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Declining EnrollmentDeclining Enrollment
RECLAIM, RENOVATE, RENEW and 

REFRESH

Moderator:
Joe Yee, Principal/K-12 Studio Leader
ANOVA Architects, Inc.
T 916.4435911 F 916.443.2965
jyee@ANOVAarchitects.com

Panelists:
Leigh Coop, Director of Facilities

Vacaville USD
T 707.453.6139

Ty Williams,
Director of Facilities and Construction

San Jose USD
T 408.535.4723

Bill Gould, President/Principal Architect, 
Bill Gould Design Art & Architecture

T 408.224.9890
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Joe Yee
Principal, K-12 Studio Leader, ANOVA Architects, Inc. 

Mr. Yee serves as K-12 Studio Leader and is responsible for 
construction administration services in the ANOVA Architects, 
Inc., K-12 studio.  He has more than 30 years of experience in 
the development of drawings, specifications and estimates of 
probable construction cost for both new construction and 
renovations/modernizations.  Mr. Yee has worked closely with 
districts including San Juan Unified, Sacramento City Unified, 
Marysville Joint Unified, Vacaville Unified, and Winters Joint 
Unified School Districts.

Leigh Coop
Director of Facilities, Vacaville Unified School District

Leigh Coop is the Director of Facilities at the Vacaville 
Unified School District, where she has held that position 
since 1995.  She holds a Master’s Degree in City and 
Regional Planning from the University of California, 
Berkeley.  Leigh has worked in the school facilities field, 
both as a consultant and within school districts since 1986.   
Leigh has been an active member of CASH since 1989.  
She is also active in CASBO and has been on the State 
Facilities Research and Development Committee for five 
years. 
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Ty Williams
Director of Facilities and Construction, San Jose USD

Ty Williams is Director of Facilities and Construction for the 
San Jose Unified School District. He has been with the 
District since 1999 and prior to that worked with an 
architecture firm specializing in Educational Facilities.
Mr. Williams has more than 20 years experience in 
educational facilities and school construction. He is nearing 
completion of a nearly $700 million overall building 
program with the San Jose USD.

Bill Gould
President/Principal Architect, Bill Gould Design Art & Architecture

Bill Gould, Leroy F. Green Award winner for Rosemary 
Elementary School, Theuerkauf Elementary School and 
Galarza Elementary School, began his own firm, Bill Gould 
Design Art & Architecture, in 1996. Bill’s involvement in 
community and art organizations, complement his desire to 
create built environments that reflect community needs in an 
inventive way. He is on the board for the Pacific Autism Center 
for Education and is an adjunct professor at San Jose State 
University.  Bill’s professional associations are with the 
American Institute of Architects, the Coalition for Adequate 
School Housing, the Council of Educational Facilities Planners 
International and the California Association of School Business 
Officials.
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U.S. enrollments increased
throughout the 1950s and 1960s,
peaked in 1970, and fell from the 
early 1970s through the mid-
1980s.

By the late 1990s, elementary 
enrollments had leveled off (U.S. 
Census Bureau, 2007).
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State Births Historic Data

State Wide Birth Rates
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CA Dept of Education  
Projections for Public Schools

• K-6 projected 5 year growth of 
83,345

• 7-8 projected 5 year decline of 
60,034

• 9-12 projected 5 year decline of 
70,729

K-6 
Growth
by 
County
2002-
2006

Four Year K-6 Growth
Decline > 10%   (5)
4% to 10% Decline   (23)
Up to 4% Decline   (8)
Grow th < 8%   (19)
Grow th > 8%   (3)
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K-12 
Growth
by 
County
2002-
2006

Four Year Total Growth
Decline > 10%   (3)
4% to 10% Decline   (15)
Up to 4% Decline   (16)
Grow th < 8%   (19)
Grow th > 8%   (5)

Just because you’re in declining enrollment does not 
mean that your facility needs have disappeared.

Think of the opportunity! What are Districts doing in 
the face of declining enrollment? From reclaiming 
spaces for new or expanded uses, to downsizing 
(think removing portables), or reusing for charter 

schools, small schools or academies, the ideas are 
flowing for how to re-think school facilities.

Let’s take pause and look at declining enrollment in a 
positive light!
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Vacaville Unified School District

Leigh Coop, Director of Facilities
Vacaville USD

T 707.453.6139

RERENEWINGNEWING and REand REFRESHINGFRESHING: : 
Public Perception, Bonds and Public Perception, Bonds and 
Declining EnrollmentDeclining Enrollment

Vacaville Unified School District –
Background

• Declining enrollment school 
district in Northern California
– Peak enrollment in 2001 – 15,500 
– 2007/08 enrollment – 13,100 
– 15.5% decline
– Closed three elementary schools
– Decline started to happen at same 

time as bond measure passage
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10 Year Enrollment History &
10 Year Enrollment Projection

7720 7704 7590 7693 7667 7441 7017 6915 6656 6348 6232 6151 6080 6046 6117 6187 6299 6409 6540 6688

2390 2372 2356 2356 2432 2387
2224 2325

2207
2000 1976 1936 1850 1808 1815 1795 1771 1739 1790 1807

4587 4755 4966 5062 5030
4966

4646 4846
4841

4700 4543 4412 4229 4052 4001 3967 3901 3838 3827 3781

14809 14846 14959 15148 15163
14806

13887 14086
13704

13354
13049 12792

12443 12185 12211 12228 12250 12264 12440 12561

0

2000

4000

6000

8000

10000

12000

14000

16000

97/98 98/99 99/00 00/01 01/02 02/03 03/04 04/05 05/06 06/07 07/08 08/09 09/10 10/11 11/12 12/13 13/14 14/15 15/16 16/17

Year

S
tu

de
nt

s

K-6 7-8 9-12 SDC

Vacaville 
USD

Bond Measure Passage

– $150 million renovation of all 
existing schools plus construction of 
a new 2000-student high school in 
November, 2001

– Renovations successfully completed 
through 2004 
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Bids Start to go Haywire

• Spring, 2004: Bids for two 
renovation projects 
(design/bid/build) came in much 
higher than expected.  

• Decided to go ahead and award 
bids.

The Perfect Storm:
So Trite, but So True

• Construction Cost Increases
• Declining Enrollment, 

– Caused by lower birth rates
– Caused by lack of housing development
– Caused by real estate boom

• Reduced State Eligibility:  down from 
2,000 9th-12th grade un-housed to an 
estimated 1,000.
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Communicating to the Bosses
• July, 2004:  Workshop on construction 

costs with Citizens’ Oversight 
Committee 

• August, 2004:  Board of Education 
Workshop on construction cost 
increases

• We thought we were done with this 
phase!

• Never underestimate the amount of 
time needed to communicate with the 
public.

• But all through 2004 – 2005, our team 
started to see the full extent of the 
forces upon us.

Part I: The Light Bulb Turns On! We Need 
to Redirect this Bond Money!

• We don’t need to build a new high 
school with this bond money!

• We need to communicate this to 
the public.

• We need help in doing so.
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Our Next Assignment:  
Community Sounding Board Process

• Hired a Communications Expert 
who works with school districts.

• Decided to do a full blitz PR 
campaign.

Goals & Objectives of the Community 
Sounding Board Process

• Build broad-based public awareness about new 
challenges facing VUSD building program

• Offer opportunities for individuals and groups to 
share perspectives, concerns, options and ideas

• Determine public priorities and support for future 
uses of Measure V bond funds

• Enable the governing board to make the most 
prudent decision for the future
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The Sounding Board Process
• Editorial board/media briefing (9/26/05): This 

was incredibly valuable!
• Governing Board workshop (9/26/05)
• Joint meeting of Measure V Campaign 

Committee and Citizens Oversight Committee 
(9/29/05):  This was incredibly valuable!

• Display ads announcing Study Circles placed in 
Vacaville Reporter on 10/7, 10/9 and 10/14

• Background information, slideshow and fact 
sheets prepared

• Post all information, meetings scheduled and 
results on your website in a timely manner:  
vacavilleusd.org

Example of Fact Sheet 
at community meetings 
and on website

Built a series of fact 
sheets, prepared prior 
to launching meetings

On our website:  
vacavilleusd.org
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Community Sounding Board 
Process continued

• Sounding board meetings:  3 meetings originally 
on Saturdays, then added more on weeknights

• Superintendent and/or Facilities Director took 
the show on the road to all District Departments, 
every schools, Rotary Club, Taxpayers’
Association (twice), other civic organizations

• About 50 total meetings were held.  This is your 
life for a while.

• Consisted of ½ hour presentation, then all 
questions and comments taken in smaller Study 
Circles to keep strong voices from overpowering 
the meeting.

What to Watch For

• Pick your facilitators wisely: strong but calm, 
objective-appearing

• Charter School advocates “stacked the meeting”
— annoying but don’t shut them out or else they 
will go to the Board meetings.  Let them talk, but 
get strong facilitators.

• Talk to everyone who calls you.
• Email back to everyone who emails you.
• Stay on message.  Don’t bring up any new 

information which creates more questions at the 
last minute.  
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How do we approach projects now?

• Speed:  expedited the projects to avoid 
the inflation monster.

• Change in project delivery method –
This is a big deal!  Lease-leaseback 
and collaborative process.

• Communicated this change to the 
Bosses again.

• Financing considered – cheaper than 
inflation.

• Interim housing reconsidered.

Attitude is everything!

• We are a “greater, smaller” school district instead 
of a declining enrollment district.

• Superintendent -- at first, was in denial about 
local and statewide demographics.

• Now, general understanding of demographics, 
housing prices controlling our enrollment size.  
“It’s not our fault,” and we are not “losing”
students to the private schools.

• Opportunity instead of depression and “decline.”
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Part II: Reusing an Elementary 
School: conversion charter school

• No State eligibility
– Three closed elementary schools
– Continued declining enrollment

• One elementary school with more need
– Inadequate original design and materials
– ADA access issues
– Equity with other modernized schools
– Original budget inadequate even with inflation 

increase
– Williams school

Communication breakdown 
with school staff

• Rampant rumors of impending 
closure

• Lack of trust
• Board member interest intensified
• Bad start to modernization scoping 

meetings
• Solved by:  Mea culpa by Facilities 

Director, asking for forgiveness and 
starting over
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Funding Opportunity
• Proposition 1A Charter School 

funding
• Facilities proposed conversion to 

charter
• District-sponsored charter
• Large site, so could build a new 

school while operating existing 
school, then demolish, without 
using interim housing

Process for conversion to 
charter school

• Investigated program
• Proposed to Administration
• Proposed to school site committee 

and principal
• Principal announced retirement
• Proposed to entire school staff
• Asked for letter of intent prior to 

petition
• Proposed as a facilities solution
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Process cont.
• Superintendent communicated to the 

Board members
• Proposed the project in Board open 

session.
• Thoroughly explained the risks.
• Charter petition completed with 87% 

approval.
• Charter granted by District.
• Facilities application completed and 

submitted
• All completed in three months – from 

March, 2007 to June 5, 2007.

Where are we now?

• Charter School funding
• Planning new LEED-silver school
• Finishing last phase of bond 

projects – with the reallocated 
bond funds

• Planning next bond 
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Demolished 
Buildings

New 
School
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Lessons Learned 

• Promises come back to bite you
• More communication upfront with 

City and all stakeholders 
regarding bond

• Bond campaign never ever ends
• Community education on lease-

leaseback continues 
• Bond campaign will need to 

include all of the history of 
reallocate, reclaim and reuse

San Jose Unified School District
RERETHINKINGTHINKING & RE& RECLAIMINGCLAIMING

Two Years of Closures & Two Years of Closures & 
ConsolidationsConsolidations

Ty Williams, Director of School Construction
for San Jose Unified School District

&
Bill Gould, President & Principal Architect 

of Bill Gould Design Art & Architecture
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San Jose Unified District Map

▲= Elementary Schools

● =Middle Schools

■ = High Schools

Consolidation & Closures—Deciding 
Factors

San Jose Unified School District’s 
decision to consolidate schools is 
determined when:

•Two-year trend for K-5 enrollment 
is determined to decline or remain 
at 75% of the District’s K-5 
instructional capacity

•An Ad Hoc Advisory Committee
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Appointed by the 
Superintendent 

Comprised of:
Community members
Administrators
District staff

Ad Hoc Advisory Committee

Purpose Of Ad Hoc Advisory Committee

Develop recommendations using the following 
considerations and criteria:
– Facilities—can neighboring schools accept students, 

cost of add ional portables
– Demographics—the least amount of impact on 

students, manageable boundaries
– Transportation/safety—savings in transportation, 

traffic flow
– Financial—financial impact, construction, 

transportation, personnel
– Choice/VIP—impact on Voluntary Integration

• Twelve meetings were held before submitting their 
recommendations to the Superintendent’s staff for 
further analysis and recommendation.
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• Two Public Hearings Held

• Board of Education in 
attendance

• All efforts made to create 
a considerate and 
respectful process—giving 
the community a chance 
to be heard.

Next Step: 
Getting the community involved

Resulting Action Taken
Hammer Hammer 
Elementary Elementary 
SchoolSchool

Galarza Galarza 
Elementary Elementary 
SchoolSchool

Cory Cory 
Elementary Elementary 
SchoolSchool

Downtown Downtown 
College PrepCollege Prep

Hester Hester 
Elementary Elementary 
SchoolSchool

Trace Trace 
Elementary Elementary 
SchoolSchool

Steinbeck Steinbeck 
Middle Middle 
SchoolSchool

Allen Allen Allen 
Elementary Elementary Elementary 
SchoolSchoolSchool

Allen @ Allen @ 
SteinbeckSteinbeck

Muir Muir 
Middle Middle 
SchoolSchool

Randall Randall 
Elementary Elementary 
SchoolSchool
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Hester Elementary becomes Downtown 
College Prep, a Charter High School

Reuse
• Hester Elementary 

remodeled into a charter 
high school

• Downtown College Prep
• Co-Op between the Charter 

School and San Jose 
Unified School District

• Language in Bond allowed 
for $4 million in renovations 
for the charter school

Before

After

Before

After 

DCP Media Center
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Move/Consolidate Hammer Galarza

Allen @ Steinbeck, San Jose, CA
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Steinbeck Middle School

Middle School Floorplan

Allen @ Steinbeck
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Trace Elementary School
Pre Consolidation

Trace Elementary School
Temporary Post Consolidation
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Trace Elementary School
Permanent Post Consolidation

Trace Elementary
New Classroom Building
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ConclusionsConclusions

Enrollment Realities

• More than ½ of 
California’s 
school districts 
are 
experiencing 
declining 
enrollment

• “… single 
biggest fiscal 
threat to 
districts.” —Sandra 
Silberstein, CASBO

Four Year Total Growth
Decline > 10%   (3)
4% to 10% Decline   (15)
Up to 4% Decline   (16)
Grow th < 8%   (19)
Grow th > 8%   (5)
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Contributing Factors

• Insufficient projection models
• Cultural Variations and Diversity
• Economic and physical factors

– Families of school-aged children priced out of 
areas

– Loss of jobs
– Families with grown kids remaining in areas longer 
– Current economic and building environment

Learning From the Past
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• Value Engineering
• Prototype Design

Designing Solutions

• Flexibility
– Scalable, smart resources

• Scale
• Durability
• Joint-use
• Value Engineering
• Prototype Design
• Vocational Arts
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Questions and AnswersQuestions and Answers

Moderator:
Joe Yee, Principal/K-12 Studio Leader
ANOVA Architects, Inc.

Panelists:
Leigh Coop, Director of Facilities

Vacaville USD

Ty Williams,
Director of Facilities and Construction

San Jose USD

Bill Gould, President/Principal Architect
Bill Gould Design Art & Architecture




