APPROVED Rockvill e, Maryl and
37-1983 May 5, 1983

The Board of Education of Montgonery County net in special session
at the Educational Services Center, Rockville, Maryland, on
Thur sday, May 5, 1983, at 8:10 p.m

ROLL CALL Present: M. Blair G Ewing, President in the
Chai r
Dr. Janmes E. Cronin
Ms. Suzanne K Peyser
Ms. Marilyn J. Praisner
Dr. Robert E. Shoenberg

Marian L. Greenblatt
Kurt R Hirsch
s. Odessa M Shannon

Absent :

O hers Present: Edward Andrews, Superintendent of
School s

Harry Pitt, Deputy Superintendent
Robert S. Shaffner, Executive

Assi st ant
Re: Announcenent

M. Ew ng announced that Ms. Shannon was out of town, Dr.
Greenbl att was unable to attend the neeting, and M. Hirsch was
expected to attend the neeting.

Re: Interagency Coordi nating Board

M. Ewing stated that the Board was interested in inproving nutual
under st andi ng between the Board and the I1CB and in identifying any
i ssues.

M's. Barbara Cantor, chairperson of the ICB, explained that the
establishnent of the ICB was initiated by citizens. In the 1960's
the school comunity centers program was established, and the 1970's
saw an increase in the community use of schools. 1In the late

1970's the County Council |ooked at ways to avoid funding community
use of the schools through the school system s budget. A task force
was established and recommended that an interagency board be
established. In 1978 | egislation was enacted, and the 1CB cane into
being. 1In 1979 Dr. Gail Ayers was hired as the executive director
and assunmed her duties on July 1, 1979. Ms. Cantor expl ai ned that
money fromthe county, state, and fees went into an enterprise

fund. She reported that over the years they had increased the hours
of usage. They set guidelines and priorities for users and
attenpted to make the fees somewhat consistent. She said that they
still have many free prograns and attenpted to keep the fees as | ow
as possible. She explained that they paid back funds to the schoo
system for building service, utilities, and supplies. Their 1
percent utilities payback system had becone a nodel nationw de.



Ms. Cantor stated that the I1CB had taken nost of the cost of the
community use of schools out of the school systenis budget although
some staff support was still required. Ms. Zoe Lefkow tz added
that they were one of the few groups that had decreased their
requests for budget funds year by year

Dr. Ayers reported that they were still carrying 15 conmunity
schools. They were presently | ooking at the \Weaton vocati ona
center and two ot her school sites around the county. Their |1CB
meeting in May would focus on the soci oecononic characteristics of
Mont gonmery County, | ook at junior high schools, and existing bus
routes. She said that the study had taken six nonths and Board
menbers woul d receive copies of it.

Ms. Lefkowitz stated that she would |ike to enphasi ze interagency
cooperati on because that was one of her priorities when she joined
the 1CB. Dr. Ayers explained that the community schools were once
free; however, when the |ICB was established, an analysis was done of
the user groups. They established a policy of certain activities
being free no matter where they were. They coordinated requests

for weekend use by using schools that were already open. They had
had to increase the weekend fees which was still a serious concern
for youth groups. They decided they needed a fee structure which
woul d subsi di ze certain groups, while others paid the total cost.

The superintendent reported that they had tried to negotiate through
a lot of problens internally with the heads of agencies talking

t oget her; however, the 1CB was still an organization coordinating
the use of Board of Education facilities to nmake them avail abl e at

m ni mum costs. They had had a | ot of problens with principals
regardi ng the use of the schools, but the programwas working. He
enphasi zed the need to continue to work together

Dr. Shoenberg asked about facilities other than school facilities
the 1CB dealt with. Dr. Ayers replied that other than cl osed
schools they dealt with school facilities. The superintendent

i ndicated that the Board had passed a resolution that the 1CB

consi der expanding their services to all county buildings. Dr.
Ayers replied that this issue had been brought up with the Ofice of
Managenent and Budget which was conpleting a review of all publicly
owned buil dings. They expected a decision in two or three nonths.
M's. Praisner asked if the closed schools were MCPS owned or county
government owned. Dr. Ayers replied that it was both and indicated
that it had been a different experience negotiating with tenants in
the cl osed school s.

M's. Praisner conmented that the Board had net with Park and

Pl anni ng and the issue had come up of a tenant not naking the

buil ding available to the community. The superintendent reported
that the school was Clara Barton, and Dr. Ayers expl ained that sone
of the | eases predated the establishment of the ICB. New |leases did
i ncorporate community use of the buil dings.



Dr. Shoenberg asked whether the Recreation Departnent had a
favorabl e status on the use of schools. Dr. Ayers replied that they
did retain first priority after the school system However, they
felt they had | ost sone favorable position because they now had to
pay for space they signed up for and did not use. Dr. Shoenberg
said he was concerned that they were becom ng so organi zed t hat

i nformal groups could not use the facilities. M. Lew Roberts
expl ai ned that they had inproved on | eases on the schools. At the
public hearing on Ayrlawn, citizens wanted tinme to use the building
on an unorgani zed basi s.

In regard to budget, M. Ew ng asked whether there were any
concerns. Ms. Cantor replied that they were naki ng noney because
of their fine admnistration. Over the years there had been a
maj or decrease in the contribution fromthe county. They were now
able to earmark funds for special services and for equi pnent

repl acenent. They were concerned about the charges |evied on the
use of playing fields and hoped that sone nmoney could be used to
mai ntain these fields. Ms. Ardythe Jones hoped that sonme funds

could be used for teenage centers which was a recommendati on from
their community services report.

Dr. Ayers reported that their total budget was $1.2 nmillion, and
they paid back to the school system $140,000 for utilities, $12,500
for cleaning supplies, and $9,000 for equi pment replacenent. They
al so had an energency replacenent fund whi ch had not been used very
often. The equi pnent noney was going to be used for schools with
heavy hours of community use. She said that they spent $400, 000 for
bui | di ng service workers, cafeteria personnel, and technica
services assistants. She explained that the Board' s negotiating a
$10 per hour fee for building service workers had saved themquite a
bit of noney. She thought that the clear guidelines for the use of
the schools had al so hel ped. The superintendent stated that in
regard to building service workers they had had nore grievances on
this issue than any other. Staff and legal tinme were a result which
was a cost to the Board. The recently elected president of the
bui | di ng services group had very different views on this issue.

Thi s whol e i ssue m ght becone a severe |abor problem M. Ew ng

i ndi cated that he was not very supportive of the $10 an hour fee
because it had caused them problens. He thought it was very
inmportant to talk with the county executive and the Counci

presi dent about this issue. The superinten- dent agreed that they
could not do much nore to help the ICB. This whole issue could be
di sastrous for internal labor relations. Ms. Cantor thought there
had to be sone education to Council nenbers on this issue, and the

I CB had requested such a neeting.

In regard to the subsidy, Ms. Jones explained that it was not
really a subsidy but rather the county's contribution for the use of
cl osed schools. Dr. Ayers explained that the county was getting its
nmoney's worth through the free hours of use of these facilities.

She said that part of the success of the I CB has had was because of
the shared responsibility and shared authority. She conplinented



MCPS staff and principals who had assisted the 1CB

In regard to the Board of Education budget, M. Ewi ng said there was
no line itemon this, but they did expend considerable staff time in
working with the 1CB. He did not know whet her there was any
estimate of staff tinme; however, he thought it would be worthwhile
to share this information with the county executive and County
Council. The superintendent replied that they had thought about
doing this when the Council cut secretarial positions. He said that
there were nmany hidden costs, and in sonme cases the principal did
this work. Ms. Lefkowi tz added that there was al so the wear and
tear on the school buildings which involved operating and capita
costs.

The superintendent reported that at every principals' neeting there
was a question about the 1CB and the community use of the schoo

buil dings. Dr. Ayers had been very good about coming to these

nmeeti ngs and expl ai ning the process. He thought it would be hel pfu
to hear fromthe principals about this process. M. Nate Pearson
princi pal of Seneca Valley, commended Dr. Ayers for the |eadership
she had provided. He said that one of the things that bothered
principals the nost was the subsidy that MCPS continued to pro- vide
for all ICB functions. An informal survey had been done two years
ago and over $1 nmillion a year was spent for salaries of

secretaries, business managers, etc., doing this work. He conmented
that at a tinme when a National Commi ssion criticized the public
school s, they needed to focus their full attention on providing the
best education for students. He suggested that the taxpayers shoul d
pay for these services and it should not conme out of education for
chil dren.

M. Robert Hacker, principal of Kennedy H gh School, said they could
not believe how much tine was spent on ICB activities. There were
problenms with adults snoking in the building, breakage of equipment,
answeri ng questions and receiving conplaints. However, he felt that
t he new gui delines were an inprovenent. Dr. Frank Masci

principal of Gaithersburg Junior Hi gh, explained that he chaired a
subcommi ttee of the secondary adm nistrators group. The probl ens
seened to be in the area of reinbursenent and depreciation of equip-
ment. The fees now seened to be acceptable. When a community
coordinator left, the assistant principal did the work. Now they
had an excellent co- ordinator who was getting out into the
community and starting a tutoring program Dr. Masci stated that

t hey needed conmunity schools, and he was delighted to have such an
excel | ent coordi nat or

Dr. Cronin asked whether it would be possible to have the princi pal
busi ness manager, secretaries, etc. log their time for a nonth to
see how much time was actually spent on ICB activities. In this way
the cost to the school systemcould be denonstrated. The
superintendent said that this could show what the schools did for
the citizens at large. He thought this mght be a way for themto
show their conm tnent.



Ms. Lefkowitz stated that one of the purposes of the task force was
to determ ne the cost of conmunity education in Mntgonmery County.
She felt that there was no way to separate this for the school s.
However, they still needed to look at the full cost to the schoo
system Ms. Praisner commented that it was a question of people
not under st andi ng how MCPS contri buted al ready. She thought that
the Board and the 1CB could work together in educating the County
Council and the public. She said they al so had another problemw th
peopl e driving by a closed school and thinking that it stil

bel onged to MCPS.

The superintendent remarked that when they had one principal and one
secretary in an elenentary school there was a problem Ms. Cantor
said that they recognized this. The true ideal of conmunity
education was to have a coordi nator serving the comunity. Their
dreamwas to have regional comunity schools with a coordi nator and
secretarial assistance.

M. Roberts commented that at budget tinme because of the press of
decisions it was difficult to get this information across.

Educati on m ght be beneficial for everyone, and information had to
be shared with the decision nmakers. The superintendent explai ned
that one of the purposes of the ICB was to get this coordination and
communi cation. It was M. Ewing's view that they had to make the
effort to acquaint the Council and the executive with these
perceptions. The degree to which they were able to docunent these
costs was an inportant factor. He felt it would be well worth their
while to devel op sone approach to get this information. Dr. Ayers

i ndi cated her willingness to work with sone of the principals to get
an approxi mate cost.

M. Ray DeBal so, principal of Rockville H gh School, said that he
had spoken with his business manager, who estimated that 20 percent
of his tine was spent on |ICB business. They had recomended a set
of anended guidelines in April; however, he felt these guidelines
nmoved them a step farther in a direction they did not want to take.
The gui delines included tape recorders, projectors, and pianos,

and woul d invol ve taking school equi prment and personnel with repair
and replacenment of the equi pnment. Dr. Ayers explained that sone

principals had been letting the equi prent be used, and the
guidelines attenpted to recover sone of the costs involvenent.
They were now | ooki ng at what those charges m ght be.

M. Robert Hudak, principal of Ritchie Park, expressed his concern
about service on equi pnent used. He was al so concerned about the
demands nmade on secretarial staffs when sonme el enentary school s had
only one secretary. The use of the elementary school gyns al so
required a |l ot of paperwork as well as the playing fields.

M's. Diana Phel ps, principal of Fields Road, noted that the roonms in
her school did not have doors. Therefore, she was very concerned
about building security. She also questioned who was in charge when



the principal was on leave. Dr. Pitt conmented that if there are
situations where conmunity use would not work they had to say the
school would not be avail able and work with the |1 CB

M. Ew ng inquired about legal liability and i nsurance. Dr. Ayers
replied that the building use formcontained a statenment witten by
the county attorney that people used the building at their own
risk. The superintendent added that it was a "save harm ess" cl ause
and the county and Board were not liable. He believed that the ICB
needed to consider certain groups taking out insurance as part of
their fee. M. Ewing said that soneone could cone in and sue the
group, the Board, and the 1CB. The superintendent said that user

i nsurance would solve this problem Dr. Ayers explained that al
profit-making groups had to have insurance. Dr. Pitt reported that
the Board attorneys were checking into this whole problem Ms.

Lef kowi tz added that the PTA dues woul d now i nclude insurance.

M. Ew ng asked whether they attenpted to recover costs in cases
where there was damage. Dr. Ayers replied that in some cases they
did, but the 1CB did carry funds for energencies. Dr. Arnie
Rosenberg, Area 1, said that principals had trouble distinguishing
bet ween day versus ni ght use

M. Ewing said that he would like to discuss the future of comunity
education. Ms. Cantor replied that she would like to see

equi prent in the schools for the use of the conmunity, but under

supervision. Ms. Jones thought they needed a comunity coordi nator

to assist with community education. The support of the principals

was al so needed. Ms. Lefkowitz said she would like to be able to

| ook at schools as central places for a lifelong educational process. They
had to educate the comunity to the inportance of the school as a place for
al | ages.

M's. Praisner inquired about plans to use coll ege space or other
public space. Ms. Cantor explained that the present |egislation
stated "school s" but the county was | ooking into other areas.

M's. Praisner asked about the use of the public schools for day-care
and its effect on conmunity use. Dr. Ayers replied that day-care
was handl ed under the joint occupancy policy. The overlap would be
on holidays and the weekends. Wen day-care prograns used the
school s on the weekends they had to deal with the ICB to have staff
opening the buildings. She said that the | CB charged day-care
prograns for the use of the space to recover the cost of the staff
only. Ms. Praisner noted that Park and Pl anning' s survey of space
woul d al so assess the potential space for day-care in the county.
She comented that if space was used full-time for day-care it was
not available to community use. Dr. Ayers reported that M. Short
al so had conpleted a day-care policy. Ms. Cantor remarked that

wi th closing schools there was a concern about |oss of space for
day-care in the consolidated school

M. Ewi ng reported that the Council had finished with the Board's
budget and on the whole had treated themwell. However, $1 nillion



had been taken from Category 1, Administration, and nost of that was
not new nmoney. As a result they would have | ess infrastructure next
year than this year, and yet there was the hope that the vol unme of
community use of schools could be increased. He was worried about
their ability to do this given the smaller nunber of administrative staff.
Ms. Lefkowi tz indicated that she had the same concern. Ms. Lefkow tz noted
that she and Ms. Jones were the Board' s representatives to the |CB. They
woul d be pleased to share any concerns the Board had with the |ICB

Re:  Adj our nnent
The president adjourned the nmeeting at 10:15 p.m

Pr esi dent

Secretary

EA m w






