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Task Force Charter and Mission: 

1. Determine what re-engineering changes were needed to improve “operational efficiencies” and 

2. Evaluate possible bell schedule changes to achieve a later high school start time.  

The Task Force spent an equal number of meetings considering re-engineering as we did considering bell schedule alternatives and impacts from these changes.

Members considered several alternative bell schedules and fashioned one that appeared to have the greatest benefits to students at the least cost.  The proposed bell schedule was weighed against the current bell schedule, and the majority agreed that the TTF proposal is an improvement to the existing system.  The Student Impact Committee charts the comparison for each subcategory of student impacts.  

· The Task Force voted for the proposed bell schedule change as preferable to the current schedule.  

Cost Considerations:

TTF members used previous models and data provided by the consultants and by FCPS staff and made decisions that would decrease costs, including:

· Expanding the opening bell window from 1 hour and 45 minutes (in the consultant’s mid-cost model $3.4-6.6 million) to 1 hour and 50 minutes.  In previous models, changing this window by 10 minutes resulted in a $2.5 million savings.

We expect re-engineering to improve the efficiency of the system.   In one large district, re-engineering to achieve later start times saved 15 minutes on delivery time.

SLEEP recommends an iterative process.  Once FCPS staff complete the detailed cost estimate, the TTF should re-convene to identify additional cost savings.  This is critical given the current budget climate.

Traffic Concerns

Rush hour now runs from about 6:30-9:30 am in Fairfax.  Elementary, middle and high school buses are on the road during this timeframe now, and they will be on the road during this timeframe with a new schedule as well.  Routes are designed based on current traffic patterns.  Re-engineering should include creating new routes based on traffic flow for the new schedules.  FCPS staff also should work with County and VDOT staff to adjust the timing of lights to work with the revised bell schedule.

The practice of picking students up at 5:30 am and dropping students off at 6:45 or 7 am for a 7:20 start time is unacceptable. 
Interpretation and Representation of Research Studies

The Minority does not dispute that teens need to get more sleep and that they have a biological phase delay that makes it difficult for them to go to sleep early and get up early, as required by the current bell schedule. The evidence on this is overwhelming and affects teens around the world, regardless of culture.  

But in other ways, the Minority ignored or mischaracterized research findings. While we recognize the value of limiting late evening screen time and encourage parents to keep screens out of teen bedrooms (recommended by the Minority), these actions without a change in start times will not be enough.  

Dr. Mary Carskadon of Brown University, a world-renowned expert in the field of adolescent sleep said, “Blaming the victim, the high school student, asking them to get up at 6 a.m. to catch the bus for school at 7 or 7:30. . . in 2008 is an untenable position….It’s not fair, and it doesn’t make sense.” In recent email correspondence, Dr. Carskadon was critical of how the Minority used her research in making its case for the status quo on bell schedules and in stating that an hour of sleep a night for teens was not worth making the change.


The University of Minnesota’s Center for Applied Research and Educational Improvement (CAREI) studies used hard data to show the benefits of later start times.  

The authors relied on the school database for the data on grades, tardiness and absences.  They used actual extracurricular participation rates from the school for the outcome results.

The lead author of the CAREI studies, Dr. Kyla Wahlstrom, has summarized and clarified her findings in recent emails to members of the TTF:

“In our study of five years after the changes were made, in 2002, we found clear positives:

· Increased attendance, particularly in 9th and 10 grades (the ages when school is still compulsory) 

· More students staying in school until graduation

· Teenagers getting an hour more of sleep every school night or 5 hours more per week

· Teachers still saying that students are more alert and engaged in learning in the first two hours of class than they had been when the start time was earlier

· Parents continuing to have “time to connect” with their teenage children every morning on school days 

· A trend line going upward in terms of academic grades earned”

At-Risk Students/Socio-Economic and Urban-Suburban Comparisons

The needs of disadvantaged, at-risk and special needs students were often at the forefront of TTF considerations, especially in considering reductions in transportation services.   

The CAREI research shows important benefits that especially affect at-risk students in terms of absences, tardies and drop out rates (continuous enrollment): 

The initial findings from this longitudinal study lead to important considerations for school administrators. Addressing the needs of students who are at-risk learners, at risk for dropping out of school, or both is a universal concern. These are often students who have insufficient credits for graduation because they have missed too many first and second hour classes. The study reveals that attendance rates improved significantly when the high schools initiated the later start time; this suggests that changing start times is one way to recapture those students who might otherwise not complete high school. 

                      http://cehd.umn.edu/CAREI/Reports/docs/SST-2002Bulletin.pdf (p. 18)
The many positive impacts applied to both urban and suburban students:

“Many of the benefits of the later start time were similar for both urban and suburban students, with their actual scores being nearly identical despite the differences in their local economic conditions. Again, if the need for and the benefits of more sleep are a biological phenomenon of the human body during the adolescent years, then one would expect those kinds of results, which are not related in any way to socioeconomic status.”  http://cehd.umn.edu/CAREI/Reports/docs/SST-2002Bulletin.pdf (p. 14)
Many of the impacts listed as negative “outcomes” in the Minority Report are not outcomes.  They are perceptions taken from focus groups conducted during the first year of transition in Minneapolis.  Some of the negative impacts listed in both the Final Report of the TTF and in the Minority Report are based on comments from only one or two people. 

Dr. Kyla Wahlstrom, lead author of the studies explained some of the differences between the urban and suburban students in their studies in an email that was shared with the primary author of the Minority Report prior to its completion.  
“…the focus groups were conducted as a way to understand what students and parents perceived or were experiencing after about 6 months in the new schedule.  What they perceived, and what we found as outcomes were somewhat different sets of data.  For example, the actual participation rates in after-school activities and sports did not decline when we looked at the overall data from the end of the year. 

(Email correspondence from Kyla Wahlstrom 2.19.2008)

One key difference between Edina (suburban sample) and Minneapolis (urban 

sample) was that parents, teachers, and students in Minneapolis had very little time to prepare for the schedule change.  An Interim Superintendent in Minneapolis made the decision to shift start times a short time before school started.  As a result, the transition period was more difficult. 

After 10 or 11 years, neither of the school districts would go back to the earlier starting time for high school. 

Composition of the TTF and SLEEP

The composition of the Task Force reflects decisions of the School Board to bring a wide variety of stakeholders together.  The Task Force began with 68 appointees:

· 23 out of 68 members (about one-third) were FCPS employees, including 5 principals and 2 asst. principals, representatives of three teachers organizations, and a bus driver

· 12 out of 68 (17.6%) represented athletics and other before- and after-school activities (4 of whom were also FCPS employees included above).  

· 24 parents (2 per school board member)

· Representatives from 5 Fairfax County Agencies

· 3 high school students, 2 of whom participated and were supportive of later start times but who were unable to vote on and sign the Final Report.

· A total of 8 community groups (Federation of Citizens Associations (3 members), Fairfax County Council of PTAs, SLEEP, Girl Scouts, Boy Scouts, Advisory Committee on Students with Disabilities, Fairfax Chamber of Commerce, Mt. Vernon-Lee Chamber of Commerce)

The Minority Report is critical that 5 of the 24 appointed parent representatives also volunteer on the SLEEP Advisory Council.  Parents who are involved and active in the later start time movement were not overrepresented: 

· Surveys have shown that more than 80% of parents (and 70-80% of teachers) believe HS start times in Fairfax County are too early. 

· The number of parent members approving the Final Report and later start time bell schedule, versus those signing the Minority Report, roughly mirrors what surveys show about Fairfax parent views.

Parent Votes

	Signed Final Report in favor of later start times
	Opposed/Signed Minority Report 
	Abstained
	Ineligible to vote (50% attendance required)

	16
	3
	1
	4


We are grateful to all of the parents who volunteered to serve on the Task Force and were not surprised that parents involved with SLEEP wanted to be involved in this effort. School Board members generally knew their appointees and their many activities very well.

Dick Reed, who ultimately became the TTF Chair, was appointed to the Task Force by SBM Brad Center last summer, before his wife (Karen Reed) volunteered to serve as our Hayfield Pyramid Coordinator (and thus member of our Advisory Council).  Mr. Center had known Dick Reed, active in PTA and the Federation of Citizens Associations, for some time. SLEEP Co-Founders Phyllis Payne and Sandy Evans met him for the first time at the first TTF meeting in September.

Full Consideration of Impacts

Negative impacts were given full consideration by the TTF.  The Majority members believed the long-term benefits to the health and well-being of our adolescent students far outweigh any short-term difficulties that come with any significant change in a system of our size. 

The proposed bell schedule

· Balances student sleep, academic and extra-curricular needs.  

· Reduces the prime time for juvenile crime and victimization, risky behavior and gang indoctrination and activity (2 pm to 5 pm).

· Has a positive impact on the vast majority of FCPS students, including disadvantaged, at-risk and special needs students.  Studies show that minority and lower-income adolescents are at greater risk of sleep deprivation and its many negative consequences. 

· Should have a neutral to positive impact on athletics. 

· Is expected to have neutral to positive impacts on child care. The length of the school day will remain the same.  Need for childcare will shift to a different time.

· Will decrease Kiss and Ride traffic by providing reasonable bell times.

· Allows time between the end of school and suppertime for middle school after-school programs.  

· Uses middle-school resources more effectively by having all of the activities focused in a shorter period, approximately 4:15-6 pm each day. If desired, some of these programs could go before school.

· Allows about the same amount of time for field trips 

· May make it easier to park buses at neighborhood elementary schools saving time and fuel since the bus start time will be more reasonable and the noise less disruptive to neighbors.

· Should be supplemented with, but not supplanted by, an educational campaign on teen sleep needs and patterns, especially as part of the curriculum.

Later start times have been shown to:  

· Increase total sleep time of students, 

· reduce drop-out rates of at-risk students, 

· lower illness and absenteeism, 

· decrease teen depression, and

· reduce drowsy driving and car accidents by teen students.

Jobs 

The current start times are particularly hard on working students, who often must  work late into the evenings. A survey of nearly 700 students at JEB Stuart HS, which has the highest percentage of students who qualify for free and reduced lunch in the county, showed that employed students reported dozing-off more in class than did their unemployed counterparts. A large majority of students who work on school nights have jobs that start at 4 p.m. or later.  Most of these students could maintain the same work schedule under the TTF plan.  See SLEEP’s report on Sports and Jobs. 

Athletics 

The TTF Minority states that athletics and before- and after school activities were not considered enough.  In fact, these areas were given a tremendous amount of time in the TTF consideration, as is reflected in many of the documents in the Majority documents.  Representatives of those groups numbered 12 of our 68 members, 17.6%.

The option the TTF ultimately adopted reflects that sports and extracurriculars were given great weight.  The “Flip” Committee had recommended a different approach, with high school on the latest tier. This was due to thinking that putting ES students first, then MS students, then HS students was in keeping with student biology and sleep patterns and that at least some HS sports practices could be held before school. After extensive discussion and consideration by the full committee, high school was switched to the middle tier to better accommodate sports. See SLEEP’s report on Sports and Jobs.







Neurologists and sleep experts from around the world agree that:





“Changes in sleep and circadian regulation occurring in adolescence are inconsistent with optimal learning when morning school start times are too early (before 8:30 or 9:00).”


The Role of Sleep in Memory and Learning Conference, March 2008








In recent email correspondence, Dr. Carskadon commented on the Minority Report’s portrayal of her research, 


“I find the summary of my science a bit distorted and sad.  An 


hour a night would be a HUGE help.”











