E3 ( O R E G O N  S M A L L  S C H O O L S  I N I T I A T I V E

From Comprehensive to Small Autonomous Schools:

Decisions To Create Separate Students, Staff, Space, Schedules, Curriculum, Budget, Governance
· Develop campus mission, vision and beliefs and guiding principles

· Collect and analyze current data on the success of the current structure: student, staff, and community data that is both quantitative and qualitative in nature and determine strengths and limitations of current structure. Disaggregate student data by subgroups

· Create a rationale for change
· Research  

· Research small schools: what are the benefits and limitations of small schools?
· Visit successful small schools 

· Develop financial resources to enable site visitations

· Create fact-finding team of teachers, parents, students, administrators, board and community members for purpose of visiting successful small schools, both conversions and start-ups

· Use Study Tour tools available in the Initiative Small Schools Toolkit

· Inform stakeholders 

· Report on visitations

· Provide stakeholders with data, books, articles, websites, successful models, support organizations, pioneers, etc.

· Site Council

· Juniors, sophomores, freshmen to be impacted

· Parents of juniors, sophomores, and freshmen

· Feeder 8th grade students/parents

· Staff (certified and classified)

· Bargaining associations (certified and classified)

· School Board

· Feeder administrators and teachers

· Community

· Decide whether comprehensive high school will convert to small schools

· Determine number and size of small schools

· Determine if small schools will be thematic

· Solicit input on small school design proposals

· Site Council

· Staff

· Students

· Parents

· Feeder middle schools

· District

· Community

· Compile surveys and report out to stakeholders

· Staff presents small school design proposals

· Staff votes on small school design proposals

· Site Council hearings/vote on number of schools and small school design proposals

· Determine daily and yearly schedules of small schools (see Building Design Team)
· Determine staffing needs of each school
· Use diploma course requirements and number of students in each grade level to determine number of sections for each course

· For example, if a comprehensive school has 270 juniors and the plan is to divide into 3 small schools, each school will then have approximately 90 seniors the following year.  This would require 3 English courses per school at a 30:1 student-teacher ratio.  Once course requirements for all students are determined, convert sections to FTE. For example, if a full time teacher teaches 5 sections, you will need 1.0 FTE for every 5 sections.

· Determine number and certification of staff for each school based on number of sections of each course needed

· Build sections such that staff needed result in even increments of 1.0 or 0.5 FTE

· Avoid crossover courses (courses that students from two or more small schools can attend)

· Administration meets with District to establish budget and staffing implications of conversion

· FTE, consolidated budget, Title I funds, on-campus alternative education programs, and/or ESL and Special Ed staff: Will they be assigned to individual small schools or to campus as a whole?

· Select staff for each school

· Staff presents to administration their first, second, etc. choice for small school

· Administration places staff into schools in accordance with certification and bargaining agreement

· Determine plan for unplaced teachers - if multiple high school district, will they be unassigned?

· Requisitions written for new certified and classified positions needed

· Avoid teacher crossovers (staff who teach in two or more small schools)

· It is better to have two half-time teachers than one full-time teacher who teaches in two small schools, as autonomy of scheduling can still be preserved.

· Small schools select interview teams, one for each small school and one for shared services (to interview for open teaching positions on campus/each school)

· Select administration for each school

· What current or new district procedures for selection and placement of administrator for small schools will be followed?

· Presentation of schools to stakeholders

· Mailing to parents of 9th, 10th, and 11th graders

· Presentations to feeder middle school students

· Present staffing to district administration

· Present staffing to faculty

· Small schools staffs meet to begin work of common pedagogy, curriculum, schedule, team-teaching, team-building, professional development, Advisories, governance, space, budget, etc.

· Comprehensive staff meetings begin to dissolve

· Schools name themselves

· Solicit suggestions from stakeholders

· Adhere to any District policies on naming

· Determine decision-making group

· Schools determine colors (if desired)

· Some small schools use color to define space within the larger campus.

· Establish Building Design Team (comprised of administration, teacher leaders from each school, Site Council members, others as necessary)

· Main purpose to assign space for schools

· Determine shared service needs

· Determine scheduling constraints (common lunch period, common starting and ending time, bells or no bells, bussing, etc.)

· Determine needs, number of classrooms, special needs based on school design, shared services, traffic patterns, etc.

· Configure the school in such a way as to limit or eliminate students traveling through a school other than their own. Consider traffic pattern access to:

· Boy/girl restrooms

· Library

· Cafeteria

· Gymnasium

· Determine office space.  Consider confidential space needs for administrator, counselor, secretary

· Room assignments for each school

· Allot enough space so that each advisor (including non-teaching staff) has a room to hold advisory
· Painting building according to small school colors

· Building Design Team dissolves once conversion is complete—to be replaced by Building Council (described on page 5)

· School initiation and closure reports completed with District assistance (for small schools with unique state ID numbers)

· Home mailing informing parents of new small schools

Student Forecast How To’s

· Determine priority for enrollment: student choice vs. demographic balance

· If demographic balance is the priority, emphasize that students will NOT necessarily be given their first choice

· Work with District to determine current or new school choice/transfer policies 

· Develop small school application form to include:

· Student name

· Address

· Name of parent or guardian

· Phone number

· Parent work number

· Grade level

· *Free/Reduced lunch or not

· *Gender

· 1st, 2nd, 3rd, etc. choice for small school

· Parent signature

* Check with District and legal counsel regarding non-discriminatory methods for using these categories to create enrollment balance

· Presentation of small schools at feeder middle schools

· Small school teams present to feeder 8th graders (PowerPoint, brochures, flyers, Q & A sessions, etc.)

· Small school counselors forecast feeder 8th graders

· Students give small school preference (first, second, third, etc. choice)

· Counselors forecast (for small school placement) freshmen, sophomores, juniors at comprehensive school

· Students give their first, second, third, etc., choices

· Be certain that students understand they will not necessarily be given their first choice (if appropriate), and they will not be able to change schools once assigned

· Inform students they are free to apply for a transfer to another small school in a year

· Establish enrollment of each small school

· Develop a process to place students by the identified priority: demographic balance or student choice

· For example, if demographic balance is the priority, then place applications into separate piles according to gender, SES, and grade level (4 grade levels x 2 genders x 2 choices for F/R lunch or not = 16 separate piles of applications)

· Junior males on F/R lunch

· Junior males not on F/R lunch

· Junior females on F/R lunch

· Junior females not on F/R lunch

· Sophomore males on F/R lunch

· Sophomore males not on F/R lunch

· Sophomore females on F/R lunch

· Sophomore females not on F/R lunch

· Freshman males on F/R lunch

· Freshman males not on F/R lunch

· Freshman females on F/R lunch

· Freshman females not on F/R lunch

· 8th grade males on F/R lunch

· 8th grade males not on F/R lunch

· 8th grade females on F/R lunch

· 8th grade females not on F/R lunch

· From each pile, assign students equally among the number of small schools.  For example, if you have 8 junior males on F/R lunch, assign two to each school.  Begin with those first choices and work to second choices, third choices, etc., until pile is empty. 

· Do same for each pile of applications

· For uneven piles, keep track of which schools are due students and make up difference with next pile of applications

· Do same for Special Education, TAG and ESL students if district policy/federal regulations permits

· This will result in each school having a student body balanced by size, gender, socio-economic status, grade level, and special needs

· Do not look at student names on applications

· Announce to students which school they will be attending

· Students can be told individually in home room or in a particular period of the day

· School rosters can be posted around the school (although easier, this is less desirable because students will see which friends are in other schools)

· Rely on parent placements letters sent home (see below)

· Announce to parents at evening forum to which school their child has been assigned

· Parents receive placement letters

· Letters mailed home to parents not in attendance

· Do NOT allow students to change schools (Make no exceptions!)

· Inform students they may apply for a transfer to another small school in a year

End Student Forecast How To’s

· Small schools begin process of aligning with curricular models (Expeditionary Learning Outward Bound, New Tech Foundation, Coalition of Essential Schools, AVID, etc.)

· Small schools meet to determine individual teacher room assignments

· Meet with district Information Technology Dept. regarding infrastructure changes

· Phones

· Computer drops

· Miscellaneous electrical needs

· Meet with District facilities personnel to determine any facilities needs and related costs (plumbing, electrical work, walls built/removed, heat, ventilation, painting, re-keying, etc.) Consider the need for discrete spaces for confidentiality (principal, counselor, etc.)

· Replace campus-wide staff meetings with small school work. Use formats such as late starts, early release, all-day retreats, etc.

· Small schools conduct recurring work-sessions to continue work on master schedule, curriculum building, student schedules, etc.

· Host small schools meetings with students to forecast classes, choose school logo, mascot, etc.

· Work with District Human Relations department to redefine job description and salary structure for small school administrators

· Responsibilities to include operations, budget, staffing, discipline, supervision, evaluation, schedule building, PR, school improvement plan, etc.

· Work with District Human Relations department to redefine job description and salary structure for small school secretaries

· Responsibilities to include attendance, payroll, discipline, enrollment, operations, phones, personnel requisitions, personnel staffing, parent communications, staff communications, scheduling appointments, managing hearings, record keeping, budget, etc.

· As early as possible, meet with teacher and secretarial bargaining association regarding contractual concerns

· Attain School Board approval for school initiation and school closure

· Movers make bids

· Determine who will move staff

· Acquire boxes, tape, labels, markers, etc.
· Set target date for move
· Identify contractual obligations for staff time to move
· Staff begins packing

· Building Design Team dissolves 

· Building Council is formed

· Building Council should meet weekly throughout year

· Building Council addresses building concerns regarding shared services, (copy machine location, staff sign in, staff mailboxes) budgets, space, safety, operations, schedules, lunch, supervision, etc.

· Council is comprised of Campus Principal, small schools principals, school change coordinators (Initiative schools), and other staff as deemed appropriate

· Campus Principal sets agenda and facilitates meeting

· Agenda items are fed to Campus Principal via email, phone, notes, etc. 

· Campus Principal position dissolved within 1-3 years

· Building management duties shared by small school principals

· Identify a position or process to coordinate building secretarial, custodial, and campus activities

· Teacher leadership positions created

· Teacher leaders, of at least 0.5 FTE, lead professional development of each small school, freeing principal to focus primarily on instruction and evaluation, as well as on safety and building management. With distributive leadership and small school cultures of respect, will student management specialists be phased out over time?

In the wise words of Rick Lear, “Think separate buildings and work backwards.”

Resources

www.e3smallschools.org

www.smallschoolsproject.org

schoolredesign.org

Developed by John Wilhemi in coordination with the Oregon Small Schools Initiative

3.28.06

Page 7 of 7

