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Wayland School Start Time Task Force Report 
Executive Summary 
The Challenge: 
High School Students Do Not Get Enough Sleep 
The Wayland Public Schools believes that it must nurture a sense of well-being in order for students 
to fulfill their intellectual, emotional and physical potential. It believes that rigorous challenge builds 
strong, resilient and, ultimately, healthy children. At the same time, the District works constantly to 
balance the work it requires of its students with their need for a balanced, vibrant life outside of 
school and their development and maintenance of healthy habits.  
 
Sleep is a habit that we believe is central to our students’ health particularly for adolescents who are 
both maturing quickly and are responsible for increasingly complex decisions. The results from a 
Weston High School survey of approximately 1000 students between 2015 and 2017 captured the 
importance of sleep when it summarized its results by stating: “73% of students who get 7+ hours of 
sleep at night describe themselves as happy or very happy while only 52% of students who get less 
than seven hours of sleep say the same.” In a Wayland School Committee-sponsored 2017 survey 
of Wayland High School Students, the self-reported stress level was twice as high for students who 
got less than eight hours of sleep when compared with those that got more than eight hours of sleep.  
 
The consensus view, actually, is that adolescents need between 8.5 and 9.5 hours. Unfortunately, it 
appears clear that the majority of Wayland Public School students do not even get the seven or eight 
hours of sleep discussed above. The 2017 Wayland student survey found that “by the time they 
reach high school, half of our students are getting 6.5 hours of sleep per night or less.”  
 
The Scientific Reasons for Adolescent Sleep Deficits 
The Impact of Insufficient Sleep 
A 2014 report from the American Academy of Pediatricians expressed strong concern about 
insufficient sleep for adolescents. It states, “Consistent with other methodologic approaches, the 
consensus ... is that both younger… and older adolescents are not getting enough sleep...The health 
and behavioral outcomes linked to restricted sleep… are alarming. These outcomes include 
increased risk of car crashes, delinquent behaviors, depression and psychological stress.”  
 
Biological and Environmental Causes of Insufficient Sleep for Adolescents 
In contemporary society, biological and environmental factors conspire to interfere with our students’ 
ability to fall asleep. At all ages, people, like other living beings, follow a certain daily pattern (called 
a circadian rhythm) that enable them to function effectively, and repair and refresh themselves in 
twenty-four hours cycles. For humans, sleep occurs naturally at night because the hormone that 
induces drowsiness, melatonin, is secreted when there is an absence of light. However, adolescents’ 
circadian rhythms are slightly longer than twenty-four hours, delaying their secretion of melatonin, 
causing adolescents to be unable to fall asleep easily before approximately 11:00 p.m.  
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Exacerbating their natural melatonin secretion delay are critical environmental influences. In 
particular, adolescents who watch illuminated computer/smartphone screens within an hour of their 
bedtime inhibit their melatonin secretion further, making it more difficult for them to fall asleep. 
 
The Value of A Delayed Start of School 
A final environmental factor, and perhaps one that is most under the control of educators, is the time 
at which middle and high schools start their first class of the day. The current 7:30 a.m. start time at 
Wayland High School makes adequate sleep, approximately 9 hours of sleep, unattainable for most 
students. As a result, over the past fifteen years, Wayland has formed two task forces with the stated 
purpose of finding a way that is fiscally responsible to move middle and high school start times later 
without causing harm to the experience of elementary school students.  
 
The Wayland School Committee’s Direction in 2017 to the School Start Time Task Force 
In 2017, the Wayland School Committee charged the School Start Time Task Force “with developing 
one or two plans for school start times that move high school and middle school start times as close 
as possible to 8:30 A.M.” (March 27, 2017 Wayland School Committee Minutes) While significant 
research calls for an 8:30 a.m. start, studies also indicate that student health has improved 
significantly when school start time is delayed only thirty minutes. As a result, the Task Force has 
also looked at solutions that delay the high school start time only thirty minutes as well as those that 
delay it sixty minutes.  
 
 
Challenges to Delaying High School and Middle School Start Times 
 
In delaying start times, Wayland faces four major challenges: 
 

a. A concern that elementary school students might be adversely affected by a change to 
start time and end time. 
b. An understanding that any change to transportation schedules would have an amplified 
impact on our Boston resident students. 
c. An interscholastic sports schedule that requires students to leave Wayland for away 
games no later than 3:00 p.m. 
d. A limitation on how much funding the town of Wayland is able to allocate to address 
complications resulting from a change in start time. 
 
 

The Work of the 2017 School Start Time Task Force 
The School Start Time Task Force has worked over the past several months to address the above 
concerns and make a recommendation for a substantive delay in the start of school for middle and 
high school students. 
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On September 25, 2017 the Superintendent proposed that the task force focus on one particular 
delayed start time proposal that seemed to address these challenges. It moved middle and high 
school start times to 8:00 a.m. and elementary school start times from 8:45 to 9:00 a.m.  
 
Some Task Force members expressed concern that traffic would increase in the morning at the later 
start time, increasing the middle and high school students’ travel time and mitigating the impact of 
the later start time. In addition, elementary parents and teachers expressed concern that elementary 
students would lose focus towards the end of the later day and that the shorter window would make 
buses consistently late for pick-up. Finally, Task Force members expressed concern that Boston 
elementary students would arrive home significantly later in the evening because of increased traffic 
in Wayland and Boston at this later time. 
 
After this meeting in which the Task Force discussed the above proposal, the District office staff 
worked with its bus vendor, First Student, to address the transportation concerns the Task Force 
identified. It studied computer simulations of these routes and hired trial buses to follow the routes at 
the proposed times. In the end, this report will explore the details of those simulations, and will 
propose approaches that the school system could use to mitigate these challenges.  
 
The results of the study showed that if the above proposal were implemented, and the high school 
dismissed at 2:45 p.m., the majority of buses would arrive at the elementary schools five to ten 
minutes after their proposed 3:30 p.m. dismissal. Because of this predicted delay, the 
Superintendent and several members of the Task Force were not comfortable moving forward with 
delaying start times a full thirty minutes. The Task Force discussed the possibility of hiring school 
staff to stay with the delayed elementary students. For many members of the Task Force, that was 
not a satisfactory solution. 
 
The Task Force’s Response to the 2017 School Committee Direction 
The Task Force Response: On October 23, after meeting six times and after hours of discussion, the 
Task Force held a closed-ballot vote. Eleven members voted in favor of the proposed change 
discussed above and eight voted against it. The voting reflects not so much a disagreement about 
the value in delaying start times for adolescents as it does the concern that this delay will have 
negative impacts on our elementary students.   
 
It should be noted that there is no clear evidence that a delay of school start times, particularly a 
delay of such a small amount as fifteen minutes, will have a demonstrable impact on the experiences 
of our elementary students. (See, for example, Education Next, “Do Schools Begin Too Early?” by 
Finley Edwards, Summer, 2012) 
 
The Superintendent’s Recommendation 
The Superintendent recommends that the School Committee delay high school and middle 
school start times in two phases. In the first phase, in 2018-2019, start time at the high school 
would move from 7:30 to 7:50 a.m., at the middle school from 7:35 to 7:55 a.m, and at the 
elementary school from 8:45 to 9:00 a.m. Then in phase two, in 2019-2020, we would delay 
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start time at the high school further from 7:50 to 8:00 a.m. and delay start time at the middle 
school from 7:55 to 8:05 a.m. In 2019-2020, elementary schools would keep the same start 
time, 9:00 a.m.  
 
 
Current Schedule: School Start Times in 2017-2018 

Students School Starts School Ends 

Wayand Elementary 8:45 a.m. 3:15 p.m. 

Wayland Middle 7:35 a.m. 2:20 p.m. 

Wayland High 7:30 a.m. 2:15 p.m. 

 
 
Phase 1: Recommended School Start Times in 2018-2019 

Students School Starts School Ends 

Wayand Elementary 9:00 a.m. 3:30 p.m. 

Wayland Middle 7:55 a.m. 2:40 p.m. 

Wayland High 7:50 a.m. 2:35 p.m. 

 
 
Phase 2: Recommended School Start Times in 2019-2020 

Students School Starts School Ends 

Wayand Elementary 9:00 a.m. 3:30 p.m. 

Wayland Middle 8:05 a.m. 2:50 p.m. 

Wayland High 8:00 a.m. 2:45 p.m. 

 
 
By phasing in our start time delay, we can ensure that our buses arrive on time in the afternoon 
during 2018-2019. During the 2018-2019 school year, we will work to optimize our bus routes. If we 
can cut the length of time between the start of the high school route and the start of the elementary 
route from an average of 55 minutes to 45 minutes, I will recommend that the Wayland School 
Committee approve a start time of 8:00 a.m. at high school and 8:05 a.m. at the middle school in 
2019-2020.  Please keep in mind that this solution can only work if the town of Wayland allocates an 
additional $45,000 annually to address challenges with certain bus routes. 
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Wayland’s Past Work Related to Delaying High School and Middle School 
Start Times, 2002-2014 
Wayland has had two task forces that have seriously researched and discussed delaying high 
school start times, one in 2004 and one in 2017.  
 
2002-2004 
During the 2002-2003 school year, according to the “Wayland Public Schools Report of the 
School Start Time Task Force” (Written by Mizoguchi and Tower and presented to the 
Superintendent in December, 2004), Wayland High School students began a campaign to 
make their start times later. After each school’s school council studied student sleep issues 
during the 2003-2004 school year, then-superintendent Dr. Burton initiated a School Start 
Time Task Force that began meeting in September of 2004. 
 
The School Start Time Committee met seven times between September and November of 
2004. The above-mentioned report (December, 2004) summarized their work and specified 
next steps. On page two of the report, Mizoguchi and Tower captured the central concerns 
that have motivated the work of this 2004 start time committee and the latest task force.  
 

The most troubling consequences of sleepiness are injuries or deaths related to lapses 
in attention and delayed response times at critical moments, such as while driving. 
Young drivers, age 25 or under, cause more than one-half of “fall-asleep” crashes. 
Inadequate sleep also increases risk of depression, diabetes, obesity, stimulant use, 
and compromised immune function. Sleep deprivation also impairs learning and 
long-term memory consolidation. Sleep that is truncated by early awakening 
disproportionately reduces REM sleep that is normally concentrated in the last third of 
the night. REM sleep [parallels] memory assimilation rates and is believed to be 
important for associative learning. Sleep deprivation dramatically impairs a student’s 
ability to concentrate, and confounds an adolescent’s struggle to learn how to manage 
stress and control emotion, exacerbating irritability, mood swings, and undermining 
self-esteem and confidence. Middle and high school adolescents require 9 hours or 
more of sleep per night, but rarely sleep more than 6-7 hours.  

 
 

The 2004 Task Force stated the following in its conclusion: “This Task Force unanimously 
recommends that the Wayland School District proactively seek a means to delay the High 
School and Middle School start times by 45 minutes or more.” 
 
At the same time, while the Task Force strongly recommended delaying high school and 
middle school start times, its report also made clear that actually implementing a change 
would be challenging. Most obviously, unless the school doubled the size of its bus fleet, at a 
cost of several hundred thousand dollars per year, it would need to use the same buses for 
elementary and secondary students. As a result, a later start time for middle and high school 
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students, would require elementary schools to start either earlier or later to give the buses 
time to complete their runs throughout the different levels. In addition, the fact that Wayland is 
a METCO district, and deeply committed to its METCO program, sparked apprehension 
because the impact of any start time changes would necessarily have a more profound impact 
on Boston students commuting through both city and highway traffic each day.  
 
Alluding to another limiting factor, the 2004 report urged the district to reach out to other 
districts in the Dual County League to delay the start of athletic contests throughout the 
conference. The problem the Task Force identified was that without more of a 
conference-wide consensus, Wayland High School would release its student-athletes later 
and arrive at other schools late for sporting events. One should note, that Wayland was not 
comfortable mitigating the effects of a later dismissal time by dismissing student-athletes early 
from final period classes. (Weston, Lincoln-Sudbury and Newton, for example, do allow this.) 
Wayland has felt that early dismissals would alter the academic integrity of the final class of 
the day. Unfortunately, even though it was clear that if the entire conference shifted its games 
later, it would be easier for individual schools to shift their dismissal and start times later, it 
was not clear that the conference would be able to shift as a group in the near future.  
 
Ultimately, the Task Force acknowledged that education in the Wayland community first had 
to take place to create more urgency in the town to adopt later start times. In particular, the 
2004 Task Force anticipated that the District would have to allocate additional funds to handle 
anticipated transportation challenges, requiring support for an increase in school expenditures. 
 
2005-2014 
School start times did not change in the ensuing years. Many other issues fraught with 
significant budgetary implications, such as the reconfiguration of the elementary schools and 
the construction of the new high school, made building support for expending more on 
transportation to delay secondary school start times very challenging. 
 
At the same time, given the challenges in delaying the start of school, the Wayland Public 
Schools focused significant effort on enabling students to live more healthfully. It developed a 
comprehensive health education program that pushed students to think carefully about their 
time management, their nutrition, their level of activity, and sleep. Over this period, 
counselors, teachers and administrators made a concerted effort to advise high school 
students to seek balance in their schedules, rather than, for example, piling on advanced 
classes to burnish college applications. Finally, Wayland steadily built support for protecting 
family time by organizing weekends during the school year in which students did not receive 
any homework in any class throughout the District.  
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Wayland’s Recent Effort to Delay Middle and High School Start 
Times 
Beginning in 2014, responding to local and national concern, and school start delays in other 
districts, school start time again became a focus of Wayland’s efforts to improve the wellness 
of its students. In August of 2014, the American Academy of Pediatrics issued the following 
statement:  
 

The American Academy of Pediatrics recognizes insufficient sleep in adolescents as an 
important public health issue that significantly affects the health and safety, as well as the 
academic success, of our nation’s middle and high school students. Although a number of 
factors, including biological changes in sleep associated with puberty, lifestyle choices, and 
academic demands, negatively affect middle and high school students’ ability to obtain 
sufficient sleep, the evidence strongly implicates earlier school start times (ie, before 8:30 
am) as a key modifiable contributor to insufficient sleep, as well as circadian rhythm 
disruption, in this population. Furthermore, a substantial body of research has now 
demonstrated that delaying school start times is an effective countermeasure to chronic 
sleep loss and has a wide range of potential benefits to students with regard to physical 
and mental health, safety, and academic achievement. The American Academy of 
Pediatrics strongly supports the efforts of school districts to optimize sleep in students and 
urges high schools and middle schools to aim for start times that allow students the 
opportunity to achieve optimal levels of sleep (8.5–9.5 hours) and to improve physical (eg, 
reduced obesity risk) and mental (eg, lower rates of depression) health, safety (eg, drowsy 
driving crashes), academic performance, and quality of life. 

 
 
In July of 2015, the School Committee heard a report that detailed the latest sleep research, 
legislative action at the state level, and efforts that schools in Wayland’s surrounding towns 
were making to delay their start times. At this meeting, the School Committee indicated it 
would “proceed with a phased approach to include data collection and information gathering 
which will be brought back to the Committee with a more detailed recommendation as to the 
process for further evaluation.” (July 6, 2015 Wayland School Committee Minutes)  
 
During the fall of 2016, District-sponsored focus groups met during several public 
presentations. In January and February of 2017, the School Committee launched surveys of 
parents, teachers and students to gather their opinions on delaying school start time. On 
February 26, the School Committee reviewed this data. Some of the major takeaways from 
the surveys were the following: 
 
• Similar to students across the nation, less than 30% of Wayland ninth graders and less than 
20% of tenth, eleventh and twelfth graders indicated that they got at least eight hours of sleep. 
 
• Less than 20% of high school students and less than 20% of their teachers reported 
students being “fully alert” for first period which began at 7:30 a.m. 
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• 79% of high school students wanted a start time at 8:00 a.m. or later. 
 
• 90% of parents wanted a start time at 8:00 a.m. or later. 
 
In addition, surrounding towns also searched for intermediate solutions that would preserve 
their interscholastic athletic schedules. In 2017-2018, for example, Concord-Carlisle moved 
their start time to 8:00 a.m. and dismissed at 2:41 p.m. 
 
However, the surveys also raised certain concerns about implementing a change in start time. 
Elementary parents were concerned about moving elementary start times too early (their 
children would get picked up in the dark) or too late (they would need child care in order to get 
to work on time). 
 
March, 2017: The School Committee directed Superintendent Stein to initiate a School Start 
Time Task Force with the following guidance:  
 

The Task Force will be charged with developing one or two plans for school start times 
that move high school and middle school start times as close as possible to 8:30 A.M., 
understanding that this will likely impact elementary schools start times as well. Its goal 
will be to develop, by next November, the optimal plan for School Committee 
consideration. To be clear, the School Committee will decide at that point in time 
whether or not it wishes to move school start times.  No prior decisions have been 
made in this regard.  It is only that the Committee wishes to consider the best possible 
proposal in the context of making their decision. 
 

May and June, 2017: The 2017 Task Force met three times, May 1, May 15 and June 5. At 
these meetings, after discussing the survey data and the medical research, the group broke 
into four groups, each one studying one of four options for delaying high school and middle 
school start times. During this process, a majority of task force members expressed a desire 
to delay start times. At the same time, they raised the following primary concerns: 
 

1. Arriving on time to interscholastic athletic contests would be a significant challenge if 
high school start time (and, therefore, dismissal time) was delayed more than thirty 
minutes.  

 
2. Moving elementary school start times earlier would require elementary students to 

wake up early. 
 

3. Moving our elementary schools’ start times later would also make their dismissal times 
later. Elementary teachers were concerned about the productivity of elementary 
students later in the afternoon. 
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4. Moving elementary school start times later would require more working parents to hire 
child care providers before school. Members of the committee expressed concern that 
the town’s before and after-school care program, BASE, would be able to meet the 
increased need for morning child care. In addition, BASE is not an option for our 
Boston students. 

 
Summer of 2017: 
After assuming the superintendency in July of 2017, Dr. Unobskey met with a wide variety of 
community members throughout July and August to discuss delaying school start times. He 
met with members of the Task Force, School Committee members, as well as dozens of other 
parents and teachers. The Task Force’s fall meetings were moved to the evening to enable 
more working parents and Boston-resident parents to participate on the committee. After 
several conversations with Dual County League Superintendents, it became clear that, in the 
short-run, there was no conference-wide plan to delay the start of games. Concord had made 
the shift to 8:00 and did not plan to shift later. Other districts, like Bedford that had a start time 
of 7:50 a.m., expressed strong reservations about shifting games later because their 
recreation department took control of their fields at 6:00 p.m.  
 
Because the latest that a DCL school (other than Newton and Weston, which excuses 
student-athletes early from classes) currently ended their day was at 2:41 p.m., and it seemed 
unlikely that there would be a mass movement to a later time in the near future, it made sense 
to propose a more gradual approach to delay start time. It was hoped that the Task Force 
could develop a compromise that delayed start times to a certain extent without interfering 
with Wayland’s ability to arrive on time to interscholastic sporting events.  
 
Fall of 2017 
During the fall of 2017, the School Start Time Committee met three times as an entire group 
and once as a smaller group to draft this report. Below is a summary of those meetings. The 
purpose of providing detailed descriptions of these discussions is to examine the complex set 
of considerations that delaying start times raises and to illustrate the care with which the Task 
Force examined these effects on the entire K-12 community. 
 
Meeting 4: September 11, 2017 
The Task Force looked in greater detail at the specific concerns that the four options 
considered in the spring had raised. In particular, it looked at the constraints that our current 
interscholastic sports program imposed upon our end time. 
 

a. Proper Arrival Time for Athletes: Heath Rollins, Wayland’s Athletic Director, 
identified 2:45 as the latest possible end time for the high school’s academic 
day. After noting challenges that the Concord athletic teams faced with their 
new dismissal time of 2:41, Mr. Rollins explained why 2:45 was our latest 
possible end time at the high school. Because games typically start at 4:00 
p.m., and buses needed to arrive no later than 3:45 for students to have 
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minimal warm-up time, buses would need to leave on average at 3:00 from 
Wayland High School. According to Mr. Rollins, students needed at least fifteen 
minutes to travel from their last period class, change into their uniforms, and 
board the bus.  

 
b. Field Use Restrictions after 6:00 p.m: In addition to Bedford’s concerns 

mentioned above, Mr. Rollins explained how Acton-Boxboro had sold specific 
time-slots for non-school groups to use its fields in order to help pay for their 
construction. As a result, A-B, like Bedford, would not be able to delay the start 
of games beyond 4:00 p.m. because they would risk not finishing games that 
lasted longer than two hours.  

 
As a result, the Task Force concluded that end times could only shift from 2:15 to 2:45 p.m., 
and as a result, start times could be delayed, at most, from 7:30 to 8:00 a.m.  
 
Next, the Task Force looked at two options (Options A and B below) that allowed for a 2:45 
p.m. high school and middle school dismissal. Below are listed the current start and end times 
followed by the two options that the Task Force considered on September 11 that fit within this 
constraint: 
 
 
 

Current Schedule 
 

Students First Bus 
Pick-Up 

School Starts School Ends Last Bus Drops 
Off 

Wayland Elementary Buses 8:05 a.m. 8:45 a.m. 3:15 p.m. 3:55 p.m. 

Wayland Middle  Buses 6:50 a.m. 7:35 a.m. 2:20 p.m. 2:55 p.m. 

Wayland High Buses 6:50 a.m. 7:30 a.m. 2:15 p.m. 2:55 p.m. 

Boston Elementary Bus 7:00 a.m. 8:45 a.m. 3:15 p.m. 5:05 p.m. 

Boston Middle/High Bus 1 6:15 a.m. 7:35 a.m. 2:20 p.m. 3:55 p.m. 

Boston Middle/High Bus 2 6:35 a.m. 7:30 a.m. 2:20 p.m. 3:45 p.m. 
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Option A: Elementary Earlier (Presented at September 11 meeting) 
 

Students First Bus 
Pick-Up 

School 
Starts 

School Ends Last Bus Drops 
Off 

Wayland Elementary Buses 6:45 a.m. 7:25 a.m. 1:55 p.m. 2:45 p.m. 

Wayland Middle Buses 7:25 a.m. 8:10 a.m. 2:55 p.m. 3:30 p.m. 

Wayland High Buses 7:25 a.m. 8:05 a.m. 2:50 p.m. 3:30 p.m. 

Boston Elementary Bus 6:00 a.m. 7:25 a.m. 1:55 p.m. 3:55 p.m. 

Boston Middle/High Bus 1 6:45 a.m. 8:05 a.m. 2:50 p.m. 4:25 p.m. 

Boston Middle/High Bus 2 7:10 a.m. 8:05 a.m. 2:50 p.m. 4:20 p.m. 

 
 
 
Option B: Elementary Later (Presented at September 11 meeting) 
 

Students First Bus 
Pick-Up 

School Starts School Ends Last Bus Drops 
Off 

Wayland Elementary Buses 8:20 a.m. 9:00 a.m. 3:30 p.m. 4:10 p.m. 

Wayland Middle Buses 7:20 a.m. 8:05 a.m. 2:50 p.m. 3:25 p.m. 

Wayland High Buses 7:20 a.m. 8:00 a.m. 2:45 p.m. 3:25 p.m. 

Boston Elementary Bus 7:15 a.m. 9:00 a.m. 3:30 p.m. 5:20 p.m. 

Boston Middle/High Bus 1 6:45 a.m. 8:00 a.m. 2:50 p.m. 4:25 p.m. 

Boston Middle/High Bus 2 7:05 a.m. 8:00 a.m. 2:50 p.m. 4:15 p.m. 

 
 
Discussion about Option A and B at September 11 meeting 
In smaller groups, the Task Force then discussed these two options. Each group first looked 
closely at concerns regarding Option A, the option that moved elementary school to an earlier 
start time. Members, first of all, expressed concern about the earliness of the morning pick-up 
for elementary students. The first pick-up in Wayland at 6:45 a.m. would likely require a 6:00 
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a.m. wake-up time for our elementary students. The early start time would cause a much 
earlier pick-up time for our Boston elementary students, with the first bus arriving at 6:00 a.m. 
Because students’ parents have to drive their students to one of four stops in Boston, this 
would require many of our Boston-resident elementary students to wake up between 4:50 a.m. 
and 5:00 a.m.  
 
Members of the Task Force, in their small groups, expressed concerns as well about Option 
B. Members expressed concern that elementary students would not be as productive if 
dismissal were delayed from 3:15 to 3:30 p.m. Members, in addition, expressed concern that 
arriving home later would cause elementary students to miss certain afternoon activities and 
would make family-bonding time much shorter at night. These activities, such as dance 
lessons or robotics, play an important role in the wellness of our children. Finally, working 
parents of elementary students expressed concern that they would need more access to 
childcare in the morning. Currently, BASE has a waiting list in the morning so it would have to 
expand its hiring. In addition, because there are not early morning buses from Boston, Boston 
families do not have access to BASE. 
 
In addition, after discussing the September 11 meeting, the District’s Administrative Council 
(which includes all building principals) made the following collective statement: 
 

An elementary start time of 7:25 am presents the probability that K-5 children will 
prepare for school in the dark, have less time for breakfast, and be expected to focus 
for a longer morning.  Because of these significant negative impacts on safety, 
readiness to learn, and student achievement, the Administrative Council of Wayland 
Public Schools is opposed to a 7:25 am elementary school start. 

 
After the Wayland’s Administrative Council made the statement above and after the Task 
Force’s deliberation, it became clear that the elementary-early option (Option A) was 
untenable.  
 
The Superintendent decided to focus the next meeting on probing the elementary later option 
(Option B) to see if the group could arrive at consensus. The concerns of moving the 
elementary schools later, while important, seemed like concerns that the District could 
mitigate. The BASE Director, Pat Keefe, explained that BASE could cover its expanded 
morning needs by hiring one more staff member at each building to work in the morning. While 
a challenge, Ms. Keefe thought that this increase in staffing was attainable. The concern that 
large numbers of students would miss afternoon activities seemed less concerning as well; not 
that those activities were not important but because many after-school activities would adjust if 
the Wayland schools went later. One should note, however, that the later bus schedule would 
cause many of our Boston students to miss after-school activities that took place in Boston. 
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Meeting 5: September 25, 2017 
At the September 25 meeting, the Superintendent asked the group to attempt to come to 
consensus. He presented the one option that did not seem to significantly compromise the 
experience of elementary students and preserved the high school sports schedule, Option B. 
Option B moved the elementary school start time from 8:45 to 9:00 a.m. In response on 
September 25, Task Force members raised three concerns about Option B:  
 

Concern 1: Members were concerned with the impact that the late dismissal might 
have on the home arrival of the elementary students, particularly the Boston students. 
They would get home late, many arriving in their door as late as 7:00 p.m.  
 
Concern 2: Members were concerned that the District was not leaving enough time for 
buses to get from the high school to the elementary schools, causing the buses to be 
late and requiring a good portion of the elementary students to wait for 10-15 minutes, 
and requiring additional supervision from staff. 
 
Concern 3: Members were concerned that morning traffic would increase for the later 
start time and that buses would have to make their pick-up times earlier to ensure that 
students would arrive on time at Wayland High School. As a result, perhaps students 
would have a delayed school start time of thirty minutes but some of their buses would 
arrive only fifteen minutes later. 
 

Because of these concerns, the Task Force members present at the September 25 did not 
come to agreement about whether to delay start times according to Option B or keep the 
schedule the same. 
 
At the Task Force’s request, the Superintendent allocated funds to conduct tests in the 
subsequent two weeks of the travel time of buses following this delayed schedule. The 
Superintendent closed the meeting saying that a smaller group would draft a summary of the 
Task Force’s work, based in part on those test runs, at a meeting among interested members. 
That draft would then be presented to the entire Task Force on October 23. 
 
Results of the Transportation Study, October 3-13, 2017 
In order to address the three concerns above, Wayland hired its transportation vendor, First 
Student, to run six buses (one for each of the longest runs at each elementary school and one 
for each of the three Boston routes) at the times specified in Option B.  
 

Collecting Data Regarding Concern 1: Arrival time of elementary students at 
home: The test runs showed that the travel time of the buses within Wayland was not 
markedly delayed when the routes were shifted fifteen minutes later. The Boston 
buses, however, encountering rush hour traffic on their route home, were arriving up to 
forty-five minutes later at their stops in the afternoon. In particular the last stop on the 
elementary bus to Boston arrived at approximately 5:30 p.m. Because there are only 
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four elementary bus stops in Boston, and parents must then transport their children 
home after picking them up at the bus stop, some elementary students would 
consistently arrive at their homes between 6:30 and 7:00 p.m. 
 
Collecting Data Regarding Concern 2: Arrival time of buses at the elementary 
schools after their high school and middle school runs. The study showed that the 
buses arrived at Loker, Happy Hollow and Claypit Hill between 3:33 and 3:35. The bus 
company felt that these buses could be as late as 3:40 once parents change their 
pick-up patterns if start times were delayed throughout the District. Under this revised 
schedule, teachers would end their contractual day at 3:45, requiring that the school 
hire staff to supervise children if buses were delayed further. In addition, the study 
found that the Boston elementary bus would not arrive at its last school until 4:10 p.m.  
 
Collecting Data Regarding Concern 3: Rush hour traffic could cause us to lose 
gains because high school buses would need to allow more travel time to arrive 
to WHS by 8:00 a.m. The study showed that the longest high school bus route would 
start twenty to twenty-five minutes later in the morning if the high school started 30 
minutes later. Because this challenge only held true for the longest routes, most high 
school students would be able to start their day thirty minutes later. 

 
Addressing the Concerns Raised by the Transportation Study, October 13-23 
Anticipating the Task Force’s reaction to the above data from the test runs, the Central Office 
subsequently asked First Student to test out further changes to the bus routes.  
 

Addressing the delay in arrival at home for Boston Elementary Students 
It proposed Boston resident students at Claypit Hill ride one of the Wayland routes that 
travels towards Route 20. This would enable the Loker and Happy Hollow students 
from Boston to proceed directly home without stopping at Claypit and allow Claypit 
students from Boston to leave their school at 3:30. This additional Boston route could 
save as much as 45 minutes each day for all Boston elementary students.  Adding this 
trip to Boston for this Claypit bus every day would cost the District approximately 
$40,000 each year. In addition, the District would need to spend an additional $5000 
on a bus monitor to supervise this bus.  
 
Addressing the supervision needs of elementary students whose buses arrive 
after dismissal time 
The District would also need to spend an additional $5000 to fund an afternoon 
supervisor at each elementary school for any buses that arrive beyond teachers’ 
contractual time. This would provide one additional staff member at each building to 
supervise buses that arrived after 3:45 p.m.  
 
This solution, however, is not ideal because, while the classroom teacher could hold 
several students as a group in their room until 3:45 p.m., they often use this time to 
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work with students and parents on a more individualized basis and prepare their 
classroom for the following day’s lessons. 

 
 
School Start Time Task Force, Meeting 3: October 23, 2017 
On October 23, the Task Force read over the revised report, the results of the transportation study, 
and the recommendations to address the concerns it raised. We held two, secret-ballot, votes. After 
the first vote, we made new arguments regarding our opinions about school start time and voted 
again. Each time, the vote was split, with eleven members voting for the change and eight members 
voting against it. By the end of the meeting, it was clear that we did not have enough agreement on 
the committee to make a statement recommending how the Superintendent and the School 
Committee should proceed. 
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Conclusion: Recommendations for Delaying School Start Times  
The Superintendent makes the following recommendations: 
 
1. Delay Start Times in Two Phases: The Superintendent recommends that the School 
Committee delay high school and middle school start times in two phases. In 2018-2019, start 
time at the high school would move from 7:30 to 7:50 a.m., at the middle school from 7:35 to 
7:55 a.m, and at the elementary school from 8:45 to 9:00 a.m. Then, in 2019-2020, we would 
delay start time at the high school further from 7:50 to 8:00 a.m. and delay start time at the 
middle school from 7:55 to 8:05 a.m. In 2019-2020, elementary schools would keep the same 
start time, 9:00 a.m.  
 
2. Allocate $45,000 Annually to Address Transportation-Related Issues  
If School Committee decides to delay school start times, it is absolutely critical for the District 
to allocate $45,000 annually to pay for improved transportation for our elementary students. 
 
3. Prepare for Possible Logistical Challenges 
In addition to requesting approximately $45,000, the District requests the patience of Wayland 
residents. In the month of September, communities that have delayed school start times 
inevitably encounter significantly increased traffic as parents and residents adjust their 
morning commuting plans to the students’ new schedules. Even after conducting computer 
and actual simulations for the new routes, it is still not possible to know the exact impact that 
expected traffic changes will have on commute times in Wayland. Largely because of these 
unknowns, the Superintendent is asking that the School Committee phase in school start 
delays over two years. 
 
If the Wayland School Committee does approve the phased-in approach to a delayed school 
start time, the Wayland Public Schools central office staff and the school-based administrators 
will do everything possible to work with town officials during Phase 1 to address possible 
delays and achieve efficiencies so that it can implement Phase Two. 
 
4. Monitor the Plan’s Impact and Continue to Look For Ways to Improve the Health of 
Our Children 
If School Committee approves this recommendation, the District central office will create a 
data collection process to determine the impact that delayed starts have on our students’ 
sleep and health. In addition, as a District, we will continue to evaluate other factors that affect 
our students’ sleep such as the amount of homework they complete and their use of social 
media.  
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