
ment declne.

Tize— rblé aflhe high 'séﬂéatasaé&mmmﬁﬂty

o gruu_ps feel the hlgh BEhD{]] 1g4n mportﬂnt r:nmmumt_y
Ingtitution, However, there was no consensus on what role
the high school should play within the larger context of the
community today, much less tomorrow.

The high school is important £
The high school is important Lo “community identity” -

a phrast which s ineredlibly dificult o define coneretely.

The high school is ane of the threads which holds peaple

together, and which is taken for granted untilit's threat-

ened), Like a post office address or a telephione exchange,

It's not something to think sbout al the time. From 3

logical point of view it shouldn't make any difference what

past DfﬁLE addreaa ar telephnne preﬁt yuu hewe 0 lung i

dnffereme peo_ple_ ﬁgh_t ngh 1ly ()VH‘API‘QPQHE(] pu%t
office closing.

The high school, as the flagship of the school system, is
importait as an institution which s locally controlled,
Despite state and federal guidelines, mandates, and dol
lars, the school system is still perceived to be - and is - a
local ingtitution. Municipal government is the anly other
major ingtitution inder comparable local control, but s
services are often not nearly as tangible, nor its physical
facilities as visible, s those of the schools,

In reviewing strategies, the most numerous and
atrongly expressed concerns regarded the loss of control -
loss of control over priorities and directions, eurriculum,
staffing policies, and buildings.

In the consartium, parents of high school students also
flt that & high quality high school i important for main
taining the prestlge of the fummmuty and property values.
They felt it is crucial in attracting new residents, This con-
cern was ot shared by residents without children in school,
since they choose to ive in the community for other reasons,

An
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Butits role is murky

All consortium participants agreed that the proper
role of the high school i unclesr, that it is in need ofclear
defition, and that the community a8 3 whole must provide
a clear set of expeetations, Representatives of conatituent

groups, however, had diffevent perspectives on the degree
to whu:h the high school should be a “community” nstitu-
tion,

Parents expressed a desire to keep costs down, ang
worried that schools are trying to do too much, and are
spreading money too thinly. Their message seems to be,
back off the wider social role and put the money into the
education of 14-to 18-year-olds. They wanted to be sure

that any wider community uses be seltsupporting.

Reidenta without children in school want some
reslts from their tax dollars that they, too, ean use. They
ook at the physical failties snd resources of he high
school a8 public community property, which ought o be
available for general community use by ight, They are

" troubled by the proprietary view of sehool buldings which
they feel school sdminiatrators hold. And they are con-
cemed about getting people to think seriously about radica
changes, not mere ndjugtments to the existing eyatem,

Social ervice agencies with broad concerns about
young peopl sé the high sehool s the logial delivery
place for other needed services, too, snce that i where the
yolng people are.

Students see the high school aa their nstitution. They
are concered about maintaining whatever it i, and tended
to sée change a8 taking something away. They feelie

t,hey e wmtﬂd 8 lut of years o reach HE }Ugh o] 9{
they want their turn, They were the - rﬂdltlé‘o | ¢
consortium members,

Sehool board members and admip? Ve Lorg g ﬁ(ﬂ
glmg to sort out competing demands gﬂd ‘?ﬂtﬂbh h sﬂ "
tis, in a time of particularly limited fis? ‘flalrg

ey are especially frustrated by ay gﬁﬁt g th g
sehool gystern take responslblllty fo bfoﬂdei‘ SEPV eg

il

stiudentg and community residents, wnJ‘ t ddlﬁl )
funding, when they alresdy fee theyh# Gﬂh rf’l
to pmvnde the educational services thgf ity pgh

school students,

Teachers feelthat the educationg Dﬁeﬁngg ” bg E‘h
schoo] ned 1 be reexamined. Theirpo ! by
school should be preparing studentstg@keargg
and productive roe i society, and they Poﬂ
the high school oftoday is performing i ol ! Weu

The comprehenswe high schw’

The nature of the edueational pmgram 0% e }“Eh gﬁl’m
4180 has 0 be rethought in ight of dgn genm ﬂm‘ﬁ
imied resourees, The goals o your ig® hunlp gﬂ
need to be clearly etaled. "
Wlthlﬂ thE Eﬁnﬁﬂmump Enmﬁmgfﬂc\l Eed ﬂn h 0‘ ‘d
cept of 3 “comprehensive” high Bchﬂgl ’ l‘b
sbility to meet community expectatxgnﬁ h!t Wiy frfﬂ
dunnggpenud of growth. Al partigps” thyy th
high sehool from the largest - 2,700, ¢ t»}l “Et,
now offers & comprehensive program, P‘j \v‘erE id

y



that it might become less comprehensive, Obviously, the

term “Comprehensive” covers a wide variety of conditions
Frequently, the notion of comprehensiveness was tied t
the mumber of courses available,

The community a8 & whale will have to examine what
comprehensive education mens in coming years, Whether
the high school can be “truly“ comprehensive, and whether
a comprehensive program i possible through sharing with
utherdlstﬁcts or making use of other reagurces. As one
participant said, “We may have to think the unthinkable."

High school faculty
Many ofthe strategies diseussed in Part Two o this report
reqUite or Suggest new roles and expectations fur the
teaching taff, During the erg of rapid growth, teachers
became more specialized n the subject areas in which they
taught. Evenif they were qualified in several areas, they
tended to teach a single subject, During the era of decline
they may have to become generahs 3, Changes may include
different configurations of clagses and teaching roles, re-
quiring newsiils,
 Faculty members of the consortium were of course
very concerned about examining implications of stralegies
{or themeelves and their fellow teachers, Their gretest
concern was that they be involved instructuring new pro-
pram8 and currieulim, and in planning for new etaff re
qmalblhtles They were lso concerned that required
: hgngEE be known enough in advance toallow for smoath
transitions, aequisition of new skills, and so on.

L N i

Snme 5choul dlstrlct admlmst,ra (11'5 dnd buard mem

for blt,ter negatlatmns Others were EﬂnQEPﬂEd abuu how
lomake ehangea ina humane manger, Union representa

wldhe PeCESEry, and e nn]y coeemed that theybe
made with active involvement of teachers as well as admin
istrators,

Student consortium membery were Most conearned
about retaining individual faclty members, They wanted
to be assured that good teachers, with whor Lhey have
looked forward to lking courses wold still e there, and
evaluated all strategies n this hght They were not partil-
larly worried about changes in faculty voles and respons'
hilities,

Multiple compelencies and new skills

A district will gain lexibility in developing strategies
and adjusting to changing conditions i the subject area
competence of the teaching staffs broad. Because the
number of teachers needed in the ney future will probably
be smaller, in many schools this meang developing new

areas of cumpetence among current staff members and,
when vacancies ocetir, recruting new teachers with multi-
ple competencies.

Competence i not the same ag pogséssion of a teaching
certificate, particularly if the certifioate Was earned many
years before, and the person has not taughtin the subject
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ateg reeey, I person i cenifid n Science," but s
taght o'y Chemistry for & number ofyears, that person
may ot tedeh biology o earth ience el without re
fl‘Esher trﬂlmng Further, B tegchers Interests may hava
changed 0ve i, Avbitrry assignment ofteaching
area, base anld o broad areagof ertifation, e lead
tnferiorteaehing of tudents and fculy resentment
Ths oncn vas voced by both teachers and students i
the egnaortium,

AChlEVing mﬂltlple Eﬂmpetgngy, thﬁ'ﬂp may I’EqUifE
tfpesher rning for 0me peapl - perhapsthroughinser
Vi prograins, tescher centevs,independent study, o
eration Wlth Other dlstncts. o eollege courses, ftmay
require tBKIg 8 course ofstudy o ew aen - uringthe
sumpr Month, eveninge, ot ol collges,ete.
Achieving muliple competency nbigh school feulty
requiesPlinand ime. Faculty members ned t help
develnp ap_la_n, and need to know exactlyin what ares
they shobl eck nw ot rereshertraning. It rquires
kngwing the strength and interests ofthe staff and i
glng them 80 tha, s 3 Whol, ol aresb are wvered.

(hanges in the nature and structitre of the high schoal
pogram 1 hnet f Yt may et changes n
taiton Pl of the teachng taff and  need ornew
teehing Sl (ot just ubject mater). Teachers may b
dojng more tutorial or small seminar WOrK, may b super-
vising ndependent tudy o outaide tudiesn ommunity
setfings, O May be gving Some arge ecre curses
Tegehing 3¢verallovels of ingugge in the same classroony

language 4, or supervising biology andchemistry labsin

the same room may require some niew skill; so, tao, may
bringing in more community adults as resolree peaple, or
integrating aduls and teenagers in the same classes,
Job configurations

Some subjects may be best taught by 4 person in the
high school only a few days a week. The schaoldistrict, then
has the clofee oflooking for someane to fill a part-time
position (or changing an existing fulltime post to part
time), or “biaying” & piece of somebody's time.

A part-time posiion often does not offer many fringe
benefits, nor does i traditionally carry tenure, Therefure,
it is legs expensive for the distriet, It also, for the same
resan, ess attractive to a potentialstaff person, and be-
comes & harder positon to fl, Some schoal districts now
provide full r patial teniure and pension acerual, orother
benefits to par-time employees, The ruraldistrit recently
granteq tenure toa half-time teacher after three halftime
years, Uhe equivalentof 1 years of experience. Several
cther alternatives are avallable, too,

One altermative s to investigate job sharing between
time, Some changes n benefit and tenure regulations to
allow proportionaleredt may be necessary to make the
alternative attractive, -

- A second alternative is to share leachers among
districts, 1f done diectly by two or more distrits, 1L 8 ad-
ministratively simpleat for one districtto have a contrat
with the teacher, and for othe diatricts to reimbiirse &
proportion of the otalcost of the eacher, The pay scal,

0



fﬁnge benef pac}mge and wnr}ung conditions of the
“host” district become the conditions of employment. If
several istrictsjointly hire a teacher, discrepancies in
employment conditionsin those disrts mustsomehow be
resalved

fromacon&umum mtermedl_ate dlsmct_ or educat_mn
service agency, which et s he hiring agency and broker.
Orie drawback of this approach i that an itineran teacher
often feels &t home nowhere, and runs the risk of not being
considered a ‘real” staff member anywhere,

Still another alternative isto share a staff postion
with some other community agency. This ray be easier in
some subject aveas (p.g, physical educstion, art) where
smilar talents ave needed - for example by  recreation
department or senior citizen center. The person would
have to meet job qualifications for bath positions (e.g.
teacher certiication and civil servie). An advantage of this
alternative ia that the person would be working fulltime in
the same community, although under different auspiees
and for different members of the commurity.

Whichever alterative is pursued, 1t 1 Important to
eatablish clear lines of responsibility, and a clear under-
standing of any duties beyond the classroom, All agree-
menta need to be put in writing. A distriet wi want to be
sure that part-time staff are a small portion of the entire
faculty, 5o that & core of full-time people remain,

Nantmdltmnal ways of securing nstructional services
ma include, for example, contracting witha computer
cﬁmpsny for high school tudents toattend its 10-week

_' lntrnductory j:img%aﬁiming course for ey Emﬁﬁyees,

bringing local artists, writers, and lawyers into the sehool
for guest lectures, tutorials, or seminar courses; placing 4
student part-time in a trade spprenticeship program, o
having & student work in & local business office or a
museum's research lab one day a week,

High school faculty may resent sueh ‘intrusions” un-
losa it is clear that the skills available inthis way are skills
which the sehool cannot. provide, [maddition, to ensure
quality and continuity, and to meet state requirements,
membersof the hlgh school faculty will probably have to
supervise and review students' work,

Parents, too, were coneerned that volunteers be used
to supplement school staff, They were sensitive that volun-
teers might be exploited as an economy measure, to staf
programs which the school ought to be funding,

Reducing size of stoff

Reducmg the number of faculty members or adminis:

rators s the stickiest of problems, and one with which
teachers administrators, and school board members must
wrestle, It partu‘:ularly unwieldy because of the complex
ways in which tenure is granted by subject area, while
seniority is earned by years of teafhmg in the distrit,
State laws and regulations, and teacher contracts arein
need of revamping inthisregard.

All members of the consortium expressed concern
over finding ways to reduce the size of staff which were far
and humane.
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The rural distriet has been able to reduce staffin areas
where needed through attition only. It has sought, 8o far
unsuccessfully, to fill open psitions with teaches who are
certified in several needed areas, Also the schocl board has
taken a strong position, that whent hires a teacher, it
expects the position to remain, It ha so far refused to hire
anybody that i knows will have to be ired ina few years,
The board feels thissa critical stance to ensure good mo-
ralein & small school

Other conaartium districts have not been able to use
attrition a8 the only means of reducing staff. They have had

to“let go" (very few could bring themselves to say “fire’)
nnntenured tachers, One schol disret nlinos hae
reported suceess with 2 strategy of encouraging teachers
to take unlimited leaves of absence, with s guarantee that
their tenured status and level of seniority would remain
intact, and that they could rtum st the beginning of any
year, mth 00-day writtennot’  Apparently, this policy
has encouraged teacherstoex,  new areas of interest,
and try new careers, without g up the security which
lenure ancl senioriy has cunferred uponthem.

S _element.gry grade Jeves re o bemg
used st thehigh sehool. |
All congortium members expressed concern over the

’Iack of young teschers and the energy they bring. Reports

from around the country note, among other side effects
thabigh sehoolare aving reater difficulty finding
coaches for athletic teams, who have traditionally been
young faculty members,

Administrators, teachers, and board members allfelt
it would become increasingly important to support contin-
Ued professionsl develnpment of older faculty members -
hy creating inservice programs, using tescher centers
allowing time off, or other means of rekindling —

Responsibilities

Responsibility for assessing stuffneeds, and planning
and implementing stafftraining and retraining shoulc be
shared by the school administration and the school staff.

(Once there has been & mutual assessment of strengths,
weaknesses, and future needs, staff and administration
need to identify eriteria for continued employment, identify,
which teachers will need additional certification or refresh-
er training i which aubject areas; and identify what new
teaching skills will be needed for changing roles,

Insemce tralrung may be subsidized by he district
rsmmg Teachers may be reqmred tn find and pay fnr
theirown additionaltrning, or districts may subsidize

retraining in whole or in part. Some of the schedule
changes presented in Part Two of this report may provide
time for getting new skill during the schoal year with
minimal disription to the school calendar or to personl
lives,

The school board and admlmstratlon have the respon-
aiblity to et people kniow what's needed intime to do
something about it; o let those peaple who won't be needed
know far enough ahead of time for them to make alternate
plans;to allow faculty members, as full partners, to have
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some choice and control of their futures, Likewise the
faculty has the respons!vility to help shoulder the burdenof
change - to equip themselves to meet needs; to see that
needs are covered equitably; and to et administrators and
boards know of their plans in time for them to act.

High school space and facilities
At the high school, at least in single high school distriets
aurplus space i not as overriding an issue in enrollment
ecline asit 80 often is at the elementary school level, How-
ever, changes in program offerings, structure, and schedule
of the high school may requive changes in the existing high
 chool building. If more students use community facilites,
local colleges, or travel to neighboring schools or to offsite
centers for school work, surplus or underused space may
in fact be generated. Grade restructuring or school consoli-
dation will result ina surplus bulding, either a high school
in one district, or & junior high school in the same distriet
Planining for alternative uses should start early.
Congorti disriets were not yet coneerned about
{acility issues within the high school, They were still xpe-
iencing, or looking forward to experiencing, therelef
from erowded conditions which marked the boom years. Of
the two consortium districts that are rearganizing grade
structures within the district, one is converting 8 surplus

seekingfosellanoldschol.
Faclity chaiiges within the high school may be neces:
sary to support any of many new program configurations.

Some c. these are identified below.
 More varied class sizes - smaller clagoes Or semyip 04 il
neetsmall: seinar vooms and pechaps ifferen yqif™
o oy el seamay require s new leeture hall
¢ N tucorials and independent study - More egpgoge™
s sl sudy rooms or cubices where & ndjgis)*
materialscanbe kot convenently,.
o More laxble schedulizg - places where Doth st goqtf
and teachers can go, vhen not inscheduled lasseg 1,

‘make good use o thir e, These might nchude g4y

rooms, a8 abc e, lounges, or any necesgar Changey i
acitestoallo: oot dependently e e
exercise areas, [ guige i3 2 shudiog, OF stley P
Ifthe buldingiso; en-. . nours, sine hanges
necessary to aceor M £ L0t S
o Combined classvs . ook room, for exuAle, seyppy
evelgof 8 angues - ‘ogy and chemitry labs o g™
modifications to exdei v : facilites, tzbe eXpany,
maybe consolidatic. + rearrangement, o
¢ Sharing prograies it other schols vi Specjy 1
different program a:sa may need o upg e fagjtipd "
area of specializatior  ay no longer neey Aciltie j, 11¥"
ATeas; May BWAD H) 1 Tef. o
¢ Sharing space wi ther commiunity agencies o gy
zaions - probably v . o relovate forthef needy , ¢
offiees, lockerro: . ursommityang ient gy,
sceess and security o b “Jing, depending 00 houpg o
Inaddition o reno. .. reeded to ke thy ph
school work fr new arma . 3, schoo istie gy

Un



have to invest some money to rejuvenate a tired hi'ghi 7
school environment.

Scheduling
Many of the strategies require rethinking traditional high
school schedules, and deviloping alternatives, Even within
the traditional framework, and a fairly large achool, as
enrollment declines and there are fewer sections per
course, it will be increasingly difficult to schedule each
student for his or her selected program of courses.

Consortium districts had not yet really grappled with
the issue of scheduling in a systematic way. Some were
discussing the merits and drawbacks of the seven-, eight-,
or nine-period day as it affected flexibility on the one hand,
and the number of study halls on the other. Many were
wary of sharing strategies which require transporting
students to other achools or locations for one course, be-
cause they didn’t make sense within the standard structure
of the school day.

Thorough reevaluation of the time structure of the
school day, week, and year ia a radical undertaking, be-
cause it calls for reevaluation of the entire high school
program. Nevertheless, this kind of from-the-ground-up
examination may be most beneficial in the long run.

How long should a class meeting be for different kinds
of subjects, and how frequently should elasses meet? Could
a literature course meet once or twice a week for two-hour
seminars, with independent reading and writing in be-
tween? Should foreign language atudy include 30 minutes

~ of &é,il}laﬁrgﬁage 1ab drill - and can that be scheduled inde-

pendently for each student? Does an art studio course
require use of a studio for three hours at a time to be most
worthwhile?

Is the five-day week, from 8:30 to 3:30, nine-month
year, from September to June, the best schedule for high
school students? Should all courses be taught for a semes-
ter or a full year? If your district has developed “mini-
courses” for the winte~ doldrums, what's your evaluation?
Does the schedule of a senior in high school have to resem-
ble that of a freshman?

As each district explores and evaluates strategies
which call for sharing among districts - possibly transport-
ing students to another school or central locatio™ = it will
have to examine scheduling. Moving a student to another
school for a single 45-minute class, five times a week, may
be a waste of time; even if the two schools could agree on
the beginning and ending time of the 45-minute period.
Larger blocks of time will facilitate sharing. Similarly, if
sharing involves teachers travelling to several schools,
schedules may need to be changed to allow best use of the
teacher for a full day or a half-day.

« Those strategies which involve greater use of commu-
nity resources and greater involvement with local colleges,
whether students go outside to use resources or those

ing flexibility. For example, if a student spends one day a
week élsewhere, other course work has to be scheduled in
feur days at the school. The schedules of other community
organizations are less likely to be compatible with the tra-
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ditional school schedule than are the schedules of two
school distrits.

Scheduling i an issue at two evels, the policy level
and the operational level, 1t should be addressed at the
policy evel fist - what sort of schedules best support the
educational programs? Then the operati2nal problems
shauld be tackled Strategies wmch e Dthtsﬂﬂse appeal

dlﬁ’lcultleaaldhe

ﬁansportatmn

The issue of transportation s raised inallof the sharing
options, those involving sharing with other schaol distriets
and those involving sharing with other institutions and
groups.

There are really two queations; 1, How do you decide
whon to transport! 2, Who1s respanalble for providing
transportation!

|

Who maves

outside person or pmg“ram 1 the sqhaul and when dnes it
make sense to transport students away from the school to
another school, college, or commiunity institution?

The first thing to consider is faeilities, 1f special facili

" ties or equipment, which are available in only one loeation,

are needed for the program, then that location s the place

"t hold the program, Other aspects of a place may be im-

portant, to0, such as the experience of being in a mugeu,

Q
ERIC.

arona; nb site, or talkmg with cnllege %tuden

The secon thing to consider s the number of peaple
involved in a program, 1£ & minimum number of jeaple i
required, and that number cannot be generated e
schiool, then it may be necessary to move students, For
example, i not enough students are learning to play mus
cal instruments to make a full orchestra, yet an orchestra s
W anted hen studénts w111 ha‘le tu gather inrie place tu
place; 0 g'ather 18 o lmpnrtant and cnul(. even be roal 1d )

On the other hand, if the number of studentsat 4 sn-
gle high school s sufient for prograr (a semina or
class), and the facilitles are adequate, it would raake more
senge t bring a teacher or other resource persol. fo the
sehool. Or, i there is sufficient space to accommodate a
resident artist, or daycare center, or & series of commurity
college courses, and ifthere is good reason far that “out-
%lde grnup tu moveinto the buﬂdmg, 2 whale program
students cauld take advantage o _alt_mg withutercon-
munity people,

The third thing to consider s distance/time/cost. How
far ig it between places? How much time doesit take to get
there? How many people would be moving and how often’
Do you have the equipment and personnel? How much will
it cost! What other alternatives aze possible at o lesa than
this cnat‘?
eertamly easxertu transpartasmgle eacher But the
teacher really has to stay for hal- or full-dy increments,
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or ozt ofhis or her time will be spont in i car Gagai o
peniling on cistance),

Whose responsibilily”

[fspveral school distriets ndependently hire the same
Leschor part-Lime, Lransportation costs ure the responsibll
15 of the teacher. [fthey jointly hire a person, any travel

ing the day ought tobe reimbursed, lthough proviling

the means for trangportation Might bea Job requirement.
If o tpacher s equired to report t a different schoul ach

risponsihiliy.

As faras the transportation of sulents, we feel it i

sumething s being offered a3 part of e high schon pro-
g, then the schopl distriet should assume respmﬁihility
for seeing that stoddents can £°* here they havety, 4
for faoting the bill, The sehool distiet must actively en
coutrage stirents to take advantage of apportunitios awity
from the school. Too often sharedl programs that reqpuire
stuent transportation flounder because sctonls fue
kil only nto progras at he home site

If however, something away from the sehool is ot
eonsidore partofthe program then the district s ol
tesponsible, For example, if advanced foreign lnguagt
stuly fsoffored as part ofthe high school program, but
s place 4t ol ollege, then it woukdbe up o the
schoo] distrit o be sure students cgn get theve, I it's ot
billed s part of the program, bt an enterprising sturlent
arranges Lo attend a lass at the college, an the hgh
schuo agrees Lo grant eredit, then the district mag ot

havo responsibility,
I stidonts e o e Lransportedt betigeon schonls
part il direet sharing progyin or part e ]

arpnremnent, transportation el ight Do sooperatively
praviled

Warking with neighboring districts or other
inglitutions

Giv i he nine strateios presented el sharinge, Shar
g withother districts o other nstitations, partieularly
orogrran sharing, often raises converns bt el euntrol,
propram qualty, aceountabity ol pesponsibilty, politieal

anacceptability,fear of consolidtion, and concern for
fistriet identity,

Sehooldistrit are at Lot inthe same business, Ad-
ainisteators share common udeastandings, work under
comnion state requirements for teacher cortifiation and
program content, nd so o, Sharing with il itions or
communiy groups which have different missons, ifferent
eritorta for uding staff, o diferent ehentele requures
aore time and effort for conrdination,

Iragram quality
Sehoo] it riets have often eigaged in conerative or
shared programs during periods of enrollment stabiity or
enrollment increase, without causing great concern, For
the most part, Lhese programs - sich adlueation of handi
apped chldren oF specialized voeational edcation for high
schol st - tbviously provide increased opportunily
e



for the studente who take et Often they yeuguire speci
{aeilities (automotive ur et alworking shojps, a simulated
bty salon), spectal equipmnent, or sectally trained staff
(hyateal therapist, journeviman ersftamen, whieh
aingle district esant Justfy hiring full-tie, Many of these
programs were ereated jointly i the st place: they di
not replace existing programs,

Programs which might e shared during a time of
enrollment dlecline differ in significant was, They may b
progerams shich hich sehoolsalready offer and are proud
of, fir which high schouls olready have Taalitios ind equip-
et anlolready have qualfied staff. 17 peonls are satie-
(e with what they alveady have, they willbe wary of
change,

This leads toa caveat about dovelpment of sharei
g during enrollment decline:

Programs which replace existing programs st he as
ool s, or bitter than, the programs which eah schoul
now offers, Although the mare appropriate comparison is
really with programs which each school woudd be ably 1o
offer when there are fewer students, shanng will probubly
not b supportet] unless programs are at least equal to
present ones,

One sehool distriet which is part of u consortium
siiggests that programs which are offeredd initially should
be new, enrichment programs which do nof replace exist
ing programs, This allows for a pertad of testing, adjust-
ment, and building of trust. After this initial period, shared
programs inay be extended to replace athers, [n orderto
follow (his adviee, districts should begin to develop

%h mlpmgl 1l / fuu thn.umnu.;]h i mlultu W
it bregdthor depth of educationl opportinities,

Control =aecountability = responsibility

Sharing of staff ean [ sceonplished with seaation of
aceountability if meffect, vueh dist et hirees the ]Hlﬂllll
partetime il e persom s Fespanste sepaviely to
or tire it ions,

Progrant shiaring - whether programs are juintly
develuped by several distriets, o progrsms are developed
h\' i l“% rir' Lor h\' e dtmttiuml eﬂ*&‘irv :1gvntv I 'm!
:_-mt_! nnm-uiu;t] cnn_rul n! t_fm_'h ]J;imcl]_u 111;: qh;s L, ;\l=
istgh this soull seem obvious, it s,

Although mutial trust and wood will are the must
mportant bises for sharing, some guidelines for inerensing
thie probiability of st coss include;

o Joint planing and development;

¥ clearly written agreements;

& voluntary participation - always able o withiraw, but

mhvmmghlml time so that nobocly gets leftin the lureh;
o couitable cost sharing - each might kick in ar amount,

hiased on total disteiet envollment, or dollars per studet

el [l in the program, or swip teacher serviees/use of

facilities,

¥ [ITOETAM TEVIeW,;

o staff review,

o joint evaluation,

o willingiess to take & charice,

~w
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”w[uxlz i I% My lilgn I uth 1[11 o1l ;nupl i niﬁ*n ll
hrogh aiiversitios e eollges, Joeal fostititions ane
fgenels, ort hi‘\ Iy wirk with ol artists, b hm;lsﬁa
e, o ot her compgt Y sl pwnl!' Inthm 7
hepe yre other s for the high school L assure Lhi n
ereit s granted for ualty experiences. I the student is
Liking 4 frmal corse = at i local college o thiy gh vt
Aponence, il'lt‘elaum o programned packages - high

sehool faculty can evgluate the syllabus and levels of exami

o or ppers required. 1 the student’s program s
formalized, the sehin) can sel standards of expectation
Al of time. el g T ean ovopsee programs as ey
woull i any iililijpﬁ]1(']§é]it ﬂll(l_}f '[]l’l_')jEL*L Ii g sl v
teacher must be legly res ansiblefor all course ok

Perceptions of other districs

Mich anwlety ghout sharing with other disgricts or
stitytions i aused by & combintion of mistrust or i
rance of nthers, and local pr e, Pegple inschoo] distrets-
resilonts, stirdents glministraors, and faculty - gre ot
anly proud of tht‘ll‘dcf.ﬂmpll%hm&ﬂ te: thoy Lond g think
they o things better than their noighbors.

A brief ook at tyn community seltings where schonls
are shariig o are considering actual consolidation may be
Instrictive,

(e case involves two adjacent districts that ure very
small eﬁgraphlcally( ygether, maybe three sipigre 1 iles),
Although school distrit baumlfmés are reinforced by mu-
nicipal houndaries, the ancial warlds of student gnd resi-
(lents pyerlap. RL‘%l(]! ints of both attend the same churches;

Hﬂi Il nl il ll\l' .nu nulml !hv il lmrn h| 1\ 1 lwm m
I hlgh qhnulln Hig Tw
(h.a.tm : A_dul E ;uuL _ul- laumu}ulh el KON h
oo ] B fenils dn theeather dtyer, Topieall,
roslonta i each district strozs the similaities o te L
istrets, even as they i;u_-}x_nmx_l g hifferences.

[ the ot e, thiseemall distiets, whieh are also
et sepparte ricipalities, have been congidering con-
soltlation for somme vears, Althomgh Irindship patterns are
ol a8 erosselinkeed, and e village i historically quite
“‘l"”*‘ e, uver the Jast fow vears an additional 1 li‘nlll\ s

hogn v lnplmr i Jghumpi palive offorts, Thepe -.;m'
duveliped tri-village airs, a i-villige hoir 1 1Vl
athlitie ovents, andsoon, Students at the three high
sclools have partitpated in a fow shared classes i joint
orehestrn, As rositents and students in the tree dist i
have bocome better acquainted, e e of shering has
hecme mare aceepted.

This leads to two suggestions about sharing
o Sehools which are considring shared programs should
sek ways of inereasing he knowledge people have of cach
olher, inereasing aiareness of similarities, and downplay-
lngWh L may be (raditional rivalries
o When there e strong foelings of soprateness in dis
Urits, & comsortium of many distriels, orat e intermedi-
ale dgency Laking in many districts, may provide & belter
vehicle for shagin, It will be obvious that here 5 0o -
rer of all the districts conslidating, and peaple may fee
less strongly negative toward districts that are more (lis-
tant than their e fhhurs;fi;ar\klllh diluted,
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High schools

Dilemmas aned problems which affeet all single high
sehonls are magnified i a sl school, Planiing support s
lesis, There may be less room for error in making projec-
s, and fewer years before the impact of decline is foll,
Avallable stratemes may be fewer, particuiarly for the
smal. ral high schoolin a geographically large distrt,

Staf needs in subject areas in asmall school are likely
(o bie fractional - 1.7 English teachers, 4 business, efc.
And xsmall schoal, particularly in a rural ares where alter-
mtives e fewer, tends to have & more stable staff - peo-
plestay and few vacancies open up, Developing multiple
competencies and/or use of part-time or shared stafleill be
i in small schools,

cheduling problems, whicn affeet all schiols as he
number of sections per course eeredses, are compourided
I small schoals which may only have one or two sections to
begin with,

Dixtanfés
of shanngm h uher achr_ml (llb tricts, pdﬂ.lLULH’l} 1[' .a_tu-
lent transportation is considerel,

For 3 small school i 4 large rural district, transporta-
tion costs loom Jarge. Not only does the district have to
Lransport students large distances to the high sehoal, but
the cost (and time) of busing students to different sites may
be great. On the other hand, these districts are expen-

ened Koy Imlgmhlt s mns;nul Lo, nl
tnerese] busing might be possible at feremental cost,
piarticulatly if the schools Uemselves are ikt far apart,
Pl who live in ruralsvess are aeetistimisd Lo triveling
(urtheer, (A sehoul bard rom the sural distriet mour coi-
sortium even foated the ides of a busing network that
coutld serve v anly school disteiets, bt community rest-
ents as wel

For s stall sehood in 0 small suburban Lowy, distanes
may be senall enough that stidents eoull walk t ane wigh-
boring district school, On the uther hand, such a distrit
mlgh nt be cqmppecl i ]erule [mnapum It o, i

_____ t-‘ﬂh('l’
dlunuur mthu hﬁrxha nm l hv hlg alhm)lslnt\'\‘(l
aljacent towns are on opposite sites of the districts, trans-
pm’t itinn lﬂlp’h hvmqlurwl mf fiel sharing _;tml nt,

Thv sieof the %thl )1 hs. et will also affct feasibility
of sharing with othr community resources. Hiw many
stieh resotiroes are available within easy distance (oit the
for taking students o or getting help from )’

"~ Money
Concern about fnancing and costs was common to all strat-
eries. School districts are facing enrollment deeline in 4
time of limited public resourees - tax levy limitations, voter
reluctance to inerease taxes, absolute budget ceilings,

restructuring of state edication finance systems, Enroll
ment decline does not automatically reduce costs - a fact

L
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which s well known to sehal b.srds, administrators, and
fcult, it wrich s not wall known o the general public.

i ety sy tha' without the burden of fngincia
pressures, Mgt single high sehool districte night not con-
sider iy o the strategies presented, They might simpiy
offer the same number oF courses to mere handfuls of stu-
flents,

Fsvaluation of the fvncial costs of each strategy
cloarly has o be part of overall evaluation, and has to be
weghed against educationgl program quality. While strat
et all provide methls for improving or maintaining
high school programs, some will cost more than athers, The
Fancial iMpatof any @ven strategy will fepend on the
specifis ofthe community; no general rules can be uppled

|f goals and priorities are established frst, and
alternative methads are explored and evaluated, inanci
concerns Will find an appropriate place, However, il plan-
ning" s approached as & line item search of existing
budgets (which refleet eXisting methads ofstaffing and
orograms)Fo tems Lo strke aut, results wil be s
Lrous, )

(Jver the course of iX months of consortium meetings,
we found that participants were able to make clearer (is-
tinctions Betygeen program and cost, s they realized thi
there were other than traditional ways for providing pro-
gram opportunities.

Declining sebond cnrollment Bis b a soiiee of Lension

hetween local school istricts and state edhieation agencies.
[ the past, state-Joved eoeenis e ofie foetised o7
sehonl or school district consolidation and economics of
seale, Local distrets have been luath to appradch state
apenicies for help, fearing that thev would unly supgest for
mandate) consolidation, Lacal districts often feel that the
state bs not sensitive to loeal stuations, or worse, find that
state Lavs and regulations block ocally-nitiated solutions.
Althotugh this report is written for local distrits, we
offr s brief Hiting o areas for possible state aetion which
shoid be examined both by state agencies and loeal dis
triets,
o Support for ocaly-fntiated consortia o sharing ar
rangenients: Legistation may be needeal to permit sehonl
istricts to dovalop eooperative agveements with ofher
school districts, runicipal governments, or other commu-
nity agencies,
¢ Regional education agencies: Development of, or support
o, system of regional agencies which would inelude al
school istricts i the state, aid could arganize or coorl
nito cooperative programs, staff sharing, and so on, would
be ofspecil help o distriets that cannot find partners for
conperative ventures on thelr v, Services of existing
+gencies could be expanded o nclude services needed by
school districts with declining enrollment,
o Teacher certification and tenure: Laws 1 fiost states
nee Lo be recons dered, especially at the high sehool level

|E o
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turing & period of enrollment decline. Laws and regulu-
tions need to balance the district's need to have qualified
faculty in all progeam areas, teachers nights, affirmative
action goals, and need to be Mexible enolgh to cover new

jo ennflurtions which may rlwplnp

' TeaLher and administrator traning, State-suported
schonls of education need training ;. rams to meet noels
uf lacal districts, such & multiple campetency.

¢ [nservice training and retraining: State educational
Ingtitutions can take a leadership role in developing pro-
grams b help current beachers gan addtionalcertfiatio,
gain upo-ate competence inareas where their ertifc
tinn in  field is rusty: dovelp new skill areas such s
Leaching aults and teenagers in the same clagses, or teach-
Ing several courses in the same classroom; and to help
alministrators anil teachers levelop skillsin planning for
enrolliment decline,

+ Fligihle students to be coverad by state aid; Some

states provide financial aid for students enrolled in courses
leading to high school diploma, regardless of age.

o Permigsive local tax levy for community edueation:
[n several midwestern states, local schools have broadered
theirclienteleand ther role inthe community, through a
Jocally-initiated tax levied in addition to school taxes,

o Transportation reimbursement: Ifsates recognize
cooperative programs as an alternative to consolidation,
they might extend transportation assistance for shared
programs among districts, and for other programs in
which students go out of the high school - to community
sites, colleges, et

' Pmdl thl mtltu amall rurdl ha tricts; %nmll Iuml lis Al
{ricts argue that state aid formulas should have s dilferen-
tal for them, since their per pupil costs are ten higher,
They argue that maintaining small rueal schaols is ofter the
nnly practical solution,
& (onperation among uriversities, community colleges,
tther social service agencies, and loeal school districts:
States can assume leadership it seeking areas of COnperi
tion and mutual support among social serviee agencies, and
in avoicing duplieation and competition amang eilueational
Institutions,

Finally, local schol districts newtl assistanee in devel:
eing:plans for not nly coping with declining enrollment,
bt o discovering and taking avantage of the opportuni-
L that are alsn present, States can be active partners in
helpiny local districts to develop plans which ave respon:
sive to loeal conditions,

Insum
We andl members of our consortium found value in diseus
sing isslues from the pevspectives of different constituer
ces. I some cases e were surprised b the similaites of
concerrs expresser by representatives of constituencies
We ha thought woul! be far apart, Sometimes the con
cerns were quite different than ot early expectations. For
example, teachers and residents without children in school
were cha'mpiune of ratliffal te hinking Df he gnal% af ﬂduea



5 And sometimes, a group which we might have anticipated
to speak strongly in unison, held widely divergent views.
For example, when discussing multple competence and
retraining, the teachers found themselves evenly splt over
whether they were teachers first and subject matter spe-
cialists second, or the reverse. |

(pen discussion leads to better understanding of eac
other's concerns, before positions are formally established
and need to be defended. 1t also leads o better under-
alternate atrategies.

Probably most peaple would agree with astudent
consortium member who said, “We don't want to change
anything, We don't want to have to choase between op-
tions, We like things the way they are.”

However, since change will come, sinee things cannot
continue asthey are, a better understanding of ssues and
coneerns of various constituencies s basic to the decision-
making protess we propose in the following section.

A
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Decision Making




anllment declineat the high ~;hml lex el, and mrmu
larly in sngle high school districts, poses some uugh
problems and requires some hard declsions.

I this section, we present recommendations for mak-
ing decisions in 4 logical, structure fashion. We believe
tht the process sed, as well as the restls which emerge
will be most likely to succeed if there Is an organizing
seheme which ties the pieces together. This does not mean
that decision making should be rigid; on the contrary it
needs o be flexible, Nor doas it meanthat tere s one best
dlecisian which can be arrived at through application of
rules and facts. Good decisions will be based an values and
eMmations, tod,

However, alogical planning process can provide the
(ramewark for airing concerns and vabies, for setting
priorities, for weighing alternatives, and ultimately, for
evelaping 4 plan of aetion which has broad community
stpport and will esult in & high school which meets
community needs,

Anunderlying theme in the recommendations pre-
serteq is that planning and decision making are every-
bory's business, Declining enrollment and strategies for
Uealing withit alfeet ll constituents of the single high
sehaol district - students, administrators, teachers, sehol
brarr] members, residents with children in school, resi-
(ents withott children in school, and community interest
groups and organizations. Allof these peaple have et
rnate concens aml i l'e' 3 imaté %také in the outcome, anl

' (i
L]

Staqe( ne: Getting 3tﬁrted

Star! planning before reaching a crivis

Planning takes time, and eaerying out plans tawes
time, Therefore the time to start i before 4 erisis eme "gv :
Most districts with declining enrollment inthe Bigh b
will have recently dealt with elementary school ilt_*dum
Hiwever, the elementary school experience cannot be
appliealdireetly to the high school - Ue nature of plansing
andl the nature of potential crises diffr

Planning at the elementary level often foeises o
tsstios of buildling eapacity, elass size, student attendance
areas and redistrieting, developing eetteria for schoul con-
solilation, and exploring reuse or joint use options n -
plus %Lhmll %p;u:{' These dre esse ntmllv sl ut mvvh;mu 5

prngmm hz ké\ l3slie,

Planning at the high sehool level, n the single high
school district, should focus directly on the fundamenta
mtireof the high school program, and alternative waysof
p; . Htllng deam*tl prugram uppnrtumtl{’a b \plnm o uf
rulga and prugram htl’ﬂt.ﬂl’t‘, o mng anl prubmg
opportunites or cooperation with ot ther school districts,
and other institutions and m‘gleA tions. This kind of me

ning i more complex and time-consuming tha the nun:
bers-hased mechanice of elementary school planning,

Crisis at the elementary grades isoften reached when
the first school closing is announced, or swhen the possibil:
ity of closing schools is broached.

Ihe previoys Mumbeteg paga
e orginl document s blank
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[nthe 511‘lgli§ high achuul ditrit, lemg e hlgh
school s the Joast hkely action to be proposed, Rather,

small classes - specialized, aidvaneed, or elective courses -
are lkely {0 be dropped when “not enough” students sign
up. Sinee each individual action affects only a few students,
ot of g rits T ot emetge ustl the progran
offerings have been severely ;educed, and the nature of the
high school program fas chyig ih"dma*n;glh This .
kol implm st g uLl\ of early enisls mies
i ognton all the more important su that plair-
Al can g6t under way

Problem recognition

Recognizing that theve js 1 problorn is the first stey.
The ariginal recoguition My come from anyone - Leschers,
high schonl prineipal, schoo hoard member, superintenl
et citizen,

b\l”U'ﬁ]\ gT,;{ilL level pnrol

tons = which every distrit ghould havecl( el ;lbs - \nll
tell you whethor the total nymbers are going upor dow,
and by how much. But how o you knggw ifthose numbers
fovecast a "problem’? 1 the district hﬂﬁ dlre‘“l) cosed one
qr more schogls, ¢ hﬁfﬁlﬂ?f-f- ! e problen.

The pmuli*m mngmtlm thd\hs przmclw il 1'“ lnn xl
elues that declining cnvollment may already be having
impact al the high sehool level,

Problem Recognition Checklist

Ask the following questions about your high schoal
you are & board member or a member of the school
administration, you may kitow the answers offhand,
Soma questons can be easlly answared by Studems f
agkthe high 'A:hool administraion o investlgats thege
questions. Ifa significant number of these tama appjy

to your district, you should be planning now; if yOU'rg
no, you should get started.

(1 Domore courses have only one or two sections
than was the case a few years ago?

[ Are all courses listed being offered? Are any bem
cancelled besausq too few students signed up?

0 Arefourth- and fitth-level languages being taugh in
the same class (or combined classes)?

[|_Has the schoal board recently passed  new Miy;

I the current higtrschool enrullment s somewhere around
600, and a 20 percent decling s projected, you've got a
;sfub]em Infaet, Just luukmg at niimbers, if your high
schonl enrollment peakéd recently, and you project a 4
percerit decline in another five years, chancés are good
that you should be planning now.

mum ¢lags size pollcy?

0 Do manyclagses have fewer than 10 or 12 stu-
dents? How many?

0 Areteachers competing to get studentsto sign yp
for their elective classes?

ivi
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0 Arg gtydenté having a hardat time takin courses
118y ant becaV8 of more schedule confilte?

0 Arg ma"y 14%Chers having more “free time," or are
11EY hging 849 to teach courses they haven'
184g1 pgfore?

0 gq tnor@ si9Micantly fewer high school teaghers
{P2N y1arg Were &ty years ago?

[ 1y g 118 85hool having diffculy ‘inding people to
c08ey, o gihletc taams?

0y ng 13 #hool having rouble etting enough
s‘:;!qm 10 Tlld Athletic teams, to il the orchestra,
pied

0 Waya ey EXtracurricular activiies been discon-
(MU @ st P yoara?

0 1y g oMeri"G high school class much sMallar than
[tWay o o Yei'd ago?

0 Arg gtydents Naying a harder imefinding enough
PO0Djg o 1 19 Shool pAPer, putoutth Yeerbook,
019820 cl#85 PPOms, stage plays, or participate In
914y go¥BeniMent or other acivites?

*Reqgricing he need for planning s ot alWays easy,
10 Sy ode oSSt to the situation necessarly the first o
381t g sty Caeried qut 8 few years ago n Coloral,
fully 1 pescent ofthe uperintendents inschool isties
with sgnifnt eollment decine reported that enrol-

R e I

Ment e SL&E]Z; or growing. The author pointed out thit
this was very Arprising, since the amonnt of state ald
teceived In Colyrado s ted divectly to the distriet's aver-
ipe dglly WttEnganee,

[y 0ulr 0%, aurvey of districts with declining enroll-
tmpnt. cndultey to select our consortium, we fiud ereat
Variation in petyeptions, Similar projections of enrollment
(egline were Inyerpreted by some superintendents as pos-
g a problet, by others as posing no problem whal siever,

Probjem Récggnition is Not Automatic

It 5 a wéll-fton psychologlcal principle thatthere s
lendancy to Wppress images of the world which are
digagreeabl®ty us, and i our whole socley s growth
Oriented and f gur skills are In the handiing of growth, it
Will ngt by sdiyrlaing Ifthe very Image of decline Is
Tectpd Ve \hen the abjecive data suggests that
Qagling a8 I tact taken place.
~ Kenneth Buding

Regardlésy of who first ecognizes that there s, or
Might be & probjem, this recogrition has o bcome shared
tng publicly Acugpted before real planning beging. The
Al minjstration yt the high school and centrl offie,
teqchers, sch00| board, and community residents have o
b gonineed W ghe need for planning. The schoul board
Shyuld ackno¥lodge = on public record - that declining
enpollment b the high schoolis & priority issue. A sense of
Shareq urger®y s to be cultivated.

(K
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Hng this s that ‘aub]e ¢l aregs U“Udl]\ i“ *"‘Dnm]
teache certification categorfes.) Cyfjget t‘“ el nll*nyf
fiures at ll hgh sehaol ETHdE*‘ a8y oy |
Pm example, Under “sclence,” totg] e & ““mm

<e4 T\t corses = earth sClence, bm](,gy,‘_ hj. Nty
gl'd[][ science, ete, Figure the totg] ataf '5;1(
base o ull-time equivalence (ful e
FTE). Inalarge district, thxalf’lmrmdtlﬂnm
rottinely collecte by the distriet plypife thw Iny
istrictwith minimg) centraloffce pﬂﬂ‘ hehy h""
pnnupal may Nave to i the Informyyyjon "o tvL hgl’
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Figure out progran enrollmen aﬁﬂpe . Nage ”f 1

ota enmolment o highschol grages (4 1), 12 o
whatever you have) fr the Jast ﬁ\PvLér Th o0 gt
this market*hﬂhf g0 tospesk. Hygher® endtl ;ﬂ(l
ether towan an ngreasing proportin of tu"Enta 1r ¥
program, or & décreasing proportiony [{ ’E“mPUt i

lf'

I & r
il ﬂl,

h o 1

l‘f dll

e N Henrollment In art has heen dropping an

yvgrﬂéé OW a year, and this year stands at 40%, then
m Iny ‘ma \taibase enrollment projected for each of
hg ey "W VEEI‘S by 38%, 36%, 34%, 32%, and 30%,

iggpﬂﬁl a‘)’

The, yingant the staffing ratios (program enroll
[tﬂ Prfﬂg ) S staff FTE) for the last five years apply
it 1y ,Qm (cr this year 's) to the projected pro-

ey “mlﬂ[gf” figures, Thds will e you an estimate
Lff’m [l Agjn each major program area.* You mig

I QQ Wiy 1 [y \ge current school board poliy on student/
'& gf %\ A prive at a staff needs estimate.

e\ .
' 44‘%‘1[ Iﬁ\’é uulnthf Lmi kmilufprumlu it 1ﬁmram]a pnunl:
i 1‘& ‘lli lﬁi rfq enrliment s 8 perventage of program eneallment.
l.,ﬂ”l! ! ‘\ I al it s e, stk s forvign Languiage, wheee you
o ‘fhlﬂ tu f\\lgnn irilivirual languagys sl where faeully i il inter-
] gt by ﬁlﬂﬂ linigusges. The: smaller the numbers, thoiigh, the less

!il thﬂi i ]ﬂ f\l)”n
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Thishasieinformation il prm et gul(lgn (i
future mpacts of Kigh school enrollment decline, if pro-
JHHIHH)H“IHH s Fhe fitre o, Ity illgiwmu ;ignml
e of which program areas are “in jeopardy,” how many

tedchers woull he necded in each area, and how many
et willl b ffecte] b termination of 4 e

This information is of course ruugh, but it 1s 4 gzm«l

't'mirgnlafe (e planning. It will do the job of et ting 3.
stiow 1T, andd when, high school enrullment decling will
vqum: chiange from business as usual.

Preliminary development of (his information should be
enough to ereate a sense of urgeney, to support & public
statement by the board of education, and o justify formal
levelopment of 1 planning team approach to investigating
earollment decline and plans for the future, This informa-
tiun should he publicized! in the community,

Extablishing a plonning team
Planning for enrollment deeline shoull be conducted

by a planning teain that is broadly representative ofall
constituencies - school board, superintendent and other
a(ministrators, teachars, students, community buginesses
and organizations, and residents with and without children
in school,

There are very strong arguments for having a single,
broally representative planning team. On the philosophic
side, public education is a community endeavor which
should reflect tommunity values and goals. Although local
determination s limited by minimum curriculim mandated
at the state level, many important decisions will remain

mlhthq Inml e l ;\mllil hnug} m mnlnlmlu,ilmu 4

_hull a‘g}_ oview uf _he' mgh st hunL s p,u}mﬂ.'. il i
i the vommunity i ton large an undertaking for the b
iloric,

i e et sl sehieh s doveloped v
erativel, with active and equal partieution by all conslit-
e, g e ey o sueceed, 101 move ikely totive
b has. l])[!tll‘t;ll}ﬁﬁ lkely b st ly chiflengie,
aiid more Likely b be implemented with good humor, i
etithugiazm,

The importance of planning team representition i
greater at the high school than at the elenientary school
vl < another departure from early expertence gained in
Joaling with declining eorallment, Residents without chil-
drenin sehonl bave a vestod interest in the high school s o
community institution that they don't have in neighbarhond
clemencary schools. and they wanf to'be involved. Sinee
the rature of the program, the way the program is delv-
ere, and the role of faculty are all Up for grab, faculty and
arlministrators have a greater stake in the high school
Sinee strategies which result may include greater coopers:
tion with other community groups and institutions, they
need o be nvalved, Apflso o,

Invn]vement by 5]1 canatituemie: fr—n‘m he hi;ﬁnnir !
Thc:— bd‘%l(‘ regson e { hat i lerstandmg of he smpe uf Lhe
problem, of reasons for selecting and rejecting strategles,
and other facets of deciston making wil be developeq al the
same time, Disagreements and conflicts can be worked aut

{17
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ep by step, and compmmlses sreacted bl the fral
planis develamd When  planis developed and then sub-
mitted for review, the reviewers have ureatudy the whale
proces and he stakes e ralsed

romthose Who have never nedl schunl board members
and,citizens alike, [t s hghly praised by those who have
used it or similar mechanisms forjint, broag based e
sion making, While conflicts, and clashes of gpiniﬂns and
Values ¢annot b avoided, the plasning team s 4 way
atcept and dealwith differences ina creative fyghion with
mich higher probabilty of developing consensus and sup-
port.

Finally, planning processes which lther ey partic:
pation o Some consuents, o chamel Partcpat ionto
review of  planor o development o competing plans do
not work well, As the following digest of feelngs expressed
b) cunsartlum members estlﬁes such tra(h mnal plan

F“"ﬂﬂl About Pllﬂﬂfﬂﬂ Roles Expragggd by
Consortium Members

Communiy residents: Those who have tagn on citzen
advisory commitiees often feel thelr eftort was wasted.
They feel théy have been manipulatad when they put
their best effortnto & Job, and thelr report s nottaken
srlously I8 gnored, ot 18 rejected;

without children In schaol: addfionaly they fee
they are unfalrly maligned and accused of not suppor:
ing education,

Q
ERIC

==

[i

d_IBHIISsgd_ B s__alf lnt_erested and I_agklng n lhe
“broader view.

Teachirs; Lgually not part of general planning etforts,
they feg] acted on and manipulated. As the people who
Wil carry out pians or be afected by them, they wantto
nalprnakg them. They often feel that education of shu-
dents gats lost I the shuffle, They also wantto see
greater communlty partcipation in establishing goals
and Purpose of education - they feel they are asked o
do everybody's bidding,

Studants, A the other halt of those directly affected,
they feg) thatthey wil be unfairly cheated out of what
others have had, They feel thelr Interests are not redlly
cOn3Idered, and thatthey are pawns.

School board members: They el they “know" thelr
communities andthey've been elected o make the
declsion. Some feel attacked by others' equests to
take partinplanning. They may fel theirpersonl n-
legrity s being challenged.

Stuperintendgnts: They feel putlnan awkward position,
45 touglithey are often sat up to dellver the bad news
and thentakethe heat - and somatimes lose thelr jobs
inthe procass. They feelthelrtraditonal role of educa:
tional leader Is belng usurped by the school board,
High schoal principals: They feel in perhaps the most
aWkward position ofal, and uncertain a8 lo thelr roles

Uy
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" v o supetendnts nd o schol b, Thy

don't know whether they s eaders and should take
Intiatlve, or whether thiey aré lleutenants and should
avold sticking thelr necks out, They don' feel they ve
been treated, or lstened to, as leaders.

Itistheresponsibilty of the school board to see that a
planning team i formed, and to establsh and affirm it
legitimacy, Whethert this tedm s appoined by th board,
whether the baard requests groups todesignate represent-
atives, whether the boand delegat. espansibility to the
5upen'n endent o whether vah e areinvi'ed mkes
cnnamuenexe% s atheved_ h_e A vlewed b_y the
mmmhnity a5 representative; and opportunity for par-
licipation is always opent toaddit jonal eople.

The role of the planing team is, of course, advisory,
(nly the school board can make und change puhw How-
ever, sehoal board members should participate n the team,
anl the school board should be committed to take its dvice
seriously. Ton often the word “advisory” s used to estab-
ish distance between a committee and a board, and board
members toooften appear to prepare themselves to disown
the resuls of the study even before the teamis ormed,
School board participation i important, Just s trouble can
be anticipated if the school board presentsa final planto
the publlc with no pnur public mvnlvemen trouble can be
anticipated ifa“cltizen: committee” presentsa final plants
the board with no prior board involvement,

-_ (’hartmgaplaumg prﬂress

A method and scheddule for planning should be devel-
ope. early. The planning team should decide how to pen
its efforts and time, what support services will be needld
when, and how and when broader participation will be
sought, |

A thorough planning effort may take seveal yeers.
Relutively few people - the cnreplanmng eam - will L¢
active for the entire period, and it s diffeul t'sustain
widespread interest for that hong, Planning team Lask
forces will o much o the detailed work on specific topies,
shating thedr indings with the fullteam, Community men:
bers,teachers,or whoever s nterested shoul have the

 opportunity to partiipate in sk forees,

Periodically, large public meetings should be held to
review and debiate progress with the whole communi..
Simply having meetings be opento the public througtiout
(he planniig process s not enotigh to asure widespread
knowledge and discussion. Periodie review and assessment
mee ing‘s need to be accompanied by an all-out publiely
canmpaign.

The planning process may be divided o severa
firther stages:
¢ [efinirg problems and gouls
¢ Setting priorities
o Exploring and evaluating optinns
¢ Developing 4 plan of acton,
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Slageﬂeo Deﬁnmy probleme and gealﬂ

The p]&nmﬂg team aﬂd bmader commtinit y haved Pl'Ellml
nary sense of the problem - that declining enrollment at the
high sehool requires something ofher Lhan buginess s
Ustal,

We suggest that problem defintion revolves atound
three basic questions: 1 Who do we want the high schoo!to
serve, and how should it do sg? 2, What role do we want the
hghschool t layas & commuity insttution! 3. How
we ge Fom hre to there within our resurees?

Information needs

Inorder to answer these questions, and developa

elee,r definton of problems an gols,the team will bve o
gather basic information. Some ofthe lnfermetlen iy be

eeeely available and some will reguire probing, It 18 Impar.

tant that informat mnbeequelly known by ell team Met.

bers, and by the communty, gnd that peaple agree that i

s trie.

Facts and figures =the “hard data” - are the easestto
gather. Team members will eed Lo review the basic data
already gathered:

o istrict envollment figures by grade leve (historic ang
projected); &

’ regmmenrellmenend eteffﬁgurES(both historic ang
projected) at the igh schogl,

The team il also eed to gather and eview informg.
tign abaut:

o staffcertifeation, tenure, et
B 4

o distrie ﬁeeneee; |

¥ enrolmet igures or neighboring dstrits
* community population, housing prvjections.

All projeetions are based on assmptions - be sure o
dentifythe asumptions. Explore mjoreventsor seci
f:lreumetencee Wwhich might change the projections -e g
congtructian of  new factory, or closing ofparochial
sthools, Reach agreementonthe likelood of the assump-
tiong coming trde. You may make projections baged on
Upper and lower bounds of key variables, or two sets of
Drojections based on two very different sets of assumptions
(for eample, finances might be projected bothif the local
Pl’upertytex rememe he basie revenue soste, and if state

e “soft data"- 5 more emblgueue, bu__ equelly zmport_en
1t may be valuable to seek perceptions from each constil-
ent group. Within our onsortium, constituent groups -

‘Leachers, parents, students, elc. - met together totrade

Meas and then presented them to the entire group, They
found this to be & useful technique,
The tearm willneed to gather information about;
# strengths and weaknesses n high school program areas
={aculy, aciltes, curriculum, efc,;
' whet peeple pereewe 38 valusble about the high school s

pregrem' | | o |
 how people feel sbout ‘local control,” about neighboring
communities, and so on;

i
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o it othersevies,roles, prograns peopl would ke

to see avallable thraugh the high schoal,

Various methods can be used to gather tis informa:
ton - surveys, small group meetings of consttuent groups,
ot large public meetings. Expecttofind variation and
difference of opinion. The entire planning team should try
to understand the concerns and values of all peapl.

Problems and goals

The information gatheved - both facts and perceptions
i the basis for develaping problem and goal statements,

Explore the implications of enrollment and staf pro-
jectins, Assessstrengths and wealmesses. Wil the prob
lems be related o certain eurrieulum areds (business, art),
Lo certaln kinds of courses or prograrns (advanced elective
colrses, sports, guidance), or will te problems be wide-
ranging!

Cosideral the expectations about what the high
schoolgught to be, what ts rolednthe community ought b
be, and whomit ought to serve, Laok for commonalites
undlerneath surface variations and identify real dfferences.
The team will have tothrash out differences o achieve
COMSENSS |

(nee tentative statements of problems and goals are
developed, the team should present them o the commuily
at lage, o contiuent, groups, and tothe schoolboar.
Sicethese statements defie the focus of the planning
effort, they need widespread acceptance.

Stage Three: Setting p'riafities

Developinyrasinglelist of priorties s probably the moel,
dificult planning stage and the most crucia, The purpose
of thisstage i to develop a st and ranking which has the
broadest base of support among all onstituents, and which
reflects minarity concerns as well, Thi st should become
the major evahuation tolfor consideving tifferent strategies

Liet'stake the sinall example of instrumental music,
llustrated earlier, and look at two aternatives for how to
(el with fower students. One sto abandon a full orchestra
or band, and concentrate on chamber musie and small -
have band and orchestra, but Lo open up membership to
community residents. These two alternatives represent
radically different perceptions o the ole ofthe high schaal
i the communty, and two ifferent sets of values. Assume
the cost and staffing implications are identieal, Unless

there s agreement an values, priorites, and goals,there
are no grounds for choosing one o the ather,
 Thisstageshould inchude wide particpation and publ
debate. Afteral, you will be trying to determine relative
importanceofsuch asiessues a3 saving money, local
contro), broad opportunites vs. coneentrating mare on
fower apportuniies, eeping existing stelf, service toone
age group r many, and so on,

As the st develops, the team should keep a ecord of
the specialconcerns of peaple who disagtee withthe rank
ing, The final plan of action may be ble {0 address some of
these cancerms, too.

ki 3
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~ Settng pﬂunnea i the abstmc may be difficult,
Preliminary review of alternative strategies may reveal
valles which were 1ot considered before, or a different
ondering o priorities. Ag the tean ——
with options t may Nave to step baek and reassess prior
ties And values,

Severallista may emerge - it of immediate priority
needs or goals,aa well a long-range needs and goals -
identifying which program areas e n most immedate
need of attention (probably those with lowest errollments).
Another ligt may inehide eriteria Which solutions must
meek, 4 well a 3 secondary listing o riteria i would be
desrable tomee, i ol

The planmng tedm ghould develop tentative lst,

hasd n althefomaton svadsle, hese st houd be
“tried out” in commuity meetings, and in constituency
meetings, Ifnecesary, the sts shoulq be mified, and
then adopted as working tools for evaluating options and
sirategies,

&

Stage Four: Exploring and evgluating options
The enire pining e should conduct  brif review o
all the strategies presénted in this Fepart, to get an idea of
the range of possible alternatives. Strategles which are
obviously wrong for Your district my be eliminated, butbe
clear about why they are being ruled out. They may not
look 80 bad laer, o the proceas of ulng them out may

elarify values,

Then " sbout explonng he remaining strateg’les 1l
see whether they meet criteria and wil contribute towards
reaching the goals established earlier. The experience from
our consortium suggests that no single strategy i lkely to
meet all eeds, Strategies may be mixed and matched to
develop a comprehensive plan. Seversl strategies may be
used in sequence aanumbers of students dECI‘Ea.SE

ninth grade mtnal&lﬂ hlgh schuol and mnsuhda mg two
junior igh schaols - may be a long-rangeoption o choce, -
bt can't be implemented until there i & reasonable mateh

* between numbers of students and sizes of buildings. And,

although grade rectganization will eventually meet many
of the goals, it does not olve the problem of advanced
colrses which ave jeopardized due tolow enrollment
Other strategies wil have to be considered for advanced
courses, and until rade reorganization ean be imple-
mented.

The plasning team will probably divide nto task forces
for this iage, and b"'aden pammpanontomclude people
atherstrateg There dreseveral ways of dmdmg the
Learn for this work - glong progeam Linesor dentified aress
of need (for example, art, languages, advanced courses,
remedial courses, sports and other extracurricular activi
tes)to explore each strategy asit relates o that ares, or
by strategy or groupings of srategies. Each task force
should be representative of several constituencies n the
planning team.
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Information needy

Explorationof each strategy willreqiire athering
additional information - scouting out possible sharing part-
ners amng other districts or other local resatirce groups
explanng multiple competencies snd scheduling aterna
tives, or 1denufymg and assessing Interest among new
Qllﬁm«s

#ach strategy inthis report i really quite broad, Part
of the work will be to “play out” possible scenarios - draw-
ing  detaled picture of what  strategy might mean for
your distrit, Elaborate on implications each strategy
might have for students, teachers, faclties, high schoal
“identity," finance  transportation, community progranms,
palitis, and so forth,

(1 ofthe st useful ways o explore ptions s
uier‘mfy some other districts which are using different

strategies, Writing, visting, and talling with people n
those distrits will help n assesaing problems and potentia
relevance to your own situation,

For example, to explore strategy no. - adapting the
existing school tructure o serve fewer students - me-
bes of the team should vist districts which now have the
number of sudents you anticipate having, Regardlessof
jour eurrent envollment, there are schools now functioning

with your projected enrolment. We found great reluctance
to do this even among our consortium distriets, whase
members were interested i sharing notes on other topi.
People indisrits withlarger schools tend tg ssume they
offer  better education to their students than smaler
schoals, and expeet to do 5o even as ther enrellment drops.

Tk fres sl EXPlﬂl’E, oo, how dilferent constl

¥ encies react to each strategy, and should report back t

the planning team an thelr investigations. The headings
under Task Force Strolegy Report may bea useful puide
fo reporting o the fullteam, It would help to actually
produce written reparts, t publicze these reports ameng
the community and consttuent groups, encourage public
discussion, and isten to reactions.

Evaluation
(nce the planning team task lorces have explored

strategies and reported their findings, the full team should

begin to evaluate them a3 components of  lan for acton

The priorities and riteria established earlier should form
the bassfor evaluaton. The it might ook something ike
this;

o edupation apportunities for students

¢ special needs o special populations

# edueational opportunites for peaple ot now serve

o community valies, pride (identiy, control . )

¢ {lexdhility to meet changing needs

¢ affect onmorale, students, staff, residents

o dollar cost and tradeoffs

¢ ease of implementation/degree of disruption

¢ nolitical support from constituencies

o utaffsabiliy

¢ long term suitability

¢ impact on rest of schnnl gystem

o ifinvolves sharing, wilingneas and terest on part o

othiers to share,

ki g
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Tsk Force Sl’rahgj_ Ecpo‘rl
Forwhat program areas or dentifed need Is this
appropriate?

For what program areas In need It no approprigte?
Why?

Describi how you envislon this strategy working:
(describe as spaciically as posaible

Identify p'ateﬁtlal Impacts with regard to:

) exeing programs

(] students

[] {eachers

[] administrators

[] high school “identity”

[] schedules

[] community residants

(] facilites

[] finnca

[] tranaportation

[7 rola o high school as community instiution

[] other priority lsaues

Foreachdtityou ontiedviled hallssigtis 7
siratagy:

] evaluate thelr pragra_rn'

[] what's good; what would you want to incorporate

whatideas about how o do 80
(7] whatare feelings, reactions of ditferent
conglituents
Solllt reactions to this strataqy from all constituents
and Ist,
Do you sea thls as a possible longterm/shortterm
strateqy?
(] Does t requlre legal changes? H o, what?
[] Does trequire policy changes? ff so, what?
[] Does f require operational changes? f so, what?
How long wotld it take lo Implament?
List what staps would hava to be taken to further
Iveatigate this sirategy.
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Agaln different s rategies may make sense for dlffer
et program areas of needs, Kor example, al ofthe follow-
mg sategies might receive a high score:sharing a teacher

with a neighboring district for foreign language, opening
up envollment in al courses to communuty residents n al
program areas, creating a joint orchestra with another
distrie, ooking to loealindustry for vocational training,
and s 0n.

Some strategies may make sene for immediate imple-
mentation (hiring a part-{ime math teacher) while others
(encouraging muliple competeney or joint hiring through
an educational consortium) may take longer to implement
but are strong long term strategies

The planning team should share ts evaluations with
congttuent groups. Team mentbers who represent constt
uencies should report hack to them and seek responses and
suggestions, and public meetings should be convened.

Stage Five: Developing o plamof action

Putting ta pieces together from the evalustions, from
conaiderations of short term and long tern usefulness, will
result in & plan of action,

Palicy

None of the strategies may be refined enough at this
point toimplement, but they wil be clear enough to make
policy decisions - such a5 whether to increase areas of
certification of existing faculty members, to restructire
eurriculum for more flexible scheduling, or to seek

cmperative agreements with other districts

The board of education will have to adapt policies hat
will allow implementation to go ahead, Remember, if board
mermbers have been actively involved in the planmng team,
are convinced that the plan representsthe best view of 3l
constituencies, and that i has broad community support
then the schaol board should beable to adapt the plan rela
tively easily, (f the board has nof been involved, it may
shelve the report, while conducting its own study.)

Action

Only after the policy plan hias been publicly adopted by
the school board, ist time to go to the next step.

The paliey plan may authorize par’tlcular strategies for
further study, in preparation for finalreview and imple-
mentation. Others may be implemented immediately.

AL this point, much of the work will b technical, and
require expertise of faculty, administrators, transportation
coordinators, business administrators, and lawyers,

For example, curriculum restructuring may be a-
signed to  committee of aculty members and administra-
tors. Staffing needs may require special evaluation ofstaff
Interest aress and plans, negotiation of new contract condi
tions, and development of inservice training programs,
Explorationof sharing posibiles may require megtings
at severdl levels of various constituent groupa in two or
more schoal distriets, Planning to start a coaperative pro-
gram, itself, may take a year.

The principleof publie iscussion, review, and debate
before adoption, however, should be continued throughout

P-"]q
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e nplemettionperod, Tetativ s e
ments should bereviewed by the planning team and by the

commiuity 8 whol, b asswre cntinued upport, andto
cheektha the reind plans o n et meetthe odl and
priorities set earler o

Obviously,too, o plan s permanent and unchanging,
Periodie review, asessment, and reviion should e an
ongoing concern,

oy



How different will your school be in five years' tine? Wil
stUdents be out in the community? Will adults and teen-

agets be sitting side by side? WLl you have a small cadre of
teachers who can teach 4 broad range of courses, perhaps
supblenented by conmunity experts? Will students be

endaged in more indepetdent study projects, or be taking
college courses, under faulty supervision? What will the
school day, of school Week be?

o will Your students be? who will your teachers be?
hat will your high school be? Will it be? Who will say?
such {5 the challenge of declining enrollnent at the high
school n the single high school district.

From here, we cah only offer one observation, Your
high school in five years will not be the same=declining




73;

Bducationa] Facilitles raboratories is an institution de-
voted to tegearch, Duplic infyrmation, and technical assist-
ance in ateas of iMediate ¢(Ohcern to schools, colleges; social
service ajencies, & other Pyople-serving organizations,

BFL is a diyision Of the Ac#dymy for Educational Development,
680 Fifth Ayenua, Ney York, N1, 10019,

Man Green, directot of EFL, pirst identified the need for this
project; and provideq leadership and quidance throughout.

Ellen BusSard, project directyr, undertook the research
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