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Foreword

establishnwnt of sound y organized local districts
administering the schools has long been a major problem
American education Methods of dealing with this problen
have varied greatly ranging from compulsory reorgan talon
of districts by legislative decree to dependence upon hih1y
permissive laws to be used or. ignored as local people might
desire

For a number of vear, however, there ha been a wide-
spread nioetheiit to make eri.iivety reorganization
methods more effective, especially through establithing state
wide programs for systematic 'development of redistricting
proposals which, most commonly, must then be submittM
to the local people concerned for finaLapproval. This move-
ment has also been accompanied with a growing mphas
upon other factors, besides the reorganization legislation it
self, which influence the effectiveness of these newer type
programs.

In order to determine factors which may facilitate the
suomi3sfu1 operation of such programs, and likewise factors
that may hinder their success, a comprehensive study was
made of 16 State programs. The results of that study have
been reported in considerable detail in an Office of Education
publication, School District Reorganisittioti Polio* and Pro-
cedures. (Special Series No. 5, 1957.),

This bulletin summarizes the major findings of that re-
port and also includes all of one chapter, "Guideposts for
Successiul Reorganization Programs." It has been designed
particularly for local school officials, planning groups, and
lfty citizens generally who may' find a summarized version ot
*he longer original report more practical for their needs.

E. Gmezt FRATHourroN,
Director, Administration of

gtate and Local School Systems.
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Introduction

moot. DISTRICT REORGANIZATION is by no meang-a new or revolu-
tionary idea, and neither is the need for it. School districts werebeing reorganized in smile States more than 100 years ago and in

many others well before 1900. Ifis something that has happened atleast to some degree in every State, even those which today still havemajor redistricting problems.
Although district reorganization is not new,,it has increased rapidlyin, recent years. Since 1945 the number of school districts in theNation has° cut nearly in half---from about 103,000 in 1945-46 toapproxithately 54,000 at the beginuing of the 1956-57 school year.Duiing that 11-year period nearly three-fourths of the States reducedthe number of their districts. While in scum the amount of reduction*as small, in others it was little short of phenomenal.

.However, even though recent progress has been rapid, there stillremain major unsolved problems. .Information collected for-use inthe White House Conference on Education 1 showed die- followingconditions existing in 1954-55: . .

Less than one-eighth of all districts employed as many as 40
teachers; almost two-thirds employed 9 or fewer.

More than half of all districts operated elementary schools only,/and only a fourth operated both elementary and secondary
schools.

About one district in seven did not operate a school of any kind.In 23 States more than ball of the districts operated eleiiientaryschools only.
,In 22 States moreeihan half the districts employed 9 or fewerteachers.
0 ly 4 States had no districts employing fewer than 40 teachers.

he responsibility for improving district organization, keeping itadapted to changing needs and conditiona;rests with State legislature&
EisUstiodd Hervely of School Dietriot Orris tf. tio* is the United States, 195441.Washington, D. C. October len. U. N. Government Printing Office.
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4 ORGANIZING DISTRICTS FOR BETTER SCHOOLS

'Within constitutional limitst a legislature has complete power over
district organization, including the power of abolishing calking iis-
tricts and creating new oii.es'n their place. Most State legislatures,
however,. have not reorganiz i districts by legislative degree, but
instead have enacted law5 iirescri)i ing procedures by which local people
could take- action. Many_such laws have been highly ineffective in
improving district organization.

A significant movement has been underway for some yean in making
permissive-type reorganization programs more effev five. =hat
movement was the concern of the study which is summarized in this
bulletin.
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State Programs Studied

CHOOL DIsTRICT REORGANIZATION programs in 16 States were
studied. These States and the year in which the program in
began were as follows :

California 1945 Missouri 1948(lielorado 1949 Nebraska 1949Idaho 1947 New York 1925

Iowa
Kansas
Michigan
Minnesota

1945 North Dakota ___ 1947

1945 Pennsylvania 1947
1945 South Dakota 1951
1949 Washington 1941
1947 Wisconsin 1947

With two exceptions, the year shown for each State was the year
when the reorganization legislation was enacted. New York's law
was enacted in 1914, but it was not until 1925 that the reorganization
program began. Pennsylvania's law was first enacted in 1937, but
practically nothing was acodmplished until it was amended in 1947.

The year shown for Michigan was the date when legislation was
enacted providing for a program of redistricting studies, but other
statutes had to be used in carrying out redistricting recommendations.
The 1945 Kansas law was inyalidated in 1947 by court decision, but
reorganization activity continued afterward by Means of other
legislation.

The amount of reorganization accomplished varied greatly. By
the 1954 55 school year, three States (Idaho, Illinois, and New York)
had reduced the number of their districts by more than three-fourths;and three others (Kansas, Missouri, and Washington) had reducedtheir totals by more than half. There were four States (Iowa, North
Dakota, Pennsylvania and South Dakota) where the reduction wasless than 10 percent. The amount of reduction, however, does notactually show the degree to which redistricting problems were solved.For example, much of the reduction in Kansas involved small elemen-tary districts only, with major problems involving small 12-gradedistricts remaining unsolved.
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ORGANIZING DISTRICTS FOR BETTER SCHOOLS

Other measures of progress give added insight into what was accom-
plished in several States. Wisconsin's program raised the total area
of the State included in 12-grade districts from 15 to 48 percent. In
Illinois, where in 1945 only 99 of the 11,955 districts operated both
elementary and Nigh schools, 65 percent of the State's area had been
placed in 12-grade units. In New York, 95 percent of the State's
area where the redi,Mricting law applied had been included in reorgan-
ized 12-grade districts. Nearly all of Idaho's area had been included
in reorganized districts, the great majority 12-grade units. In Cali-
fornia the number of unified drietsunits operating both ele-
mentary and secondary schools- was more than doubled.

Further progress has been made in a number of the 16 States after
the data used in this st udy were collected.

P:
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Securing the Legislation

AN ESSENTIAL FIRST STre was that of securing enactment of leg-
islation for the reorganization programs. The cxperience of

the 16 States indicates that this was no simple or easy undertaking.

Studies and Surveys Point the Way

In most instances the le slation grew out of, or was preceded by,
State school surveys or studies emphasizing the need for it. Son* of
heNe were made under legislative authorization, but others were not.In California, Idaho, and Washington the legislation was an out-

growth of comprehensive surveys of the public school system author-
ized by the legislature. In all three States the legislation enacted was
essentially as recommended by their sprveys.

In some States, notably Iowa and Kansas, the legislation grew outof studies made by school code commissions, legislative research
councils, or comparable bodies authorized by the legislature.

In Illinois, Missouri, and New York significant studies were madeby State leaders and organizations on their own initiativein Illinoisby the Slate farmer's organization; in Missouri by State school lead-
ers, assisted by various State organizations and agencies; and in New
York by a committee representing seven State organizations, 'with a
foundation grant of funds secured by the State department of
education.

In other States (notably Colorado, South Dakota, and Wisconsin)important studies emphasizing the need for reorganization were made
by State leaders or committees representing various State groups.

7
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ORGANIZING DISTRICTS FOR BETTER SCHOOLS

Survey and Stu& Procedures

The methods used iu making many of the studies and surveys were
significant from the standpoint of deyeloping readiness for a reorgani-
zation program.

Some of the most fruitful studies were. karted through the
initiative and foresight of a few leaders. In Missouri the initial
decision came in a schoolmen's meeting at one of the teachers
colleges, in New York during a State conference of school and
community people.

Many studies became possible only through widespread coopera-
tion, including donation of services and funds. This was Oboe
of practically all which were not made under legislative authotity.
It also happened in California where the legislature failed to
appropriate enough funds for making a comprehensive survey.

* Special efforts were cognmonly =de to -reach local kadem. In
several States numerous public hearings and meetings were held
to inform local people about the study and to get their views on
school problems and needs.

* After the study was completed, special efforts were often made
to inform local people about the findings and recommendations.
Study reports were widely distributea. In some StattA brief
popularized versions of the longer report were prepared tor this
purpose. Publicity materials were pieparect and 'distributed to
the State pre&s, including weekly newspapers in sTaller centers.

Support by State Organizations

The activities of a number of State organizations as already indi-
cated in part, were particularly significant. State education afmcia-
tions were quite active, in a number of instances exercising strong
leadership.

Several State schwl boards associations were active supporters,
notably in Colorado, Illinois, and Washington. Strong support by
State farm organizations appeared to be an influential factor in sofne
States, particularly hie Illinois, Missouri, and Ne7 York.

Teamwork among State organizations advmiting enactirient of
heeded legis!ation was prominently evident in a nuinbef of Stahis.

-
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1 STATE PROGRAMS

Developing Legislative Propols
Of prime importance was tte drafting of the proposed reorganiza-tion legislatioa. There were indications that more study wa givento this in some States than in others.
The experience of a good many States indicates thrit may beeasier in the long run to strive for enactment of a sound law than toget a weak one enacted and then try to strengthen it later. Althoughsome laws Were Intitt strengthened by amendments, in most instancesit has not been easy to do.

f
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Major Features of the Legislation

DESPITE 1 Mpoirr INT FEATURDS held in common by most of them, the
reorganization laws enacted in the 16 States varied signifi-

cantly. Man of the laws were later amended, some beneficially, but
others were seriously impaired. .

All the States had other older redistricting laws, but these are not
dealt with here except in an incidental way.

Applicability ofithe Legislation

All the States had major redistricting problems which made a com-
prehensive law highly desirable. In most 'of them the legislation
that was enacted did not contain restrictions on its applicability ; that
is, it could be used wherever reorganization miftbe needed.

,
4111' :Ai.. I

New Types or Classes of School Districts Created

Several of the laws created new types or dames of districts to be
established under their provisions. In Idaho an entire new dill-
cation of districts was created, but in other States (notably in
Iowa, New York, mild South Dakota) only one new type of district
was created.

State Administrative Provisions

In all States the legislation placed at least some idministrative re-
sponsibility for conducting the reorganization programs at the State
level, but the nature and amount of that responsibility varie4 greatly.

10
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STATE PROGRAMS 1 1

State Administrative Organization.--The State agencies to whichthe State-level administrative responsibility WAS awigned were asfollows:
1. The State board of education or the chief State school officer.This was the most common pattern.
2. A special State advisory commihsion or

the legislation, with its functions and activities
State department of education. This plan was
iiesota, and Nebraska.

3. A special State cammission or committee created by the legisla-tion to function independently of the State department of education,Although in all cases the membership included either the chief Stateschool officer or a State board of education member. California,Idaho, and Washington used this plan for 4 years, then changed tothe first one shown above. North Dakota also used it for 2 years.Nature of State Administrative Responsibilities.The most im-portant responsibilities included the following:
1. Development of principke, poliies, and procedures for conduct-ing the program.1.--The laws in 10 States contained provisions of thisgeneral nature, but some were mych more comprehensive than others.2. Furniahing professional personnel to assi4t in conductin9 theprogram.There were al.% 10 States where this was spedfitxl. Inthe other States, however, professional assistance was provided butunder provisions of other legislation.

3. immination of reorganization plans or proposals developed bycounty oi comparable planning agencies, recoinnwnding changes of%modifieitions where delirable.This was a responsibility in all Statesexcept Kansas.
441 Approval or diAapprov.ai of reorganization Nam or propo8ab-This was a key provision, the importance of which would be difficult tooveremphasize. In 8 States the law at first required that all proposalsfor new- districts had to be approved by the State administrativeagency before being Fubmittell to the voters for ratification. In ofthe 8 States this provision was later repealed, in each instance seriouslyinipairing the effect iveneis of their programs.
There we.re also other responsibilities worthy of meution, includingthe following: Appointment of county reorganization committees'here the local appoinOve agenoies failed to do so ( States) ; appoint-, a

ment of new county compittees %tvhere those earlier appointed failedto function (8 States) ; and granting county committees additionaltime to complete their studies and plans. In half the States the legis-latkon contained a provision authorizing the State agency to expend.or approve thedistribution of funds allocated for the programs.

comm ittee, created by
channeled through the
used in Illinois, Ntin-

2.
!
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12 ORGANIZING DISTRICTS FOR BETTER SCHOOLS

County P1annin&Aenciès

In all the States except New York the legislation provided fo:
county or comparable local agencies to make studies-And develop re-
organization plans. This was a key feature for seklurin
-tatewide planning on a decentralized basis, but some
effective in securing

Structure and Org4nization for Pianning.Iow s and Pennsyl-
vania's laAs made county boards of education responsible -for mak-
ing morganizat ion studies and plans. In the remaining 13 States the
legislation provided that special planning agencies were to be create&
Except in California from 1945 to 1949 and in Michigan, these had to
be county agencies. They bore various titles, most commonly "county
committees," ( which will be used here in referring to all of them:

In 9 States the formation of county committees was mandatory.
But in Illinois, Minnesota, and South Dakota local district school
boards were empowered to decide whether committees would be
formed in their counties; Michigan's law made it optional also. The
optional procedure worked well in Illinois, but was a serious handicap
in the other 3 States Iause in many counties committees were not
e. ished.

Most laws when first enacted specified the length of time committees
were to remain in existence, ranging from 3 to 6 years. Bat in 4
States no time limits were prescribed, and later several other States
either made their committees continuing bodies or extended their
terms by a fixed amount.

\ Most laws specified a uniform size for all committees within the

rescribeti limits. Some form of rural-urban representation was com-

, , tate--5, 6, 7, or 9 members. Others permitted a choice of size within

monly required.
In all except three States, committee members were to be selected by

local school boards, and in most States only lay citizens could be
chosen. In most States committee members were to serve without
pay, but were to be reimbursed for necessary expenses. Everywhere
except Michigan the legislation designated the county superintendent
to serve as committee secretary.

Reorganization Planning Responabilities.There was great
variation in the reorganization planning requirements placed upon
county committees, including county boards of education in Iowa and
Pennsyl vania.

1. Making studies of school conditions and preparing a comp
sive reorganization plan for the county.In a few States the ditivelop-
ment of plans was entirely optional with committees, and little hap-

ematic
ro notlaws
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ATE PROGRAMS 13
pened. But in most States this was a specific requirenwnt, of coin-mitt-- taxi's law, for example stated that: "shall make, orcause to be made and compld a co!npreliensive study of etch schooldistrict of the county and prepare a plan of reorganization.

2. Completion of plans within a sped period.Most laws re-luireti that studies and plans had to be cornp1etd and report sub-mitted to the State agency within prescribed time Inita, except insome instances the State agency could grant an extension wherenecessary. The time limits ranged from 6 months to 2 years. Wherelimits were shortest, eaperience showed that more time would havebeen desirable, even though widespread planning was secured.Although stating that plans *ere to be developed some laws M, notime limit for their completion. In these States many committeesfailed to develop comprehensive plans for their counties.
3. Detteivpnient of Partial County Plans.In several States re-ifuiring comprehensive plans, committees could prepare plans foronly a portion of the county and, if approved by the State agencycould submit them for adoption by the voters.'
4. Cooperation with committees in adjoining countie-8.Most lawsprovided for development of reorganizatioif Proposals which includedterritory in more than one county. Such proposals were to be de-veloptml cooperatively by the committees concerned..
5. Factors to be considered in making studies and pkim. Some lawslisted in considerable detail the factors that committees were to con-sider. Others specified them in general terms, or goals to be attained,such as: equalizing educational opportunities, securing more efficientand economical administration of schools, and equalizing local burdensof school support.
6. Elements to be included in reorganization plzins or proposals.--Some laws required that the written reports of plans include maps anddescriptions of existing and prop(w{-I new districts, and a statement ofthe reasons for the new districts proposed ; other laws were' lessspecific in this respect.
In nine States the legislation either required or permitted recom-mendations regarding matters related to the plan or proposal. Theseincluded : (a) Recommendations concerning school building utilizationand needs (b) pupil transportation requirements; (c) adjustmentof assets and liabilities of component districts; (d) disposition ofbonded indebtedness of component districts; and (e) division of pro-posed new districts into areas tor 'school board representation.7. Public hearing..--Most laws required the county committee tohold at least one public hearing on each proposed new &Alia beforethe proposal was submitted to' the State administrative agency.8. Subaequont planning where proposals were rejected by tA

451661-68-----4
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14 ORGANIZING DISTRICTS FOR

votercIn 5 States if the voters rafted to adoiA a proposed plan,
committee was required to continue its efforts to develop antther; in 4-
*Antes§ this w iànai. The calling of a second eleztiom was opti
m 9 States, but wa required in lifintri.

Ratifying Reorganization Proposals

Maii4atory ActkIn.---In Kangas and Wiewimn
tricts were to be eAablished directly by order of the untycorarni
Hoivever, Wionsin law was amended in 1949 making a cowl
comttee's order mibjet to a referendum upon petition
people, or a committee could itself call an election if it those to do

Voting Promium.- --In all tin States except Kansas and Wilwal
am a referendum was required for adoption of proposed new diArk
Widely different voting procellum were prescribed and in m
States they were changed one or more ti In several in&nc with
highly unfavorable. results for continued progress.

In 4 States the original regishaion require4 a majori of
votes cast in the election,. for adopting a proposalthis p are
proved highly effective, 7 States a sink majority vote was re-
quired for some propoftls but two majorities for ahem usually if a
proposal includred an incorporateki cextter-----this procedure also waA
very effective in wine States. Several States, however, later adopted
more cumbersome metilods, making further prtgress extremely
difficult.

Six States at one tune or analnr had provisi midi am-
ponent district in a proposal a separate voting um instances
requiring a favorable majority vote in each. Little reorganisation
was accomplished by this ratification procedure.

total

Use of Other Redistricting La

In most States the older redi"ing laws till m effect mild be
wed indepewimtly of the reorganizatim laws immmarised bare. In
scum States, notably Mamas and Wisamitin, tin &taw laws wail,
used extensively after tin recnanisatke Forum bwan. In Peen.
sylvania wiskepread use was made of an okl law painittinj formaion
of joint school systems with each omqxnant distrkA retaining its
corporate identity. In Michigan other kirklatkm had to be used
because the reorganizatim planning law contaimd no wocadures for
ratifying pro, iw ditthskti.
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SIGNIFICANT LA 1 CRE of the iwrgari LA ion
tAt- administrative &gtTricie

was abundant (wide co- that ,
coordination, guidance, technical, asaistange wer
the sue-- 1 operation of such pro*.

hip and S

Staffing the

of _taff lin few funds wr not available for employ-
ing new personnel to it with th )rograins during their mrly

but in mcwt States fu1ltim professional k--_-=:z.stanet was pro-
Tided from tile Lbeginning.

Stems never had mo than one full- prut-pio al gaff
member; others started out with one, but idde4 a world latex on.
Several States had throe or more staff membexs from the beginning.

Staff Size in Relation to Work Load.Thert wm no direct rela-
tionslup between staff size and the amount of work to be done. enie
of the States with the largftlt number of muntiek had the smallest
staffs. There seems little doubt that some programs were under-
staffed. In fact, in simile of the larger staffed programs it was reported
that additional professional personnel would have been advantageous,
particularly during the intensive planning

In several States other staff members in the State department of
education rendered important services in addition to their regular
duties.

Staff Assignmeat Methoda.In most laror staffed programs, field
work was assigned on a katewide basis with each member going
wherever his services were ne*ded. In two States, however, NIA
staff member was amigned to a 'Articular region.
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Help fig Cunties Get Start

in Establishing C e Sta
made to insure that the officials rwpngible for estab-

COmmitt_eeS were fully informed btfort they tookonal materials were Prepared and distribu
were bell, and :i_itate staff members at-

action.
Atewide or rtrtional meetings

led cuuntv rneeiings for setting up committees.
rienting County CommitttNts.---in svveral S-
al er-en were held for county Comm
wel-we orgarnzAid so explain the program and their resf

Such procedures filled n important nNA in
gta

Study and Planning ateria1s

or rt-
after

helping commit-

Manuals or GuidmIn ni(r4 instances State staff members pre-a manual or p ural guide to aid ct)untv coniruitt= in mak-udie and developing rvorganization plans. In other Statetimimeographed materials dealing_ with variou aspects of commiu-rwponsibilities were distribute4 from tune w
Other Informational MateriabkVarious inds If in forma-tional materials were prepared for county cominittoitts and for localpeople in many S These materials included the following:bulletins supplementing certain turn of the manuals, bulletins oremphasizing the ducations1 advantages of -K)undh- organizeddistricts, newsIeUers deAling with vario- problems and issues, peri-odic prrB reportg, and publicity materials.

Standards for New Districts

Development and Parpomts.--In nearly all Stat axidards ofsome kind for reorganized districts._ were developed by the State admin-istrative agency. Their development indicated the State ncy*sposition regarding new districts to be mtablished and at the sametime provided a yardstick for county committees in drawing up theirplans. Where the State agency wu empowered th approve countyplans, the standards could be enforced but elsewhere they could onlybe lye.
4
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36 ORGANIZING DISTRICTS FOR BETTER SCHOOLS

Types Or classes of duOict8 that may be established. In some States
the kinds of districts which can be formed may be inadequate, so that
it would be necessary for the reorganization legislation to include pro-
visions for an additional type, or types, in order to facilitate establish-
ing a system of adequate administrative units throughout the State
In other States this would not be necessary betause the already au-
thorized include types which would be adaptable to redistricting needs
In either cast, the legislation should indicate the types or classes of
districts to be formed under its provisions and specify the kinds of
changes that can be made in the existing district structure in order
to establish such distrIc

The Staie Administrative Agency

Kind of ageney.---in States confronted with widespread reorgani-
zation problems, the legislation should create a special State commis-
sion or committee to administer the reorganization program rather
than affiign that responsibility to an already existing agency, such as
the State Board of Education ; the reason being that the responsibili-
ties involved are both highly important and time7consuming, justify-
ing a special agency to concentrate its efforts bn them alon*1/2 whereas

J an existing agency like the State board cd tmlucatioo would ,have to
carry the responsibility in addition to all its other respansibilities.

Duration of the special State commission.The klgth of time 4he
commission is to function should not be limited to a specified number
of years----how long it will be needed cannot be predicted accurately in
advance and will vary among States. Because of this, the
should provide for the continuance of the commission until the major
reorganization problems in the State have been Folved.

When that point has been reAched and dm) task of utminis
the program is no longer so demanding, then the conunitwice might
jwitifiably be dklbanded and its fumtimmi assigne4 to the State bmr41
of education, or, if the State does nct have such a bditrd, to the chid
State school officer.

8dection of the commission membershipeIf the State has a State
board of education, then 'list body should be empowered to select dal
niembers of dm anuntizeion. If not, Own past practice in wdetAing
the membership of other mumiwicas ,preaed for educational purr
posesshould praably he followed.

Qmposition of the size of the owimumunisiumbi
be *uffiziently large to be broadly, butt w:A so Iar eft
to be an unwieldly Imdy tumble to resell death= readily. Ow-
graphic or area representation might be itm n4
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POLICIES AND PROC1DURKS 37
impo ng repreNlntation from the major social andeconomic interests in the Stat. All or at least a sizable majority ofthe members should be lay citizens rather than profeional educators.Length of memo The length of term should be longenough to prevent rapid turnover; if the number of years is pre-scribed, terms should be overlapping; and no restriction should heylaciall on reappointment.

CompemationPrevail_ g past practiee in tke State witho compensating the members of comparable commissions mig_followed, but in any ease members should at. letvst he compensated fortravel and other necry expenses.
Pawn clad dutie4.The powers and tIute of the commissionshould include the following:

fo employ an executive retary and such other prof ,mlonaland clerical pemnnel as may be neettry for effective per-formance of its functions and to assists county committees, orcomparable local planning agencies. to perform their functions.# To formulate policies and principles for administering thereorganization program.
To develop methods of procedure for use by county c= lit-tees, or comparable local.planning agencies.
To formulate standards or criteria for reorganized districtsand attendance areas.
To intamine and apptove or disapprove reorganization plansand proposals developed by county committees, or comparablelocal planning agencies, with authority to approve only thatportion of a county plan meeting prescribed standards; to ap-prove proposed changes in school distrieks involving use of allother rediaricting laws which are still ope five.

To grant county committees, or the conqMrabJe local planningagency, additional time .where required for coqipletion a theirplans.

To appoint a county committee m any county iiri*re the localwpointive agency fails to act within specified time limits.
# To appoint a new i ty frAnmittee in any county where anexiding emnmittae fails ft. rm its, assigned nmetions.
* To expend on its own order such funds as may be appropriatedfor administering the program.

To make periodic reports on the omneation of the reorganiza-tion program to the legislature. ,
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ado whereby

commiFsion and its tn
the ..rvices of personnel in di latter tw utilized whenever
and neekted in eirrving on the reorganization program.

e C

Kind of ageney.---The sam
State administrative agency slitiilt
widpreat reorganizationtnitzat problems,
agency should (N%

purpc&les of mime -ice as the count

A

e_s

V andaiory re- .rente-
m every county.

Dur-ation,--Proviton should be made
matet will eotitinut tn -xLtence and function
quote school districts Irns been established in the coun
may find it desinihle= to establish such committetks on a
basis; while others having county boards of etiucation may

(
testi-able to a&nran the 'minty comm tiev*s funeticns to then after

\ reorganizatioi has ree-Ai IargIy m-np eted
4 Method of ekCtiflg members.- Although selection of the county

committee membership by local district boards has been the mcwi
common practice and that methati has much in its favor, other meth
ods have also proven practicable in' some States. The me
hould either provide for election of the members by the ple or

appointment by local officials who are elected by the peopl
Composition of commitkes. Committevs should be composed of

to 9 members, and only lay citizens should be included in the mem-
bership. Provision should be made for representation from both
the open country and population centers of the COMIty.
_Length of term.The same principles applicable to the State com-
tmion members terms should be applied to the county comm.tiee.
Meetings.Time limits for holding the find mee4ing to organize

and elect a chairman should be specified. Thereafter, meeLings should
be held on call by the chairman or a majority of the members.

members should be compensated for

mulct.
cAtiou= and

available

le to
e., having
nay administrative

g-nated Item ter fct

1,W

Den114111

ompensation.----03mmittAe
necessary ex-pen only.

Co m mit te e s e c r eta The county upornitenthnt should be twig-
nated etAitmittee secretary

38 BETTER SCHOOLS

to State de?a,intent of edueatim.------Provision
be clot* cooperation will maintained by the

with Lie State department of

Administrative

general the
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a special
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Plans

Itutt- ation hould
the factors for --ounty committees to ta

anizatio studie and plans.
_nvision shou1d t-ma made

of county educational conditionsth
AteILsiv plan for a system of school

for their _ ig the standards of the State adm I

agncy This should be a mandatory rtquiiirnent and time
should be specified within which the comprehensive pk
-omp1e4ed and ubinitt1 to the State administrative agei
ever a county plan or

tate ad/pink I

0 prepare and subn
Provision should

plans inTolvmg only a
comprelmvkive plan.

Content, o
what the wntten

a

laic

When-
pirtion of a county plan is disapproved by the

ney, the county committee -hould be required
revise41 plan within a spec! ed time.
be made ming committees to subinit

irtion of the county before completion of tlit

p poxa14.The legislation
-Rximis for new

should specify
hstricts should contain, a a

minimum requiring maps and descriptions of the existing districts
involved, as wen as of the protkost141 new districts, and a summary of
the rea.soils for the proprwswi reorganization. Some States may find
it tiesiraMe to require more, such as: recommendations concerning lo-
cation of hoo1s, utilization of exking buildings, and pupil trans-
portation nd plans for adjusting th at and liabilities,
including bonded indebtedness, of the districts invol

Time linah for brnitting the comprehensive plan. Ample time
hould he 0Abowed to permit careful systematic planning (some States

have found at least 18 months should be allowed). Provision should
he made whereby the State adminiArative agency may grant addi-
tional film to county committees unable to complete their plans
within the limits pmeribed.

Inter-comnittet fang Provision should be made whereby any
reorganiution proixmal involvi territory in more than one county
will be developed by subcommittees of the county committees
eoneerneti.

Proposal* initiatvi by local peopk.Provision should be made
authorizing local people to initiate reorganization proposalajor con-
sideration by the county committee, but such proposals should be
consistent with the comprehensive plan in order to be approved bythe county committet. All propose4 school district boundary
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changes involving n of other redistricting
to approval by the county committee,

ws should

heatings.--At least one public houk
for each reorganization proposal. and the county committee shmild
be authorized to hold more than one if considered necessary or de--
.irabie. The he=Hrings should i-K4 held either by the county ccanmit
or a sulxvinii and minutes cit j should
miu

Elect Procedures

Authorisation
on all propod new districts
agency, bitt should
pcvial not approved by tI State agency.

Provisions for caI4ita and holding th e,türnaThe county qui*
intendent as committee wretary should be rtsponsib1 for calling
the election and making the necessary arrangeriumits wecifiect In
Kittle States it may be desirable that the legislation include all the
provisions governing the manner in which elections are to be held:
in otlipimStates, the provisions in the katutes relating to school elec-
tions might be adequate.

Time limits for holVing the elect-kmA time limit should be Alec=
ified within which thij election is to be held. It should allow Nffi-
Giant time after approval of the proposal by the State administrative
agency to permit development of additional public understanding
and support of the proposal, but should not encourage unnecessary
delay.

Ratifantian of proposed new dishekt4..A majority of the total
vote cast should be required for ratifying the proposal. However,
if it is not possible to secure such a provision an acceptable alterna-
tive would be that if the proposal contained a center above a specified
size, or if it contained a component district having more than a spec-
ified percentage of the total population, two \favorable majorities
would be requiretione in the tenter or largel district, as the case
might be, and the other in the remainder of the teTritory involved.
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Scond Elections

Revision or remlyminvion of rejected propostacIn castka where a
proposal is rejected by the voters, provision should be made requir-
ing the county committee to prepare a revised proposal, submitting
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st_rative agency fo.. approval -A if
would be brought to a vote, or the proposal first re=

GUM to a wond vote
a second vete.While there

Kane disativantag _poeifying a definite time limit for thesecond election, such a provision may be unacceptable in kitne States.here such is the ca the time for holdinv the tnd elwtionould tx discretion Jf the c=ountry committee.
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be pr7tkcribeAl for all titate, being a matter
in tarns of each State situation.

lard.-----The legislation should include
of the reorganized district board, and specifvits piewen and du. The latter should be surrieAitly comprehen-_ive to enable the new board to deal effectively with problems arisingout of the transition from the old districts to the new administrativeuniL After the transition period, the existing statutft- relating to-hool boards of the same tyri or class of district should apply.

Financing the Program

Sufficient appropriations hould be made to the State administra-ve agency to enable it to provide the specialized cmrvictts necessary
in carrying on the mormization program, and State funds ghoul('be provided through theState administrative agency to meet the
expenses of county committees. At the same time provigion shouldalso be made whereby couliq funds may be appropriated to helpfinance the program
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School Finance Provisions for Facilitating
Establishment of Adequate School Districts

General Considerations

School finanee and district reorganization tied together.lii the
development of a school district reorganization program it should be
recognized that its purposes and likewise its operation are inter-
related with the State school finance program.

Consisteney.---The State school finance proghm should be consist-
ent with the goals and purposes of the school district reorganization
program.

Improving the finance programImprovements needed in the
State school finance program, making it more efficient and equitable,
should not be postponed because of the existence of major school dis-
lrict reorganization problems.

Basic Policies 4.

Responsibility for school support.The financing of the public
schools should be a joint responsibility of the State and the kcal
districts.

State support.The proportion of total school costs that should be
borne by the State cannot be prescribed here, but is a matter of State
policy which may be decided in terms of the relative share of the total
school cost that should be borne by local district property taxes.

Adequate support.----Through.an equitable combination of State and
local funds, a level of financial support should be provided?. for au
adequate educational program in all soundly oreanized districts, in-
cluding those which are small but are necessary operating units.

Avoiding Roadblocks to Reorganization
ro

Financial treatment of unnecessary small districts.--While State
aid may be justified for unnecessary small districts and schools, de-
pending upon State policy in that regard, it should nbt be provided
in such amounts or manner as to place a financial reward on the
continuation of such districts. Instead, if such districts charm to
continue functioning rather than becoming a part of a larger unit,
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POLICIES AND PROCEDURES 43
then they should be required to bear the extra costs involved in
maintaini t "e per pupil cost schools. 14

When viewed purely in 'relation to its retard-
ing ekeets on the establishment of soundly organized districts, Stateaid for the tuition of nonresident pupils should be eliminated en---firely. But when that is not practicable or considered desirable, itshould be less in smount than would be provided through other Stateaid apportionments if the ama were reorganized; in other words; theprivilege of sending pupils to another district should not wherever
possible be rewarded. In determining tuition costs, a charge forcapital outlay should be included.

Disposition of bonded indebteliness.While the provision thatbonded indebtedness will remain an obligation of the component dis-trict incurring k Reeved to facilitate reorganization in manyinstances, that has not been true in all cases. Emsentially, this is anissue that should be left to the local people concerned to decide.

Providing Incentive.

Approaches we'veP.1n a number of States special State aid ap-
portionments of one kind or another have been provided as incontivesfor reorganization but soil apportionments have not been made
available to soundly organised districts alrea4 in existence. Al-though not available to other districts, it would appear that thesecouki no t. rightly ha regarded as being merely inducements to re-onganise but that they were desigmd to assist in enabling the newdistrict to meet the extra costa involved in providing better educa-timal program& v

Other States have provided more liberal State aid alloeitl*r for general cr special purposes, to all better 'organized districts,and in so doing provided incentives for reorganization. Both ap-'pr9acims have had beneficial results, and no sweeping generalizationscan be drawn u to which approach is superior for all situations.

Special Purpose State Aid as Incentives

lack of State aid for pupil trans-
amount of it y when allocated

Salk aid should be
"Pportim co an egpslisa4on ss awl shmild is sulkiest inamount 0.equalize troths minimum kcal district effort up to the fullapproved cost, as determined by ..the State depirtnuttnt of educationt
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Staid aid for capital saiay. The lack of State aid for school
facilities retards the establishment of soundly organized distrk.t&
In all the States where such aid was provided it facilitated morgan-
ization; and in two of them was regarded u begNi& most influential
of all favorable &taws factors.
. State aid for capital outlay should be apportioned on an equaliza-
tion basis. It should be sufficient in amount for approved school
building projects to facilitate egtablishmeat of school districts of
adequate size. All building projects for which State funds ans pro-
vided should/ be subject to approval by the State department of
education.

State Leadership and Services in Administering
-the Reorganization Program

Administrative Policies

Development of Wick a.To .foster orderly and systematic de-
velopment of the pmgram, POlicies should be formulated by the State
administrative agency for carrying out its assigned funahms and
providing the services needed. What the* policies ithatAd include
is a matter that should be decided in:each State after hireftil toni
sideratio of the reorganization situation.

or __criteria /or, reenydrased districts awi attendatwe
centers. Ntandards ar criteria should be defee100ed indicating the
qualities that a satisfactory administrative unit should poem"; :and
should include such factors as: size of district, size of eltmadary and
high schools, wipe of serviote, and sociologicid factors. In %tee
having very sparsely populated areas, the gaudier& should be stif-
ficient6P flexible for application ih such areas, but thit flexibility
should be of such nature as not to impair their usefulness in cm-,
munities where sparsity it; not a problem.

The Prohissional Staff

Size of staff. Provision should be made for a professional gaff of
sufficient size to pmvide the services needed by dointy committieibi
deve)oping their sorzithon plans and bin iott
now many staff mfthers Will be needed d cin a ntithbitekif
factors which vary* from State. to State.- ifolvever, moat
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tion programs haire not been adequately staffed. In view of pastexperience, it would seem that any State during the intensive stagesof the program should have a director and at least twoor three fieldworkers. Many States having a large number of counlies with majorminimization problems would need more field workerror consultants.Adequate staff a continuing nead.It is equally important that ade-
quate.professional servicee be provided after the intensive planningstages of the program.

Organizing the Program

Informing local ofscrials.---Before county committees are selected,county superintendents should be fully informed about the methodof selecting committees, and the WAYS should also be done for localdistrict boards. Meetings should be held for this purpose, and in-fewmatimuil materials should also be prepared and distributed. When-ever possible a State staff member should attend the meeting whenthe committee members are selected for purposes of further expla-nation of the program and answering questions about it.
Orienting county commigtees.--As soon as county committeeshave been set up, a oonoerted effort should be is ade to acquaint themwith the program and their responsibilities in it. Statewide or

regional meetings should be 141 for this purpose. Informationalmaterials (foaling with the program should be made available fortheir we, including the manual of procedures if it can be prepared bythat time.
Early pubileity.Efforts should also be made during the early

daily and county weekly newspapers and roth e periodicals of

phases of the program to provide publicity both the

State organizations, especially time serving rural areas.

The Manual of Procedure

Importance.-is-A manual of procedures to assist county committeesin their work is a neceenary part of the services the State staff shouldprovide. A well-prepared manual is ah inipoitatit means of foster-:ing orderly and systematic 4welopment of the reorganizationprogram.
MajoilAmitoritserhe manual should contain the neco !wary infor-matiop and explanation of procedures that committees will need indeveloping plans and bringing them to a vote..
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46 _ ORGANIZING DISTRICTS FOR BETTER SCHOOLS

Field Service

Helping make studies and prepare plans.---The State staff should
4,. assist county committees on request in analyzing and, interpreting

study information and in the preparation of the reorganiztition plans.
However, they should not be expected to do the detailed work of the'
county superintendent in- that respectthe proper role of the State
staff is advisory and &onsultative.

Helping prepare the written reports of reorganization proposals,
As a general rule this assistance should be of an advisory nature.
However, thre may be occasions where it will be necessary for a
State staff member to do a very large share of the work.

Assisting With_ public hearings.--The State staff should when re-
quested attend the public hearings on reorganization, proposals. In
this also, the proper role is that of a consultant, available when called
upon to give expert advice,

Checking on the legal stem followed.It is highly important the
State staff make a careful check to insure that all of the legal pro-
eedures have been complied with fulli in the various steps invlved
in developing the proposal and bringing it to a vote.

Helping the State administrative ageney evalluar4 proprals.---Be:
cause of their first-hand knowledge and experience, the'State staff
members are in position to render an invaluable service to the State
administrative agency when proposals are being evaluated for .ap.
proval. This is another reason for an adequately sized staff and the
services of its members should be utilized fully in evaluating
proposals.

Participating in community meetings.One of the very important.
aspects of the work of the State staff is that of explaining the reor-
g4nization program and its purposes to local people. Whenever local
groups express interest in the program and desire more information
about. it, a State itaff member, should whenever possible render thit
service.

Keeping the People Informed

Publicity materials.Articles and reports prepared by State:,atafg
members have been useful in keeping' local= people info aboutthe
progress being made, and have thereby served useful purposes.

Special bulletins.----In many States bulleOns dealing'with various
phases of the programs proved to be useful.
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Relationships With Other State Agencies and, Organizations

47

State department of education'sThroughout &e period when theprogram is being administered by the State commission, a constant ef-fort should be-made in maintaining close working relationships withthe State department of edtcation. The services of.State departmentpersonnel -should bop Aped whenever -practicable in carrying on the
it liand special efforti should be made to keep them fully in-form throughout all stages of itsdevelopment

College and witiveraities.In a number of States, college and uni-versity staff members have taken an active part in the reorganizationprogramsin participating in reorganization meetings, in makingstudies and surveys, in arranging conferences on reorganization, andin a few cases in preparing informational materials.
State organizations.--In many States a number of State organi-

zations have been actively interested, particularly State education
associations, State school' boards associations, and State farm organ-
izations. MEI interest and support of these State groups should be
actively encouraged.

Local Processes and Procedures

Making Studies of SchoolConditions 4.

Importance of studies.--A careful study of school conditions shouldbe emphasized as essential to the development of sound reorganization*lam. Such a study should be encouraged as a means 'of avoiding
premature juditnent and decision as to what ought or ought not tobe done.

Visiting ths sohools.Committees should be encouragd to visit the
schools in the county. This provides a sound basis for judgmentabout them, and it also stimulates the interest of local people in
reorganization.

Extensiveness of studies.---Some counties have very complex prob-
tuns requiring a more extensive examination of all the factors affect-ing school conditions than is true of others. However, in all situa-tions, whether highly complex or quite simple, studies should be suffi-
ciently comprithensive to provide an objective basis 0for soundt. planning.
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14

Developing Plans
46.

4

Of COMprdieneitte plan, development of oom-
prehensive p11k. embracing tM entire vounq should beenoouraged
even though the people in sow sections of the county will likely
reject the proposal developed for theirarea: The importance of mak-
ing countywide plans would be difficult to overemphasise.

Yaws of partial pleas for Ms cowity.---pif sufficitia degree of
readiness for reorganisation is evident in some partials, locality, it
is uqually desirable to develop a plan for Unit area before completing
the plan, for the entire minty. Establishing a new district in one
locality often stimulates favorable sentithent otim

Liaison toia local district board.t.hout the various stages
of making studks and devdoping plans, county committees should
maintain close touch with local district boards, keephq them fully
informed.

Public Hearings and Informal Meetings \

&nail group meetings.Such meetings held by county committees
for purposes of explaining their *whom tea aa effective proce-
dure in deyeloping public understanding and support for larger dis-tricts, and especially has this been true in the open country.

Mass meetings.While- lar meetings 'oftein &relit teire6t44:iiiiii
small gatherings, their effectiveness dependis on how well they ereorganized and conducted. By having well-informed community lead-
ers present to speak on crucial issues certak to come taiN such meet-
ings can be very useful.

Holding format howings.---The formal heal repaired by thelegislation should be carefully planned in advance. Public reaction
is more favorable when the chairman has a good working bold-
edge of the reorganization Law and is tlwrouithly familiar with al
the details of the proposal under consideration. Theammittee chair
man or a member should always be in charge of the hearing., #1,

Involving Interested Local lAidess
s 4

,

itkntifying leaderc4nthi proems !of developing 4 retwiranisettion
proposal a special effort should be made to locate leaders..
to support it. This should be done as early as possible. The county
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POLICIL8 AND PROCEDURES 49
uperintendent and persons in the community such as the township

supftrvisor, the village banker, and newspaper editor, can assist in iden-tifying those who should be contacted.
Frequently, some leaders in the community emerge of their ownvolition and become strong supporters----eareful systematic planning

encourages this. But others do not; they must be searched out.Farm leaders.--Special emphasis should be given to enlisting thesupport of open-country leaders, including farm housewives. Someof the most potent leaders for better schools are young farmers andthe parents of younger children in the community.

Community Study Committees

Effectivene88.The use of community study committees or groupshu become increasingly common, and such groups have been highly
effective in a wide variety of situations. This technique is by nomeins new, for it has been used in severil States for more than two
decades. In two States it was used during the intensive stages oftheir programs and was very useful in implementing county com-mittee planning.

Methods of argamiting.---Such groups have been organized in var-ious ways, and no particular method can be preeribed which wouldbe applicable to all situations.

Local Publicity

The local newspaper.---Objective publicity given to reorganizationby local newspapers is helpful and should be encourned.
Special bulletina.----A useful procedure in developing support for

proposed new districts is the preparation of a special bulletin de-scribing the proposal auld the educational improvements it will makepossible. Such bulletins should be brief and written in laiman's
language. In some States such bulletins have frequently been pre-pared by the local community study committees.
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