O

ERIC

Aruitoxt provided by Eic:

DUCGHEBY BESUMEB

BD 050 832 EXA 0G3 800
AUGTHOR Chick, Charies E.

TITLE Problems in School Plarning.

PUB DATE 2 Dec 70

NOTE 13p.; laper presented at University ot Florida

Center for EBducationzl Facilities School Facilitias
Conference (Gainesville, Flotida, december 2, 1970)

EDKS PRICE EDRS Price M?-$0.65 HC-$3.29

DFSCRIPTORS Community Schools, Cooperative Planni:y,
*Educational Facilities, Educaticnal Specifications,
Enrollment Projections, *Flexible Pacilities,
Interagency Planning, *School Planning, *Space
Utilization, Speeches, State Departments of Educatior

IDENTIFIERS *Florida

ABSTRACT

This speech emphasizes ['lorida'’s progress in school
planning whilae erxposing a number of their still unsolved eljucaticipal
plarning problems. A.ung thece problems are these of (1) pupil
population analysis within the schnol district when consideraticns
have to Le made coacerning wvhether to add to or remodel existing
schools, o1 to conscruct new ones; (2) land use studies that will
perwit effective dealing with pogulation aobility; and (3)
administrative adeptness in scheduling techniques that will insure
the hest use of space. slternative forns of space utilizaticon such as
npen plan schools, comnunity schools, and flexibility ot design are
suggested. The impact of bond issuve failures on school building
prograams concludes the presentation. (MLF)
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wl it is indead a pleasure to have an opportunity to telk with you
about school facilities plarning. I hope to challenge your thinking.
If I challenge you sufficiently, arouse a feeling of discomfor: znd
cause you to be a little defensive, then perhaps time spent togsther
in this ronfersiice will be profitable to all.
In Florida, we have made a lot of progress in schocl plsnt planning.
Ve have solved a lot of problems that numerous school districts in many
states are still trying to solve. Iet us not te content, however, to
spezk of only what we have been able to accomplish., Iet us take a
serioas look at some of tht prebiews that ve have toaur.
PUPIL We live in a fluctuatirg society. Pupil population is cne o the
POPULATION

first problems that we must carefully anslyze. e have no problew pro-
Jecting statewide or district-wids pupil population .ncrease or decrease
for & period of five or six ;eavs if we assune theo in-migeation or out-
mig: _.ion trends will remain relatively static ana stable, Howaver, pupil
analysis becomes really azute whern we come to grips with the distribution
of the pupil population projection within the school district; when we
have to consider whether we should make addilicns to existirng scheols,
rerodel existing schools, construct new school plants, lc.dte new srhool
plants, plus many other factors.

Pupil nobility cveales a real problem for the school planner. 'le

had a total enrollmentof 1,503,549 students in our schocls in 1969-70.
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During the school year, 285,051 or 18.96 per cent of all students with-
drew for nunercus reasons: Students might have witndrawn to go to another
school within the same school district; students may have rioved ¢t of the
State; students simply may have dropped out of school for a period of bime;
and then even re-enteved the same school, Although there was movement of
pupils vrought about by court orders during the middle of the year, an
analysis of the overall movement on a ratio basis for the last seven, eight
or nine years shows thst the ratio »f pupils to witndraw has remained
relatively constant, After the beginning of the 19(9-70 school year, 76,936
students rioved into Florida, Tiat's s lot of pupils to come in. Also,
35,508 students moved from one school district to another sciool districh.
In 1969-70, a little less than one-taird of whe total enrollment noved
around.

In Florids, we have only begun to scraich the surface in analyzing
pupil populaticn in our attempt “o start building somne real experiences,
either vy soue geographic method, census tracts, or some of the other
techniques in the forefrcat now.

If Florida planners are to efrectively deal with population mobility,
we mast have bebtter studies ol land use. Planners know that land unse either
attrributes to or contributes dirertly to the pupil population in any general
area. One must recogn’ .e further that regardless of how well land nse factors
are considsred in planning, political implications often cinerge énd change
evel: the best laid plans as far as the development of property may te

concerned,
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We need to develop a better relationship with other agencies of
covenrment and the private sector that are continously studying and
making pupil and overall population projections.

Cne of the problems tnat we have is aealng with chatbers of
comrierce, Invariably, our projections have been conservative. It is
difficult to explain a conservative projection to a chamber of cuivierce.

Utilization of school buildings is taking on an entirely new meaning,
a riew fornm, and naw shape. How to use space and how to plan for thie use
of space is becoming nore complex. New definitions are being given to
tne word, utilization. You are hearing Lhe words community schools, y=ar
rcund operation of schools with the 45-~15 plan, the four~quarteir sysiem,
the quinmester plan, and tne extended school year. Jeoint occupanzy is
being discussed. Let me give you a specific example. The concept of tne
community school brings forth a wnole new realm of interest groups and
services not previously considered important in school plant plauning.
Today we raust consider cooperative planning with: housing authorities,
parks departments,‘ecohomic opportunity agencies, welfare agencies, code
division of municipal building department, county and city planning de-
partment, senior citizen services, ¢ >partment of education, the vocational
rehabilitation agencies, fanily and children services, public health de~-
partment end employment agencies. Some of the services that wotld be pro-
vided separately or jointly, but on the same site and even under the same
roof would be the activitier for senior citizens, hasic adult education
programs, child day care centers, cormunity action prograi, the distribu-

tion of gcvernment surplus fouod, the educable mentally retarded educational
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prograni, employment, job training and counseling services, housing and
home management services, housing code services, housing relocation
services, legal aid and informat‘on on the rights of the poor, regular
schocl program for some defined grade organization, municipal informa-
tion services, pre-kinderga~ten program, recreation including swi:ming,
shelterea workshops for the trainable mentally retarded indivicuals,
vocational educational programs, vocational rehabilitation prograns,
volunteer community service‘programs, welfare case work services, and
health services. Tne future holds great petential for cooperative
plinning. If problems of coordination and problems of manazement are
to be dealt with properly, then we must get with it. If these types of
activities become a function of a comnunity school, we have an enoriccus
amount of interagency cocperative planning to do. Such a school, The
John F, Xennedy School, will open in southwest Atlanta during January, 1771.

I advise ~u to kee our eye on this oae.
PY y

Use of Open Plan

The open plan sciiools ave bringing forth aew patterns of utilization.
The classroom in a conventional egg crate designed scicol with 30 square
feet for each punil and 30 pupils per teacher requires 900 square feet of
space. In a 24 classroon school c¢n the same basis, 21,600 square feet of
instructional space will be required. however, if the pupil-teacher ratio
is reduced to 25 to 1, vhen an excess of 2600 square feet will be provided
if we are still to assume that 30 square feet is adequate. However, four
additional teachers could be added to an open planned school simply by re-

designating the epace, thua utilizing the 2500 square feet, If we are Lo
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consider cogt, sven for an elementary school, about seventy-two Lo
seventy-five thousand dollars would be needed to just replace tha four
teacher stations generated by the reduction of the pupil-teacner ratio.
So when we are under utilizing a building, we're talking about nard, cold
cash which is becoming harder ana harder to get.

An arbitrary 30 square feet per pupil raises a question about utiliza-
tion. All of us in education are setting fortn square footage requirements
and assuming that this magic number is going to receive maximum utilization.
Further, we assume thet 30 square feet guarantees, for some reason, Justi-
fication for capital outlay expenditures. The real problem is to Justify
the square footage that we proclaim to be rnecessary for carrying out an
instructional prograr.

We coniinue to have a problem with establishing a rationale for deter-
mining pupil station utilization and teacher ~tation utiliz2tion. Especially,
this is true in the secondary schools., The various formulas which have been
develcped are not funciional. These formulas are not reliacle and do not
provide consistent answers to the problem., We use an arditrary scale for
establisning a utilization capacity of school baildings. This is based on
ermnerience but very little else.

DESIGN There is ore problem created by the design profession. I way step on
some toes wnen I say this, but really, how much time goes into the design
of the school building to insure that the maximun space is going to be
instructional space or service space for the funstion of that school centar?
Anayally, we cumpare the square footuge per pupil that each new building is
supposed to accommodate ~4ith similar instructional programs. The comparison

sihows a wide range of square footage going into thz construction of the
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buildings. A legitimate question is: why should cne bullding rave less
instructional space per pupil than another? Related is another problem.
Hany sci.ool boirds are not providing enough ircentive in .onetary re-
muneration to sufficiently enccurage the architect to produce schematics
Tor evaluation berfore finel decisions are made, Once lines arc drawn, it
is a prublen to get &1 architect to chnange a line. It is not his fault.

He is on a budget. !¢ has to preduce. Time costs him money. The architect
is not directly responsible for this situabion. Tne responaitility kelungs
to those in education who are not providing the monetary incentive that
would give the architect thie tixe to come up with quality schemas showing
alternative soluticns to educaticnal bullding provlems.

ADMINT STRATION There 1s a lack o knewledgeable administrators who ure adepti in using
scheduling techniques to insu.e the best use of space. The Departaent of
Education gets many requests from scuool districts desiring help in deter-
mining if the principal is really scheduling the facilities for maxi:ium
utilization. A specific example »f this proble:i follows. I went inte two
schonls and made a study of the pupil and teacher station utilization,
These schools were achieving only aoout 72 per cent use of their space.

Trz principa’s had told the superintendents they rmust have more clessrc.ms
to enable them to add additional teachers. ihen the schedule was analyzea,
it was fourd that during the first period every morning all classrooms in
the buildings wore being utilized except the gymnasium. After the first
period, there was the equivalent of three or four classrooms per period
not being used throughout the day. The question was raised, "why don't
you have physical education the first period every morning®' The answer

was, "¥e just never have done it before."
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LiC IN | Today, many districts ccnnot or are nol consbtructing buildings fast
COMST UGTION
enough to meet the housing needs of the sciool population, Consequently,
many problems are occwring. Ve see the extended day, double sessions,

. the overlapping use of classrooms, and the preponderence of portables
cortinually being wlaced on permanent schecol sites. [cv does tnis realiy
affect the educational opportunity of students when spaces such &s libraries
lunchrooms, shower and locker rooms, administrabive space, facilities th:t
require special design and equipment for wun instructionzl program are over-
crowded? We even have the problewn of a student ha ing no locker or space
in which he can place his books, And we talk aboub student unrest. Have
you ever tried to carry your bocks around in your arms all day?

CHANGE Change i3 comirg about at an accelerated ra“e., This in itself is
causing difficulty in plarning and determing the lccation of schools,
space design, and utliization.
PLANNING Planning is an ongcing, coutinuing process. In a growing state with
PROCESS
a shifting population such as we have, there is no starting and no stopping
point in the planning prucess. The problem is that for some reason many

educators don't operate that way. I can't understand it. e operate the

planning process as if Lhera's a starting and a stopping point.

STATE
DEPARTNENT Surveys,
SERVICES
The Florida Department of Education has provided sime fairly adequate

services to school districts hroughout the years. With the enactment
of the linimum Foundation Prograj Law in 1947, a survey program was imple-
mented. Most educators and architects are cognizant of this continuing
operation. The state survey program has strengths and weaknesses. e are
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eagerly working to eliminate some of the weaknesses caused by populaticn

growtn, inflationary factors, and an ever-changing educational program.

Arciiitectural Review

Thz Florida Department of Education has continued to provide for
a number of yeurs an architectural review service, Some laugh when I say
service since revisw is mandatory. iopafully, the review is a service.
I feel that it 1s z@ service for one state agency to review all plans
rather than having o ineet various local codes. If plans were required
to be submitied to several state agencies as well as local review agencies,
we would have a real problem. The problem in this review area is that
other agencies want to be the final approving authority. Wwe must work

together to keep review in one agency only - the education agency.

Educational Specifications

In 1962, and even before, the Florida Department of HEducstion began
a program of providing assistarce to counties o develop educational
spacificaticas for use in designing school buildings. Although the
service has slowly bubt progressively been expanded ¢id iproved as counties
continue to develop better educational specifications, the quslity and
quantity are atill inadequate. In the past, the problem was that archi-
tects were given instructions to design "X school to house '"X" nuxber of
students. The architect had to spend nis tirme and energies trying to de-
termine what the client needed and wanted, or he may have perpetuated nis
concept ¢f an educational program. Today, this problem can be eliminated
by developing a quality set of educestional specifications for each school
we build and by taking time to evaluate the buildings once they go into

operation.
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One of the biggest problems we have with educational specifications
is the educator. The educator uses a cipricious language when speaking
about curriculum and curriculum developient. The language is difficult
to understand. If any of you nave ever had to deal with a group of
curriculum specialists in trying to resclve this problam, you kaow what
I am falking abnut .

Local systems do not identify educational programs in order to relate

'programs effectively to space requirements. ILocal systems do not analyze

actual pupil needs and community needs before establishing program offer-
ings. More and nore students are going into some type of business activity,
yet wa have school distrlcts continming to provide une or two typing rooms,
one business machines room, and one class for shorthand although 55 to 60
per cent of the strdent body is involved in some type of program in busi-
ness educaticn.

Since flexibility in new schools is very high on the want 1list, the
arrangement and the rearrangement of dividers in these buildings can pre-
sent a number of hazards to the occupant. This is a problem at present.

Are we designing school buildings for expansion? This is one of the
biggest considerations when we think about changing our utilization of
space, If we use permanent walls and at & later date = must expand the
library, the administrative suite, the lunchroomathe shower and locker
room spaceé we have a problem. How many of you have stopped to analyze a
set of plans in terms of a probable increase in enrollment {rom 900 to

1200 or 1500 or 20C0.
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LONG-RANGE
PLANNING Another problem is that school districts are not developing a really

adequate long-range building plan including an adequate capital outlcy
budget. The scheol systems continue & proclivity for pawning capital
oublay expenditures on a year-by-year basis. While we are daveloping a
method of fast tracking to produce a building faster, we observe a failure
of school districts to make decisions necessary to make fast tracking
possible. For examrle, what good is a fast track method for constructicn
if the decision is not made about where the school is gol:ig to be located
or if condemnations and the court procedures in obtaining a site are not
done in advance?
BCND ISSUES More and more bond issies are failing. This is a problem. Something
that really bugs me is happening over and over and over again in Florida.
A school district will make a really concerted effort to sell a bond issue.
The picture is painted of how desperatelv capital outlay dollars are needed.
Voters register a negative vote. After the defeat of that bond issue,
educators do everything possible to keep the things they had predicted
were going to happen from happening in case the bond issue was defeated,
This simply delays a satisfaztory solution to meeting capital outlay needs,
COsT let's look at costs in Florida during the last four years., We are
naturally conceimed about cost, yet we hear that costs from $60 to $65 a
square foot is no* uncommon in the northeast. Because costs continue to
rise, getting funds for construction is a problem.
In 1966-67, the average cost of a new elementary school building was
$14.86 a square foot, for sscondary schools the average cost was $16.53 a
square foot, The elemsntary school cost has gone from $14.86 to $20.39
which represents a 37.21 per cent increase per square foot. In the sacon-
dary schools, the cost has gone from $14.53 to $23.08B or a 39.62 per cent
Q
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increase i, Sour years.
AINTENANCE aND Although it is diiectly related to overall school planning, we
PERATICNS
continuously have problems in Florida in maintenance and operation.
We observe a fzilure on the part of some school administrators and
some boards to recognize the problem involved in satisfying their
legally imposed responsibility for the preservation of the invest-
ment that is made in school buildings. We have a verr definite lack
of board policy to provide positive direetion to school plant manage-
ment programs to maintain cur buildiags.

Tnadequate financing for maintenance programs, the lack of
uniform budgeting practices, and deviations of the allocated funds
during the school year present maintenance problems. When the pudget
is prepared, the last item going into the budget is mrnev for main-
tenance., The first item that comes out when cutting the budget is
the money ror maintenance. If districts run short of funds in other
areas during the scheol year and there is & need for additiornal money,
it comes from the maintenance budget. Wny? Because we can always put
off until tomorrow that which we can put off indefinitely,

Another serious problem in Florida is inadequate training of
school plant management personnel, administrators, supervisory
personnel, and even the schoul personnel responsible for making de-
cisions to insure a first rate or first class school plant planning
and operaticn: prograr.

ECONOMY We continue to find a lack of effort to effect economies in
T1LITY COSTS
utilities. If you donft think this is becoming a real cost fact~,

just take a look at it., We ave still failing to use wund to utilize

fully the specifications and the testing facilities available Lo
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school baords as far as products are concerned.

LOCAL CODES There are other problems that I will touch on briefly.

. The Civil Defense peopla want fallout shelters designed in every
school building, yet no one has come forth with the additional
dollars that would be required.

« Some individuals want public bulldings, including each school
building, to be designed for the physically haendicapped. although
providing for the handicapped is highly desirable, perhaps it is
not needed in each building. Imagine the increase in construction
costs of our buildings .. we naa to design each one to accommnodate
the physically handicapped.

. Health authorities are continuing to make mandatory requirements,
. The municinal governments want to take over the regulation of the
codes, the standarda, the reviw of plans and specifications to
sea that local codes ars met. If this should occur, the larger
school districts with sany municipalities would find the bureaucracy

almost unbearable,

» The Federal courts, by their onders, have set priorities definitely
affecting our capital outliay dollar.

. ¥e need to provide good supervision for th> devglopment of
specificatieas for furniture.

. The law of this State reguires the lowest and vest bid, In most
instances. that means the cheapest. There is really no excuse
for something cheap jn quality if one has good specifications.

IN CLOSING Although there are many problems in school planning, we are
beginning to make a dent in our eftcrt to achleve a high degree cf

excellence in school facilitius planning. Educaticnal Facllitles
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Laboratories recognized the need to put forth tb . money necessary
to start Dr, Jonn Gilliland in thre Facilities Laboratory at the
University of Tennessee and Dr. James McConnell at Stanford in
California. Dr. Gilliland's presence now at the University of
Florida is en indication of the recognition that is being given by
the administration in the University of Florida to improving the
competence of personnsl who are assuwming leadership roles in

school plant planning in Florida.
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