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fhe Educational Resources Informaion Center (ERIC) is a national

forination system operated by the National Institute of Education.
. ERIC serves the educational community by disseminating educational |

research results and other resource information that can be used in devel

. oping more cffccuvc educaticnal programs.

The ERIC Clearinghouse on Educational Management, one of several
Jeannghouses in the system, was established at the University of Oregon
in 1660. The Clearinghouse and its culnpanion units process research
reports and_journal articles "for announcemc.t in ERIC’ index and
abstract bulletins.  ————u___ -

Research reports are announced in Resources_in_Education (RIE),
available 1n many libraries and by subscription m:: year from
the United States Government Printing Office, Washington, D.C. 20402
Must of the documents listed in RIE can be purchased through the
ERIC Document Reproductidn Service, operated by Computer Micro
film International Corporation. . .

Joumal articles are announced in Current Index to Journals in Edu

- cation. CIJE is also avmlablc in.many libraries ar.d can be ordered for
$50 a year from Macmillan Information, 216R Brown Street, Riverside,
New Jersey 08075, Semiannual cumulations can be ordered separately.

Beswdes processing documents and journal articles, the Clearinghouse
has another myjor function information analysis and synthesis. The
Clearinghouse prepares bibliographics, literature reviews, state of the
knowlcdgc papers, and other interpretive rescarch studics an topics in

its cducauonal area
S
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s Both the National Assudiation of Elementary School Prin-
cipals and the ERIC Clearinghouse on Educational Manage-
ment are pleased to continue the Schioo! Leadership Digest,
with asecond series of reports designed to offer schoul leaders
essential information on 4w l(l(.‘ range of critical concerns in
cducation. .

The School Leadership Digest isascrics ofm'unthly reports
on top priority issues in education. .\t a time when decisions
in education must be made on the basis of increasingly com-
plex mformation, the Digest provides school admipistrators
] with condise, readable gnaly ses of the most important trends
in schools today, as well as points up the practicai implica-
) tions of major research findings. .

; By spedial cooperative arrangement, the scries (diaws on
‘
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the eltensive resgarch facilities and expertise of the ERIC
Clearinghouse on Educational Management. The titles in the
serics were planned and developed  couperatively by both
organizations. Lulu.mb the resources of the ERIC network,
-the Clearinghouse is responsible for researching the topics
and preparing the copy for publication by NAESP.

The author of this report, Kmen Sieradski, is employed by
the Clearinghouse as a research analyst and \u'itcr.

Ty

Paul L, Houts ~ Stuart C. 8 mnj.h
Director of I’ubluauom Assistant Director and Editor
NAESP ' ERIC/CEM
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INTRODUCTION

Shrinkage and how to cope with 1t have become as much a
therne of the seventies as growth was for the fortics and fifties.

~ :Sargent

lhuc was o time when it seemed the most dcsn.ll)lc abih
ties @ scTivol administiator could’have were to raise money in
sthool bond issues and to find ways to fit more pupils into
Tess space, The schouls burgeoned with y gungsters, and new
buildings sprang up throughout suburbic, World War 1E did |,
fur education what it did for the gioss national product: it
precipitated greater and greater guantities  of pupils, teach-
ers, administrators, and buildings.

The difficultics faced by administrators were often’ acute, -«
but they nealy always ame down to°the same problem,
whether of finaiees_o fadilities. how to get more, Constant as
this aced may have been, it became a lamiliar one, Moreoven,
it was the surt of need least likely to seriously initate Ameri-
cans, for even before the ecconomic and population boom of.
the furties and fifties, vur collective habit of mind had been
tu value growth in any human enterprise. From the begin-
nim, of colonization .on this continent, the men who have
uu.nul the highest praise a nativn van bestow  adoption into
IU'LII(I and fulk tradition  acted toward the common goals of
exploration and C\pdnsum

And for 27 consceutive years, through the fall of 1970,

Jdtowth was an operating assumption of modern education,

fn that year the totad enroliment in regula elementary and
secondary day schools peaked at 31 million students, In 1973
there were 30 million, and in 1974, 49.7 million, That year
alsoTaw the smallest numbar of births since 1913, leading
forceasters to predict that by 1980 four mnlllunfc:ucr public
sthoul students will be enrolled. (These figures are tahen
from Simon and Frankel’s publication.)

Such a dulmc affects more than school management

.ok . \
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tac tics. After ally the manuging tacticians are human and have
grown up physically and pu,)lusmn.nll) giving some degree of
credenee, like the 1est of s, to the goals of exploration and
eapansion. Not only do they have ' duty to change tactics,

but also they have o right to feel a little shocked. Basic as-

sumptions are not casily dismissed.

Still, the fact is that different and in many ways new ad-
ministiative aptitudes must be Tound to deal with the prob-
lems created when cnmollment dedine is significant and
steally. The Hteratue on the subject suggests that the prob-
lems can be handled |)U>lllw.|) and successfully. Even the
ultimate_testlt of decreased emollment in a school district,
the closing , of « neighbotlidud school, can be the vccasion for
acative school and community imolvement. Explorition
may be made into the "shills aid tools that make education
more cfficient. l\p.mswn may be possible qn more varied
educational programs, ‘

N
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FORECASTING ENROLLMENT

o

The decdine in buthewe i @ nationdd phenomenan, but it
does not affeet all school districts equally. The reason, as the
1970 census 1eveals, is demographic, Young familics moved
out of the Southeast at a rate faster than werage. Nevada
experienced o 33 percent ineréase innumber of people under
five yeans of age, wheteas South Dahota showed a 35 pereent
drop in this group, The Northeast and the West gained 1 per-
cent in the under-20 age group, the young parents of“the ntxt
two_decaded;, but Flawaii lost 4 pereent of them. And ¢yen
within regions and states the Jluctuations can be of crucial
impottance o school bu.mk trying to forecast enrollment
patterns. . y . )

I'he ponrt s, as Decher wiiteshthat declining envollment is
random. Some states yenctally, a \l any district almost any-
where, may experience an inaease in enrollment. Decker
desctibes two other charactenistios ol dedining enrollment:
it is progressive, and it is continuing.” It progresses up the
grades in @ wavedike pattem. I lower than usual numbers
enrolled in Kindergarten in 1968, then tl{‘\scvcnlh grades
are experiencing that low for the fiest time this year. The
wave of low enmollments §ill take years to work through
the system. It is continuing because not just one year is
imvolved, but all the years “afterward until about 1980,
when projections indicate a slight increase in K-8 enroll-
ment. In other words, the fitst wave has opened up a trough
that will probably not be yfiIICLI in the forgseeable futwre.

Because enrallment decline is tandom, many writers suggest
that it is espedially important for local buards to gauge accu
rately the fute of their vwn districts. Besides the various
forecasting methods and models wailable, there are a-number
of indicators that should be studied carefully at the distriet
level. ’

~




-«

Indicators of Declining Enroliment

Indications of the likeliHood of cmollimem inaease ot
decline canbe gleaned Nom school 1ecords, hom demographic
date compiled by codhity and city planning departments, from
zoning and land use plaus, from realtors, and flom ‘;I)c plans
otbusinesses that employ gicat numbers of people in the area.
Several recent articles by Branetti, Keough, and Leggett offer
useful checklists of indicators of local entollment trends.

‘Indicators in the schools indude dedining hindergaiten
curollments and greater breathing space appeating in clemen-
tary classrooms as average dass sizes dearease, Two other fac-
tors that may alfect enrollments we integration and the
migration of students from linancially strapped  parochial
schools.  + .

Community indivators are primaily cconomic. I suburbun
homes are too expensive for youny familics to buy o1 rent o1
il homcowners are heeping thein homes after their children
have gone through the local schools, Tew new Kindergarten o
clementary students will enroll, Furthermore, if no new resi-
dential developments, transit lines, ot state highways are
planned, the neighborhood may be headed for o static or
decreasing population, Mthough tliese ty pes of indicators can
hint at changes in school enrollments, more specific predic-
tion inethods anust’be used to come to a realistic forecast.

Sources of Methods and Models

L4
If the convenicnce of having accurate forecasts were not
enough to spur ¢ school board to its greatest efforts, the ne-
cessities that depend un such projections should be. The

w & n . . o - .
short range prediction, up to five years in the futwe, is the

basis for budgeting, for teacher and stafT allocations, and for
the development of Lusing programs. Long-1ange plans, from
10 to 25 years, are required by law in sume states, Long-range
development plans are especially ciucial to financially toubled
urban school systems, School alministaators everywhee cary
the responsibility to infurm the public about needs for staff
and facilities and to prepare for the problems associated with

! 10 \
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expinsion o1 with school closare,
. Statisticians and denmographiers have produced avaicty of
4 methods and models for predic ting aunolliment figares, Unfor
T tunately, not one of them is patect, The best estdts cannot
be whtained by wse of o« mudel alone, but by a combinudion
of methods ad o thorough l\nu\\luh,u ol the cotmmunity |
chageteristi
The method lh.xl tuns up nrest hequently in the lllu.uuu
on dedining entollment is the cohort- sunvival technique. "This
method works by measuiag the percentage ol newboins in a
given year who enoll in kindagaren five years later, in
1970, tor” exanple, 100 babics are born in o district and, in
1973, 95 eiroll in Kindergaten, then the ratio [or precicting
Kindergaten enolliments for any year woukd be 93 pereent
ot the live births five years pu\luusl\. It is best to obtain the
ligwaes for a fow ot lives vear petiod and average the pereent-
ages. This methud is used in the same way to determine 1eten
tion 1ativs, o1 the percentage ol papils in one giade who
progiess to the neat grude in the subsequent yea, In his
atticle entitded “Larly Warning Signs ol un Emaolliment Diop”
Keough cations that this method is most aeliable dwing
petiods of steady growth which may rade it out [Sr many dis-
thivts. . '
The prupose here is not o lL‘\lL‘\\ all the techniques, but o
indicate where they we eple ined and desaribed. A hundly
suurce is Wright's wmnotated bibliogtaphy of books and ati-
cles on eraollment forecasting techniques, At the end of his
inttoduct oy dmussun&(ﬂ the material, Wright lists thiee
vonditions suggested by heland for the most effective and
benelical use of emollment Forecasts. First, "huow the com-
munity and its unigieeness.”™ Then, “apply an appropriate
forecasting model 1egalatly and olten.” Finally, “consider
accepting prababilitics as elfective resitlts.”

S. N

-

L™
. Political Complications

Il thuse dhree strictures avere all there is to forecasting
emollinent, then  cducation  professivnals would have a

e e
o 11 - , ?
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Jean e, howaover ditficalt, job to do, Bat therd is mote to it
than that. \s Fuascioue wnd Henon explain, spedial interest, *
groups ¢ affect school district plans, Although most of the
wiiters surveyed priise efforts by wdministiators to involve
the commumity it some way inschool planning, every one
shiddders at the oaasional enagetic watch-dog commitiee
whose tinst prionity s to suip \lllll(ll budgets and programs
down to thie bare bones, .

In its desire to weduce the school budget,. the coramitiee
may favor ‘using critollment L:’I’Uj(‘kliull teddmiques that yield
the lowest figes, The lowed the projected etollment, the
less the needed space avill be, Worse, these groups may fail to
_ cnnsidm the different needs of small aeas within the distuict.

Wit space s allotted, the athors say, may include all exist-
inQupace, tegandivss ol age, wmlmun 01 fl.mmmlnhl\.
+ ¢ Lestitseem that Fasciene and Henon we hanting witches,
they cantion readers about, Pressue lom uther sourees. Finst,
A loeal PEA wants an excessive shase ol ghe limited budget to
w0 o their sclool? perhaps at the expense of schouls located |
in politically weaker aicas, Second, priotitics. established by
. the budget ullive may contlict with administiators' desives to
asign qualificd teachers msufficient numbers, Thivd, pringi-
patls hope (or funds ydstaff enough to carry out their plans.
And fowth, the wachen union wants to heep all its members
cmployed, Clearly, sothie of these groups are more harmful
than others o accmate forccasting and adequate planning,
But paying too much attention to any one of them could

24

Y skew not only the equitability of @ distiicts allocations for
its schools but the accuracy ol its furecasts as well, .
Like it or nat, professional educators will not be left alone
to do their job uphindacd, Every aspedt of education: its i
iy funding, management, and programs not only is open to -
public scruting but is lhsul)jul of enmotivnal value as well.
. . .
. o . - .
;
‘ .
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A \\‘gmim\; is_the first line ot defense .lg.li'n.sl the results of
deddining cmollmente Just knowing it is in the wind cushions
the shock whien it hits. Begter g‘m thad, some writers advise,
a4 school disttice can prepare itself ycans e advance of @ signi-
ficant enrollment decline. ) N

One interesting .5l{gngl.iUll tomes in o 1974 artide by
+  Lisenbarger, who notes that the aus of the planning effort

I the school boad itself. Hbowd members and theil immedi-
, atg, administrative personnd lean o work oy Juhiei smoothly
' " and regularly, then when they are faced by o crisis, as a
N school dosuwre or a reduction in foree (RI(}/‘M personnel is
wually pereeived o be, they will be yble to bridge the
problem without indidental*difficultics aused by inexperi-
cnce. Eisenbeiger suggests  that simul.}lcd school distiicte
uises, like wat ‘s:fimc\.s, could both c.lsc.t‘ynsiuns amony mem-
\ bers and sharpen cfficiency by allowing them to courdibate
thenn “‘.né_,liuhs in a rclatively shott period of time over an item
from which' porsosal mvolfvement has been largely removed.”

[}
)

X ]

: The group might practive analyzing hypothetical wises in
. . . M . .

X theit own distiicts o1 study the cases of other districts.

) More advice comes from Bruncetti, who writes that compre-

hensive planning for 4 decdining emollment should indlude

the same cumponents as planning for an increasing enroll-

Croment, but with an cmphasis ob consulidation ol réduc tion

. of programs. Fist, c.sl:amiah cducatiopul privtities. Second,
{ompare these priotities o the carrent state of programs,
uu"rjaulum, staffing, and organization. Third, look for en-
rollment trends by analy zing statistics, demographic tharac-
teristies, land-use Pl.mning in the distriut, and so forth, From
what is leamed up to this point, the Toprth consideration is
+ to decide whether the school district will need hore w fewer
facilitics, and how the eaistiing ones,might best be used., Then,

N

.. fifth, make a plan for ‘he development, implementation,
+ . .
" ' .
* . a 7
. :‘ -
o a r .
N \)4 . A ‘."Ji"“' oy 1-3 . *
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L < and tnandng of the programs, {acdilitics, and sen iccs‘ the,
district will necd. Siath and last, establish a igearring system-

: atic review of the master,plan.’

Pupils and E’rograngs‘

If cnrollient dedines caough, lnugxl.mh will alimost inevi-
tably have to be-eliminated. Reduction of programs can be
approached from- cither a negative o1 a positive pmm ofview,
as Brunetti pumla out, No one likes to lose services like trans-
pullanun, duphmtmb, curticulum consultdtion, fter-school
“spotts, ur the benefits of schooknuises and derks. But now
may be u good tme to review and perhaps fedo the menage-
ment of some schoels or programs, or even of the entire
schoul distiict. New priotitics can mote easily be established
novy, antd new_methods oforganizing and managing instituted.
If enrollment deddine hds l‘)ut yet fou.ul amiajur review of the
distiict prograims, « 1eform plan wn be_prepared now and im-
plemented as munbers of pupils decrease.

A frequent wesult of withered enrollment s the transfet of
students from une .s(,huul to anuther, Pupils finding them-
selves in anew environment, with perhaps unfamiliar curricu
, lum and teaching methods, may have difficulty pcx[‘unmns

at their best. Lisenberger and l\cum,l), in their respective

l94\> journal articies, su;,;,cst that if curricula were integrated
districtwide and provision made for continuity between pre

Eredinly, sume transition pwblum could be avvided. Long be-

fore a transfer becomes necéssary, information on curriculum

contentin the schools could be gathered_and analyzed, so .
. students would be adequately pn.p.uul schol. lbll&.d”) lur trans-

] fer to a new school. . .
Vo Extracurricular activities” are also impdrtant to students
+ and their parents. Ideally, studénts will find similar programs
to join after being transferred td'a new school. lﬁu.urd heeping
systems should be made uniform throdghout the district and
reviewed (requently, so transfer of records will be a simple
process. Keough “advises that more fully descriptive records.

on students should be prepared before a transfer.

ERIC * - T ..
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Although' m. iy domentary schouls aigady have had to
grapple wid the rc sulls Gl adedicase in numbus most high
schoo's have as ey as cight yeas of grace. The prepara-
tions that apply to clementay schivol programs ae Laogely
uue for those in high schools, with the complication” that
specidl or elective programs in secondiny education we more
costly and snplnslu.uul than those in the fower grades, Tt
avould be wise o carelully 1eview prajected enrollment Lo o
district. before eapanding clective programs 1equiting, i|1
Keough's phrase, “esoterically trained personnel or exotic

facilitics.” He fwther advises the ~chool boad o consider
1

using “uulsl(lc, contiacted services o meet career education”

or career opportunity training program needs,”
b '

§

Finances . .

One of the most oncous results of dyindling enrollment

is the concomitant decline instate aid, if (as is usual) that aid

is given on the basis of emollment oy attenddnee. A school

disUict’s custs .silan) do not dediedase in g one to one atio to

its entollment. Litde if any sqvings, for oxample. can be real-

Jeeddin the aress of food senvives, maintenance, and opera-

tions antil one or o schools e actually dosed. Besides
salary inaeases for all employees, says Scealeyy, the fellowing
costs are typicdl of those that will nut soun abate

Transportation is ¢ good example. 1t doesn't, cost iny less
to put 30 students on'a bus lh.\q it costs tu put 70 students un
& busy Suo until you win reduee entire bus runs, y ou will not
muhe a great deal of savings in transportation, The, same thing
iy true in food senices, where it doesn’t cost « great dgal more
1o mahe 130 lundhies than it does to make 100, 1t doesn’t Lost
any less for a custodian to sweep a room that has 23 stuedents
in it than one that has 30 students in it, 1t still takes 18
minutes,

Alsu, inflation means that the 1em ininy costs will |)Llhlsl
anth inaease. It will be the ]
intendents to win public syn
the continuing finandial ne
school district.

.15 0
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N N Realitigs stich as these add wgeney to the efforts of those
who wie eaploting alternative means of financing education,
Mceanwhile, a local board’s 1ecowrse is the well-drawn plan.
I lier 1975 article Lisenberger suggests that projected L.ll)il.ll4
expenditutes should be compiled for cacht school building in
the distiiet and that the figures ~huultl include the costd uf
renovation. Effective finandial management depends upnn
having the most acuna @ mmllmml piojections possible.’
Both Brunetti and Arveson wain that'if far more students are |
: plamed for than acteally emoll, the financial result may bt‘.l
tuinows  combination of overstaffing and the loss of antic-
, pated and budgeted Tunds from the state. ]

Personnel

The greatest share of the buducl of course, go(‘s for staff
salaties. Obviausly, some lc.u_hus will have to be released.
Little wonder that jub security is becoming as big a topic
i contract negotiations as salary has been. It is imperative to
balance two noble mnpulsc to be fait to the teachers as a
grotp and as individualg, and to maintain the highest qu.lhly

> of education. .\

Forced teumination is to be w mdcd whenever p(»ssﬂ)I(,. It

‘ may be helpful to project staf aturition rates a few years to
get an idea about just how many teachers will be left as en-
tollment declines. Normal attrition and eatly retirement in-
centive programs, huwever, nay not reduce the st.lf('cnuu;,h

g In his 1973 journal aiticle, Kebugh reports that some plan-

’ ners have placed @ moratorium on teacher leaves, “thug re-
ducing the number ol 1eachers zumnm;., to laim posnlmm
vacated \vhcn curollments were higher.” Another alternative
is to offer “one or two-yean lt.llllll]dflull contracts to new
deachets, thereby allowing the distiict to_declare openly that

. u.‘wlnm, positions muy not be available in thc immediate
future.” N -

The *“last hired, first fired” approach to dccrc.mm, staff
nunibers, huwu er, could be harmful to the quality of educa-
ton. Fitst, 1t would get rid of )uungcx people wholesale,

*
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rather than accordjug to competence. Second, it would be
regressive socidly. the ethiiic imbalance that has 1ecently
been partially rectified among teachers as well as elsewhere
in the country \\opld be resumed. Thitd, it could wipe out
some special programs, like bilingual instruction, that are
now deemed necessary. Sy

In many states, legal constiaints block schoul bo.mls Trom
“taking their pich of theit te «hers and ulc.nsmb the rest. But
seniority rights are heing reconsidered in Culifornia,”™ for
example, to allow lucal boards to retain teachers of newer

. prbgr.nms while cutting back on staff. The state legislatuie is
being madetg s> well that local boards cannot heep pay -
ing®l the teachers when Teduced entollment curtails state
fundst according to u special 1eport entitied “The Spectre of
Declining Enrollment.” .

Whenever @ board is considering reduced staffing, it should
sceh legal advice to muhe sure it follows due .pl'm.c» in deal-
ing with i, cmployees. At such a time, vpen communication
with all employee ynions can alleviate part of the stiain, If
teachers ae given o fairthearing when the board is consideting
RIF mancuvers, a fair policy may be achieved. .

The Educationals Rescarch Service wollected examples of
RIF policies from 16 school districts, analyzed them, and
came up with an extensive checklist of points to be consid-
. ered when devising o policy . Briefly, it suggests points to con-
sider while favoring tenaved full-time faculty. The district
must, comply with state law and its vwn agreements with the
teachers' union to determine timing and . owder of l.1yoff>.‘
Seniority rights before, during, and after a puwd of layoffs
must be c>tal)llshtd in detail, as must rehire prov istons, gricy-
ance procedures, aind retirement status., Othen plul)lcms lh.l!.
deeording Lo lhg thecklist, should be solied include racial
imbalance among the teaching sl.nff ‘bumping’ rights, sub-
stitute teaching, and job training. -

.
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CLOSING A SCHOOL: THE COMMUNITY CARES

As many school administratows have learned the had way,
the dosing of a neighborhood school can become the hottest
political issue of the year. Reactionds to such an event’ean be
deep and fong-lasting, Mlthough to some parents cosure of
the local school means ho more than the incomenience of
having theis childien bused farther away from home, for the
vocal others it means much more, : CNTT

In her artide on “Closing « School,” Eisenberfger has wiitten
cloquently about the emotional import of a school dosure.
When pareats bloch school dosings they are not fighting to save
4 building but to preserve @ unique personal investment. . ..
The staunchiest school supporter and greatest educationatad *
vocate is the parent who has speut loug years building a good
repiitation n the local schools, When parénts view local school
closings, what they see s the threat of losing this investment
and having tv begin all over again the progess of building repu
tation, influence and aceeptance in a new s_chool.

When o schoul dlosing isbeing discussed, parents whose
childien e affected seem to pay, muie attention to adminis-
tiators’ attitudes than to the finandial reasons. “Superinten-
dents have been dismissed,” L isenberger says, “because they
viewed the isstie as o ‘nuts and bolts’ problem instead of a
‘people problem™.” Not less imvohed are the students anct
teachers who are to be tumsfcnul In all cases, the erucial
personal prablem is that “of d(ljllallllg to the new emviron-
ment, it is that of 1egaining some measure of “‘reputation, in
flucnee amnd acceptance,” By allowing these interested groups
to be aclive partners it the process of dosing @ school, the
board can do betier than just avoid harsh criticism; it can tap
a rich 1esene of aeative decision making ;l.nfl public goodwill.

o Adjusting to the Change

I's help students, lc‘u,hqra, and pnncnp.\l:. adjust to a new
suhuul Eiscnberger suggests o programh of visitations. A

.
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“professional derclopment exciange pmgn.nn) ‘might begin

two yeas betore a school must be dosed. FThetedcher to be
tansferred could L\Lh.lllg(.‘ “classes fur a few diys or a week
with the v sosite teachier, The puu,mm would acquaint
teaeh@s with the aew wutine and the new LlL}lll), among
whom théy could begin to form fiiendships. Students alst
benefit from visits to other sdioels, and so do their parents.
If the new school scemed aceeptable to a student when his
class exchanged 1ooms for w day with a counterpart class,
then he and his parents will be \zl)lg LG aceept o permanent
change more casily. .
I.lst:lll)l.i"u suggesty these .slt,ps be tahen by a superinten-
dent who desites « smooth trausfer for his o1 her teachers and
principals. First, sct up professional meetings among the con-
. cerned pringipati S Second, wiange for the “*new” principal to
see, the transfeiting teachers operating in theit own milien. .
" Thitd, provide for interisitations and cross-obser ations.
A Fouwthe set up distiictwide staff mcctings And fifth, arrange
s¢parate mecetings amony at, music, and special teachers .md
their transferring counterparts, | |
Tt will also be necessary to go to sume lengths 1o pcon-
cerned patents adjust to the dange. ‘Lspedially those active
in the PTA may be interested in nciglﬁg’:"l:uud coffee hours
for parents and adniinistiatons to discuss the closuie and re-
lated topics informaddly . X\ centeal coundil of concerned PTAs
can share ideas and plans. Well viled channels of communica-
tion amony the PEA groups, including the introduction of
leadars to cach other, would help. And parents might also be
invited to attend the other PTA mectings.

‘

D

. " The Task Force .

v
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e
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W ho{) the b(.huﬁl board o1 the .suptnmuultnt announces
that envollment is bound to decline and that something may
have to be done about it active and vocdl parents may pre-

. sent plenty O challenge. Several educators say that this is the
‘ L group to jnvite to join a task foree to study the problem and
) “present .1I'Lcm:1):1'}vc solutions. From the beginning, lhc')‘/l

I
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adbise, allow interested parenty deeess conedt infurmation,
\lom,slm the PTA leaders and mpus:nl.m\ls of teachers,
pnnup.tls, administrators, and perhapsstadents, these parents
will form the ub of communication between the school pro-
. fessionals, and  the community . The wiitas believe that all

interested groups should, be represented on the tash foree,

’ﬁéidc» those mentiongd, the ethnic and 1acial variety of the.
( " community should b l/v icflected, and there shaanld be women
3 " community leaders, 4s well us businessmen, fathers as well as
+ mothers. {

A e e\~

MR e

- , The task forCe is @ special adyi mn\ u)unul to the school

C board. Tt is the link between the board and the people. One

: of ity fjrst duties s to provide the local news media with -+
hunest Lpurls of its purpuse and progress as it puisues its

: studics and beging to mahe rcc‘)mmcndalmns. This kind of

: . appn).luh to the media is politically advisable, Since school
'y e issues are olten hot news locally, ncwspcuplc will snoup
around to get the inside story if they are not given the case”
in good, faith as it stands. If a news story implics that it is
; . hard to get informativa vut of the task foree, the people at
"~ home may think it has something to hide, Off-the-record dis-
cussions with responsible newspeople will in the long vun

) atribute to full explanations u[ task foree recommenda-
l f(})ns in-the media.

Y Several duties of a tagk force stand dut as particularly
- important. First, the task foree should become thoroughly

. fapitiar withthe methods and indicators that were used to
- predict future enrg Im uts. In som? distiicts, the task fpree
: \ ~o

i itself forecasts enrollimenty, Suu&(l\llu task force gHould
i i

) \lbl\ cach school and 1ate it .15.1mﬂ%»ﬁ1trs in tgfims of
it educational adequady . Scaley, superintendent of a’district
that closed a school, writes that when his tagsk force mem-
bers yisited the schoyl they answered “questions that were

X directly related to the programs available, ag well as_spacé”
: needed fur those programs. Ihn)wluuk(.d at )\mfmng\%s.
i duum;{nmg which costs would lmns[gw anuther school if

pupils \}LIL to Jhange schools, and which ¢osTs couldbe_elimi-
: nated i \.lhc building were Josed. or used furW“
: \ 14 \ 20 1 - ‘
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usu‘./_l;lg‘,\Amel at pr
space v ailable now or
factors of the scho
Noise and industiiallpollution s ere also cumx(l.(.ruly

Third, the task fuXe is 1esponsible for establishing oritesia
for closing any schoolMSeeughrsupyests,.in his 1975 aiticle,
“that sume of the aiteriashould concern “academic eacellence
attained by the student budy at that schuol; entollment pro-
jections for the neighborhood it serves;location of the facility
relative to sthuols that are functioning at near-normalcapadity ;
operating osts; flexibility of the Tacility to meet changing
program needs; {and] transportation costs.” Others consider
the availability of special education classes also.

Fourth, the tash foree should then wecommend which

» schools should be dosed fitst and in what order when andAf

closure becomes neeessay . Finally, when closure is certain,
the tash force may suryey the community *s needs tg make

ﬂ recommentdations on futwre use of the vacated l)unlt(mbs. It -
~Ushould aesearch legal constiaints, zoning regulations, and so
4 forth if it dedides to sell or lease the building out of the
) school system.

Sent and projeceed enrollnfengs, and
lllll.‘ lutuu. th\ .llbu .m.nI) ¢ safety
1outes.

*Scenario for a School Closure

«What follows is a concentrated amalgamation of the expe-
riences of Scaley wid AR cson (both superintendents) and
Kelley (a prindipal), and of the récommendations of many
other writers. Perhaps mot @ ery step would prove cqually
viable or useful in any particular school district, but tahen
. Lug,clher lhc; offer the most positive way to handle the dos-
ing of a neighborhood school. ) J

The school buard has studied its district's mrollment pro-
jections” for the next decade and decided that enroliment is
going to drop. In & few years the decline will probably be
m,mlu.t“ Lnuu,,h to make-one v more school dosing. seem
cconomical, Iu;,,clhcr with the superintendent, they inform
the community that.cutbacks loom in the future and set up a

task force that représents all aspects of the community and
1Y

o
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F Al interested paities. Fhe duties of the task force are those

} described in the precading segtion. To fearn public opinion

on the questions of puinted debate, the sk foree bires pro-

. fessionalpolbtersand conducts telephone interviews. \

At least two yeais befoe closure becomes necessary, the
task foiee has solated candidate schools and worked out the
basic logisties fur transpuitation, program continuity, and so
forth in cach case. The community is informed of these via
parent new slc.tu.ls and the local piess, And public hearings are
hedd at cach cmdidate school for the superintendent, the
board, and the task foree to explain the rationale for their
choices. These hearings, Qf gourse, are advertised throughout
the district and covered by the news media. Since it is their
local principal, to whom parents most often tun for guidance

\\ m matiers of school wlministiation, the principals of the con-
“cerned schools send the affected paients invitations o the
heatmys, The principals alse serve as informal ombudsmen
from parent to schoolboard during this time.

: . At the heatings, community opinion-is.considered respect-
~ fully,. even though much of the initial feaction is negative.
After the hegings the administration and tusk force reconvene
te make their final recommendation to the school board. This
dedision is agein widely publicized and newsletters are scnt Lo
parents. In, Qh:s}mnﬁmnuauun cach parentis invited to attend
> another pu,bhc. hearipg before the board’s final decision,

. Baum;5 the nnwduumn ol uiforeseen uldcncc‘.lg.nnsl
the proposdl, the decision on which school ox schools 1o close
is made final by the board. .And the principals’ pace plcl\s up.
leupals of r1eceiving schouls send invitations to pareuts to
visit, attend PTA mectings, meet the teachers, and find gut
how matetiads and programs their children h.uc been using
will be incorporated in the new'school.

Meanwhile the tansferring studenits are-taken to thctr new
schtool en adass exchange, Teachers are also given a few days’
t,\pcncnu. in the receiving school. The principal of the re-
ceiving schoul acquires the tecords ol new students andgtaff
¥ In the dosing sthoul, imventories must be made. The future

of teachers and uthu stafl members has to be decided.

* 16 ‘ ,22
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Since enrollment will proliably decline gradually, there
‘may be a few years of increased elbowroom in the schools
before closure becomes a clear necessity. And, ol course,
schoo} closings are 1rot preordained for cvcr)' distiict where
5 " enrollinent declines, The variety ol uses that educators have
‘ foundfor lacilitics, whether vacant o1 just spaisely populated,

A suggests that the right use Tor any building is an individual
4 decision based on the peculiar chagacter and needs of the
' community. N - '

In any case, the public ought to have asay in the (Iis|;«)>.ll
of a neighborhood school, especially if it is to leave the con-
: trol of the school systent. Sealey s task force promised to
‘meet again with the people whose school was dosed il the

building were to be considered Tor some alteinative use.
Better, perhaps. would be an assignment to the tash loice to
set up priorities Tor the digposal of closed school buildings

) and ol those that are going to be only partially Gecupicd by

: public school classes. IF the pussibilitics are comidered ahead -

ef time, Sargent suggests, Talilty last-minute dedisions will be .
. avoided: . . .
3 Sargent reports that in Boston the Public Facilities Depart

‘ ment, which is responsible Tor funding and consttuc tion ol

D Jnost public buildings in the city, acts tather like “an olTicial
landlord for the ¢ity.” When a school is vacated (usually an
older one to which the dity has dean title), the school board

. Cdeclares the property. surplus and it is turnad over o the

department. The department can immediately designate use,

: according to neighborhuod needs. No waiting, no aed tape,

© «  no middleman; the department is its own broker,” ™

; But empty classrooms do not at first signify school

closings. "The slack space can be used go’climinate double ses-

sions and portable classtooms and to ‘provide 16om to 1evives
programs that had I)ccn.u'uu(lcd.uul. School libraties, math

+
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and seiencé labs. and art and music tooms are top prioritics in
. uncrowding schools, according to Sargent. After these usts,
_special programs, such as those for gifted students, can be
housed, and d\\ulimiau.nl media centers can be established.
Student personnel services and administiatine offices canalso
be moved into 4 less-crowded school buitding,

. 4
Keep-a Small School

Beyond the educational priorities for filling space in thin-
nmg schools, the best solution to surplus space may very well
be simply to heep the school with a small student body.
Lspecially in sparsely populated areas where closing a school

5 & would mean busing students long-distances, the best alterna-

/ uve could be a modern yersion of the ‘old one-room school
< house. It will cost something to keep a reasonable pupil-
/ teacher ratio in i?\)lalc(l arcus, 10 be sure. Coleman suggests,
/ however, that the eapenses of transportation and the incon-

venidnce of being a long-distance bus rider may outweigh
those costs. In an article qddressing the problems of the ele-
mentary schpol with fewer than 150 pupils, he argues *that
#the reduction in quantity of education offered can allow
boards to ini,prmc the quality, while holding costs stable.”
Coleman says that the first problem faced in organizihg a
sthall school is “what constitutes teachable group.” He
partially rejects the traditional grouping categorics of age or
grade level, ability, onriched ot remedial programs, and handi-
cap. ln(li\(idu;ll insl)rut_liun, he says, is not aided by the first
two: and the results of segregating children with special needs
makes the latter two groupings questionable, For small school
arganization he favors grouping based on the personality “fit”
, between teacher and pupil. He cites research showing that such
grouping improves grades and the satisfaction of pupils and
teachers.

" Coleman presents fow models for organizing a 76-pupil,
cight-grade clementary school with threé full time teachers
and, in some models, « half-time teacher aide. Erphasized in
all the models are a high level of individualized istruction,

18 : 24 - )
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covperativi wmony the teadhers for team teaching and- ch ng-
ing group activities, and some degiee of adaptabiity in the
structure of the building,

Share the Building

\

. Classrooms vacated by wshivinking student body have Been
put tomytiad wses. Amostany activity that does not interfae =
with the regular classes can be housed in the school building.
Depending on the agreement, such use might pre e reve-
nues in rents or benelit the school educationally, \ newsletter
published by Educational Fadilities Labowtories comments
on several programs in Atlington, Virginia, wifi@ former
school space Tor community services. When the ity recea-

. Tion department wanted to improve the ulferings of a com-

\ munity denter Jocated in part of a school building, it built
tennis counts neathy. Now the pupils have aceess to courts
thiat they would not otherwise have..

Aside Trom some real benefits of multiple use, heeping a
school vpen and viablgecay be a lifesaver for the district, If
additional classtuom spice becomes necessary in o nearby

N school, it empty clissrovins can be reclaimed for as long as

netd be. In Arlington, this svas done when a nearby school
mulcd extra space while it was being remodeled, The build-
“ing that had been keptopenfor public school and community
groups was available when no others were. Souie of the groups
were reshulfled or doubled up while former L BSroLMS Were
once again being used for instruction.

The uses that hdve been either tried o1 sttg.,;,(,sud insulve
both public and private ageicics, inand out of the education.
ficld. They include alternative schiools, day care centers, paro ‘

< thial schools.cuniversities, health and, sucial seniue agendies,

- muscums and libraties, senion citizens programs, adult educa

. tiun pm;,J.uns, and s l\n‘lh depending on the needs and

imagination of the community. This flexible, pragtical, and

humanistic .1ppm.uh to facility use is best swmmariced by

Juseph Ringers, Arlington school district assistant superiia-
tendent for finance and business management:
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The key in sl cases s 10 gain or maintain community valies,
Schools,, after all, are more than educgtiondl institutions, 1hey
are comununity property .uu} we mn, the school district must
. take the lead in finding ways in which our buildings can bcsl

serve their communities, . .

. .

Lend, Lease, or Sell ’

2 . The consensus among the writers on facility disposalis that,
sclling a bujlding outright is a less attiactive sulution, than
\ somchow Keeping it under the contiol ol the school s?,slt:iﬂ‘.
After all. envollment predictions can be faalty, and a tgi-yca
projection may be incapabld of accounting for aneapected
population growth, I the building is well built, well designed,
and fairly new and could not be feplaced t.*.unumlt.(l"\ qu
) con, it may be tempting to mothball it Tor a time, in cade its
neighborheod has potential for growth ot weeyded hul’lamg
that would biing in young familics. Vandalism and public
criticism ol the wasted apace, howevergare likely to result
[rom that decision, Ly
Another choice 3 to allow ¢ by community groups o
public agencies that might be stiapped Tor space vt migfit not
otherwise have space availuble to them. Sodial groups, ‘it i
organizations, and lycal ats and theatie gioups may \\cluumc
d c&mu: to et vut of membas living 100ms and expand thein
coperations il school building were w btcome available,
Lending the building to another public agency may not be
a completg financial disaster if the agency contracts 1o pay
. the school district to provide maintenance services. Preschool >
progiams, Head Staet, and other dgetiies are sometimes given
. use of the buildings, often with parents paying a fee on o slid-
ing seale of Tinancial ability . I hindergartens are not 1equised
by Law, school boards sumetimes vote lhcm in and pay for
them out ol their own funds or Ol dpay asy ou-can Basis.
Leasing the facility is the most pupualar aangement for
ase outside the schaul system. Suggestions. Lease the schoul
1o da ncn,hbunm, school district. Lease it to the city, wounty,
. or state fur offices of fur Loy asion into donnitories for de-
tention o1 rehabilitation of juveniles or the handigapped.

» -
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Lease it to a mllc;,c or uni cml) that needs more_space for
classrooms,” offices, v dorms. s long as the building iy
owned by a public agency, a steering committee of local vesi-
dents may be maintained to. gclcu activities for the building.
By thiy means, it could be partially used by some public vl
pn\.uc agendies and still be o community and culyaral center
“under local control. .
i Sclling an unused facility seems to be g gn.nu.nll) regnded as
« last vesort, though selling can be a financial wuﬁ)\ll the
I)uﬂdmg is located in an area zoned for commercial use. .\
* spediad report, “What to Do If Shrinking Enroliment Forces
You tor Shut a School,” states that Sale Lake Clt) had to
close i3 chools from 1965 to 1973 because their K-12 en-
rollment had dropped 25 percent since 1958, Good luck
ot prescient planging hadlocated gl the buildings in commer-
cial areas. One sclivol was sold o a church; three others went
o state, county , and prn.uc agencies for office space; one be-
came a motel; and most“of the others were sold as well.

Where z0ning is a problem, selling may be hard o do.
Commerdial buyets we limited, and most developery would
find it unceonomical Lo tear down the l)ull(hm,s and put up
new ones. Eapengive school property sitting idle in a residen-
tial juea iy o real bunden, The spetial report referred to in the
preceding paragraph offers a suggestion. *‘Sell the central ad-
ministration building il it has good commercial vglue and
move the district offices to a vacant school.” Interdistrict
organizations van alsv help by allowing several districts to act
in concert. .

In-general, the Il(](.r.llul(: on the subject suggests that selling
to « high bidder is fine if one can“be found. OF course, a
district may nut)n able to af, wrd to sell an unpaid for build-
ing in sume casés. Leasing aTacility is preferable because it
heeps u\\nualup in the school sy stem, I)u..nusc potential les-*
SCES dIC INVIG NUMLTULS than (,«mmuu i buyers, and because
it usually allyws some nicasure of local influence on the uses”
of the building. The last consideration is especially important
when the structure is located in a residential area, .
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The fmplications of dedining emollments ae, taken nega
tively, that state revenues will abate, that schuol buildings
will have to be doused, that teachers will have to bereleased,
and  that financial problems, irate_paients, and attcrneys for
the teachers” union will hound the supetintendent and the
* schoul board out ol office. .\ survey of the litaratare shows,
huwever, that this nightmatish version.belongs on the ditk
sid¢ uf the n®on, The writers;seem collectively to have taken
a tlphmn the Chinese, whose ‘llph.ll)cllb.ll chatactear foraisis
also means opportunity, .
An uppmtum() offers an inherent challenge. “Ou} of ad-
\Lrsny, .y Crumn sl.ucs, (.an come a richer, more varied
lca(lushlp style” Taken positively, the nnphmuuns of de-
dining enrollments are that enterprising and creative school
administrators will develop better programs as they condense
them. They will devise equitable RIF policies with the teach
ers” unions and will become even more prominent as public
3 leaders when they unite with-comntunity tash forees to sul\c
" the problems of scheol closings.

Many  districts will find the decreasing numbers in dasses
a blessing. Financidlly pgessed schoul distiicts encourage the
affotts of those who we currently exploring means of fund- .

. ing vther ‘than by school budget elections. Superintendents
will be on wall for their most dynamic and resvurcceful leader
ship. Principals will be more of a parents’ friend in the school
system than ever befure. Humane and politic handling of
local schoul dusures will increase mutual understanding be
tween the school district and the people. .

The first duty of the plquhhl()ndls is*to forecast enrgli-
ments as accutately as possible, using the best means a .l%:l
ble. The second is to begin planning long in advance of. a

L schoul clusure or majur tculé,.xpm.ltlun. Watchwords of suc

" essful mandgement for thc years ol dwindling enrollnient are
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communication and community porticipation, Communica-
tion” with teachers, pupils, parents, and anyone else whose
. interedts are affected by the changes to come s crucial to any
measure of success. Morcuver,, the participation of all those
affected is essential, It will be necessary to glean their ideas
and cooperation to be certain that decisions dﬂcumg the
community are acceptable to the community, #

i T
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