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• Fr. Jonathan Sawicki, Chair of SASCE & Pastor, St. Mary’s 

• Fr. Keith Carroll, Pastor, St. Patrick’s 

• Fr. Steve Fernandes, Pastor, St. Joseph’s York 
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• Fr. Robert Yohe, Pastor, St. John’s New Freedom 

• Norm Basso, Study Co-Chair, St. Rose of Lima 

• Bill Shorb, Study Co-Chair, St. Mary’s 

• Patrick Ball, Facilitator 



1. To educate by bringing everyone up to date on the 

activities of the school study project by reviewing data, 

the process and activities to date. 

 

2. To share by discussing our current thoughts on the 

framework of a future model and the timing of 

implementation.  

 

3. To solicit your feedback and questions regarding the 

proposal and how we can make it the best possible rollout 

for our students, families, faculty, staff, and parishes. 





2016 

• Meeting was held with Pastors to discuss the future of 

elementary Catholic education in the York Deanery 

• Established the Facilitation (Leadership) Committee 

• Formed the Sustain and Strengthen Catholic Education (SASCE) 

Committee (38 individuals representing all Parishes) 

• Interviewed Pastors and Principals from each school and Parish 

• Collected financial, enrollment, and other key data points from 

each Parish 



2017 

• Conducted an extensive online survey with school parents and 
parishioners 

• Engaged external facilitator 

• Conducted additional interviews 

• Conducted half day retreat – drafted mission, vision and values 
statements and discussed strategic topics 

• Prepared high level financial analysis 

• Iterative process with Facilitation Committee, Pastors, and School 
Study Committee 

• Conducted a mini retreat to finalize mission, vision, values and discuss 
additional strategic topics 

• Drafted plan to present to the Diocese – approved by Pastors and 
Facilitation Committee 

• Approved by Bishop Gainer and Office of Education to move       
forward with implementation planning 



2018 

• Held an update meeting for the original SASCE Committee – 

transitioning to an implementation format 

• Formed 11 workgroups, recruited additional volunteers from 

each parish as recommended by Pastors and Principals – 80 

dedicated volunteers working over the summer 

• Each workgroup developed answers to questions posed and a 

vision of what their assigned topic meant within the new 

structure (e.g. transportation, IT, finance) 

• Hosted Michael Deegan, Assistant Superintendent, Archdiocese 

of New York 





A National Study of Regional Catholic School Systems – August 15, 2016 

• Many Catholic schools across the nation have experienced difficulties with 
their long-term viability due to lower enrollments, higher operating costs, and 
the challenges of enhancing academic rigor to maintain their competitive 
edge in the marketplace. 

• To address these issues, many archdioceses and dioceses have decided to 
reorganize their parish schools into various types of regional school systems in 
which the schools collaborate to increase their long-term financial viability 
and academic competitiveness, making them more attractive to families. 

• Some of the efforts to reorganize have been successful, others have not. 

• It is the purpose of this study to begin to determine those practices and 
strategies that have yielded positive outcomes and those that have not. 

• Others are then able to learn from what has already been implemented. 

• Data collection sources include: 

o A Superintendent survey sent to all U.S. Catholic Superintendents 

o A school system survey sent to all Catholic school presidents and 
directors 

o A stakeholder survey sent to all U.S. Catholic Superintendents, school 
presidents, directors, pastors, board members, principals and       
parents 

 



National Study of Regional School Systems from December 2016 

 

169 Dioceses, 74 school systems 

 

The data collection for this research study consisted of surveys 

conducted with superintendents, presidents/directors, board 

members, principals, pastors, and parents. Survey opinions 

regarding the change in structure from parish schools to a school 

system: 

• Was necessary to survive – 78% agreed 

• The school system model will strengthen viability – 83% agreed 

  

 



Key Lessons Learned and Keys to Success: 

• It is critical to get leadership support – Diocese and Pastors 

• It takes time – mental reorientation and operational 

adjustments 

• A five year strategic plan is a significant change 

• Communication must be transparent 

• The marketing program should address the advantage of 

operating as a school system 

 



School System Management  

Advantage – 80% 

Disadvantage – 5% 

  

 Moved the schools from competitors to co-owners and was effective 
in sustaining some of the weaker schools. 

 Clarified responsibilities between school boards, presidents, and 
principals so each could concentrate on their area of responsibility. 

 Governance and leadership were strengthened by virtue of having 
more laypeople serving on the boards. 

 Strategic planning was enhanced. 

 Disadvantage – the clergy were not as supportive as desired or 
needed. 

 Disadvantage – many board members reported that they did not 
receive adequate training for serving on the board. 



School System Finances  

Advantage – 70% 

Disadvantage – 8% 

  

 Enhances economies of scale and pooling and sharing of resources. 

 The school system demanded a consistency of good financial accounting 
across all participating schools. 

 New procedures led to greater financial transparency and more active 
support on the part of donors. 

 Disadvantage – some respondents stated that more financially able 
parishes were not able to support the financially weak schools. 

 Disadvantage – some respondents stated that different schools in the 
same school system had varying degrees of fundraising abilities to offset 
the subsidy disparities of parishes. It was difficult to convince wealthier 
parishes of the need for parity among participating schools. 

 Disadvantage – some respondents were worried about the willingness of 
donors to give to a school system rather than a school. 



School System Educational Programming  

Advantage – 77% 

Disadvantage – 8% 

  

 The school system approach provided a more rigorous curriculum with 
greater curriculum and instruction articulation throughout the school 
system. 

 The school system allowed for more varied extra-curriculum programs 
and activities. 

 Professional development programs for the teachers were significantly 
improved to support the more demanding curriculum. 

 There was evidence of richer teacher interaction and collaboration. 

 The social environment for the students was improved. 

 Disadvantage – some respondents were concerned that the weaker 
academic program in some schools could diminish the academic 
program in schools with a stronger curriculum. 



School System School Community  

Advantage – 62% 

Disadvantage – 21% 

  

 The school system approach did pull people together across the 
community to work on various school projects and committees 
and, as a result, there were more people involved in the life of 
the schools. 

 Disadvantage – the greatest disadvantage reported by many 
respondents was that the schools would lose their sense of parish 
affiliation. 

 Disadvantage – many respondents reported that some individual 
schools in the school system attempted to protect their unique 
identities and were less likely to work together. 



School System Enrollment  

Advantage – 79% 

Disadvantage – 4% 

  

 A majority of the respondents reported that the school system’s marketing 
programs were greatly enhanced, and in some cases, professionals were 
used to direct the school system’s marketing program. 

 A few respondents reported that the idea of using a mission statement to 
create a brand for the school systems helped the system portray a unified 
voice and face to the general public. 

 Disadvantage – a number of respondents reported that the school system’s 
limited resources, which were spent on school central office activities and 
personnel, should have been used to support a stronger marketing program. 

 Disadvantage – it is much more difficult to market a school system over an 
individual school. 

 Disadvantage – following the establishment of a school system, 30% of the 
schools reported a decrease in enrollment of 5% or more.  51% of the school 
systems maintained their enrollment from when they operated individually, 
and 19% experienced an increase in enrollment of over 5% or more.       
[70% of respondents indicated either growth in or maintenance of 
enrollment levels] 



School System Catholic Identity  

Advantage – 66% 

Disadvantage – 3% 

  

Most respondents did not report any negative impact of the 

school system approach on the Catholic identity of the schools. 

Many respondents stated that they believed the school system 

created a unified vision of the faith mission of the schools and 

was beneficial in the school system’s marketing program. 

 Disadvantage -  some respondents felt that the individual schools 

in the school system could lose some of their identity with their 

home parish. 





4% decrease (almost 1,000 

Parishioners) over 10 years – York 

County population has grown 4.8% 

in the same time period. 



Baptisms are down about 33% 

from 2006 to 2016 



Enrollment is down about 14% 

from 2006 to 2016 



1. 2016/2017 enrollment was 756, 2017/2018 was 753, 2018/2019 is 728 
(includes 121 in PreK). 

2. Pre K enrollment does not translate directly into K enrollment. 

3. Traditionally approximately 1/3 of infant baptisms have translated into 
enrollment. 

4. The 7th grade class at York Catholic is 86 students – traditionally closer 
to 100. 

5. YCHS is up 29 students over budget for this school year. YCHS has a 
full-time Enrollment Director and a full-time Marketing/ 
Communications Director dedicated to making this increase happen. 

6. The cost burden of supporting a school for most of the Parishes is 
unsustainable. The parishes are healthy funding 21% of the school 
expenses. 

7. Parish subsidies: $358,777 (25%), $385,332 (35%), $238,561          
(39%), $317,062 (39%), and $297,083 (39%). 

8. There are a number of educational offerings in York County that create 
a very competitive environment. 

       







The York Deanery Catholic School System partners with 

families to provide an unparalleled educational experience 

that supports students on their Christ-centered journey to 

achieve their highest academic potential and spiritual and 

moral development. 

 

A strong and sustainable model of Catholic education 

cultivating students who are spiritually mature, morally 

focused, and academically excellent. 

 



1. We believe every child is a gift from God. 

2. We believe parents are the primary educators of their children. 

3. We believe teachers are partners with the families in the educational 

process. 

4. We believe every person must be treated with dignity, respect, and 

care. 

5. We believe the school is rooted in the life of the Catholic community. 

6. We believe Catholic values are reinforced in every part of the 

educational process. 

7. We believe the spiritual growth of our students is important to the 

sustainability of our Catholic community. 

8. We believe positive relationships are critical to the success of our 

students and our school system. 

9. We believe as part of the Catholic community, we are stewards of the                              

faith. 



• Creation of one York Catholic Elementary School with 

3 campuses 

• The elementary school will be governed by one Board 

• The elementary school will feature consistent, broad-

based funding, shared administration and other 

centralized resources 

• The aim will be an educational experience that is 

consistent for all students regardless of the location 

they attend 

• The elementary school will offer combined extra-

curricular activities including clubs, sports, and music 

 



• Ensures 

consistent 

implementation 

of curriculum 

 

• Ensures 

consistent 

culture across 

al locations 

 

• Facilitates a 

model that is 

more efficient 

and consistent 

across the 

organization 

Proposed Organizational Chart for 

York Catholic Elementary School 



• President: provides a 

public face for the 

organization to the 

community 

• Principals: focused on the 

education of students 

• Business Mgr: focused on 

expense management and 

fiscal health 

• Admissions: focused on 

driving enrollment up 

• Development: creates an 

opportunity to significantly 

increase philanthropic 

support 

• Marketing/Comm.: creates 

an opportunity for 

consistent messaging 



• Consistent implementation of top tier curriculum 

across all campuses. 

• Similarity of resources. 

• Training/professional development to support use of 

common resources. 

• Facilitate grade level meetings across the campuses to 

maintain consistency of implementation among 

teachers not working in the same building. 

• Will continue to offer foreign language, music, 

physical education, and art at all campuses. 

• Target student to teacher ratio of 25:1. 

 

 



Central 

South 

East 

• Regional 

campuses 

located near 

the population 

hubs of York 

County 

 

• Leverages 

currently 

owned facilities 

 

• Difficulty 

deciding on 

location of 

central campus 



• The largest source of income for a school. 

 

• Standardized tuition across all campuses. 

 

• Increased opportunities for tuition assistance. 

 

• Gradual rise for families currently paying less than 

the new tuition. 







• Handout has a section of FAQs 

• In order to maximize the opportunities to participate in the feedback 

session the following rules apply: 

• Each person will be allotted 2 minutes 

• When called upon please state your name, your Parish, and 

whether you have a question or a statement 

• If you have a question, please state the topical area – you will 

have 2 mins for combined question and answer 

• If you have a statement – you will have 2 mins to make your 

statement 

• All questions and statements will be written down by our scribes 

• Questions will be directed to the leader best able to respond  

• To ensure everyone that desires to do so has an opportunity to 

participate, please refrain from follow up questions or comments 

if your time has expired 

• Please note, a survey will be sent in a couple of days, so if you aren’t 

able to fully develop your questions tonight or if we run out of  

    time, you will have an opportunity for your voice to be heard 



Topical Areas: 

1. Catholic Identity 

2. Enrollment 

3. Extra Curricular Activities 

4. Facilities 

5. Finance 

6. Governance 

7. Human Resources 

8. Implementation of Curriculum 

9. Marketing/Communications 

10.Technology 

11.Transportation 
 

• When called upon please 

state your name, your 

Parish, and whether you 

have a question or a 

statement 

• If you have a question, 

please state the 

topical area – you will 

have 2 mins for 

combined question 

and answer 

• If you have a 

statement – you will 

have 2 mins to make 

your statement 





• Aggregate the questions and discussion topics from 

today’s sessions. 
 

• Circulate to all stakeholders an electronic survey to 

provide additional feedback and ask additional 

questions. 
 

• Utilize feedback to better clarify the overall 

proposal and future direction. 
 

• Working with Parish leadership, continue to develop 

a final proposal for consideration by the Bishop. 
 

• Communicate final proposal to all stakeholders. 

 


