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CHAPTER 1

NATURE AYD DES1GIT OF THE STUDY

Background

In the past, traditional line item end other types of budgets have
provided minimal and fregmentary information for planning. The types

cf budgets used in most districts in the United States have achieved

a certuin degree of commonslity eni may he categorized as : {1; the
object-oriented budget; (2) the function-object budget; and, {3} the
planning-programming-budgeting system. (1) Most districts are now
~rerating on function-object budgets. This type tries to identify
operating costs bty dividing the total educational operation into specific
object cat:gories, then sub-divides these into their respective components
a3 determined by function and objezt, thus arriving at a series of
sut-totals (sub-expenses)., This type has evolved more as & means to
control ever-exranding aveas of management on & non-integrative,
short-range cost accounting basis. In contrast to the PPBS type,

this type is more concerned with inputs rather than outputs, and

proJects needs and costs on a year-tc-year basis only.

Tre traditional line-iteias budget has remained limited in its usefulness
for fiscsl sccounting and defining broad operational programs. A
budiet more useful for specific programs and sub-programs designed to
meet operaticnally-achievable objectives 1s the program budget.

The program budget breaks the traditional bond among long-existing

designated categories by redistribution of elements within them

O
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according to the progrems containing them. This can provide the

average person concerned with educational costs the ability to see

Just where funds are being allocated and spent. This does not

necessarily imply that a reduction in operating cost will result.

To believe so is to consider PPBS a panacea, which it isn't. Rather.

it means that it is possible to forecast operating costs and needs with
greater accuracy, flexibility and accountability. Visualized programs

can expand or be discontinued as the need arises, as determined by managers

in control at each leve: in the system.

Beginning with the federal zovernment's decision to implement PPES via
RAND Corporation's assistance, the program budget aspect of PPBS has

a.> racted the attention of educators as well, It is, however, only since

the early 1960's that operational program budgets have existed, & relatively

short time in which tc expect & massive change-over to take place in
education., While it may be true that there are plans such as the

5-5-5 Plan to introduce PPBS into governmental activities, only certain
modified portions of the total Planning Programming Budgeting approach
have been operationalized. According to Hartley, some of the schools
using a modified approach include the following: the Baltimore City
Public Schools, the Chicago Public Sctoolsj the Dade County, Florida,
Public Schools; the Memphis City Schools; the Philadelphia Public
Schools; the Sacramento City Unified Schcol District; the Seattle Public
Schools; and the schools in the Westchester, New York, intermediate

school district.(2)
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The increasing complexity, variety, and amount of educational costs
reflect the need for betier financial planning in schools. Any budget
is merely sn estimate of planned expenses for a given period. The
treditional budget is constructed sc that its legal power and control
exists only rrom the beginning of cne fiscal year to its ending.
However, since most schools do not begin-and cease operation on these
dates, there is a time of overlap and confusionT A projected program

budget aims to avoid this through multi-year financial plarning.

Until now there has been little emphasis on determining the totsl

cost of individual programs in relation to the system as a whole.

This has resulted in a yearly determinaticn of s¢parate itemized
expenses on a limited year-to-year basis, rather than on a longer {e.g.,
five year) plan es typically used in PPBS. Frequently, much-needed
programs have been eliminated and rew ones prevented from emerging

due to a shifting in allocation of funds. Fad multi-year cost
projection techniques been used, it is possitle that these shortcomings
could have been avoided. Phasing-out and phasing-in of programs should
have been viewed in terms of both immediate and long-range tenefits,
thus allowing for more innovative approaches in the total educational
syétem, something which traditionai bulgets have ignored. Smuller
schoo; systems, witn the impetus of ESEA grants, are beginning to

realize this &nd are attempting to Z‘mplement & change toward PPBS.

One difficulty for schools ircorporating a PPB system is the lack
of familimarity of personnel with PPBS. Thus, one of the main facets to
be considered by & district propusing to move into the area of PPBS is

tbat of having an informed professional steff and an informed public

RIC o
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It 1s obvious that effective public relations will be needed to

accomplish this.

Any district considering the ?PBS approach to budgeting should rvalize
that it will teke some time and erfort before & change is conplete,
Objectives and programs unique to its own needs will have to he developed.
The traditions) budget, in ihe meantime, will snd should continue to
exist, with modifications incorporated as d2termined. If this is done,
an eventual PPB system can then provide for financial planning in

harmony within the total educational operation.

W.N.¥. PPBS Prujject

On November 21, 1967, the Regicnal Advisory Council of Project
Innovation, the Ragional Supplementary Education Center for Western

New York, officially recognized the need for the development and testing
of an operational illustrative model for applying Plunning, Progremming,
Budgeting Systems (PPBS) in those putlic school districts of Western
New York having a student enroiiment of 25,000 pupils or less. The
development ¢f the illustrative model has been undertesken as the

W.N.Y. PPBS Project The completed model consiets of three couponents;

& plenning component, a progreamming component, end a budgeting ccmpoaent.,

Encouragemént.for‘this projeét has cbme from £>~ Westernn New York Chapter
of the Associﬁtion of School Buéiheﬁs Officials of the Erie County

Board of Ccoperative Educational Services; Additionel aupport has been
expressed by Dr. Austin D. Swaneson, educati.nal finance specialist of
the Faculty of Educaticnal Studies &t the State Universit)y of New

York at'Bﬁffalo, and from Dr. Samuel Bennett, District Superintendent

¥
E ‘lCthe Maryvale Central School District of Cheektowaga, New York. (3)
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Sign’ficance

Thr. significance of the eflort tc Aevelop a PPBS model lies in

the fact that it offers a promise of "...improved educational planning,
and attainment of objectives in a manner that atfords the most
educational benefits at the least cost.™ (4) The PPBS techniques

which have proven successful in other areas may prove to be a major
turning point in the improvement of educational manasgement. Through
PPBE the public may be made aware of how effectively their monies are
belng spent iLoward school system goals. PPBS should prove responsive

to t = changing needs of the community, thus avoiding a static condition

in community education.

if the promise of PPBS is fulfilled, its successful operation should
result in the following benefits:

1. Boards of Education will have improved bases for policy-
maeking, and the public will be better informed about program
plans and accomplishments.

2. Operating efficiency will be increased through intelligent
budget planning over a multi-year span.

3. Administrators will gain & better understanding of how to
allocate resources and plan programs within their budget.

4, District and intra-school statements of objectives will be
inproved.

5. Departments and activities o:' schoor districts may be unified
by focusing and directing attention of personnel invoived to
speclific school objectives.

6. Progres performance as well as prioriti s can be more
systematicaliy evaluated.

7. Instruction may be imprcved as a result of focus on overall
ohjectives and analyses of ulternative procedures.

3. Effective planning and follow-through of new programs can
be insured.

14. .



9. Date will be presented in & more useful format,

10. The community will be &ble. to focus its attention on total
school programs, and on the outputs these programs produce.

11. Taxpsyers' con:idence may be enhanced by cost analysis in
‘cerms of progrum outputs.
The anticipeted benefits of PPBS should provide significant educational
gains for the Pilot School District rad similar school districts.
If successful, the Western New York experiment may get a workable
pattern for the development of similar procédures in other school
districts of fewer than 25,000 students. It is anticipated that the

significance of the project may be nationwide.

Task of the Study Group

The Phase I class (a group of 24 experienced educators hereafter
refefred to as the study group) assisted in the development of the
progfamming éomponent for the wéstern Kéw York PPBS Project. The funds
for this project’s research and developmént activities wére 5adé avail-
able under au ESEA Title III grant to the Maryvale School District,
Erie County, New York, in affiliation with the Western New Yors School

Developument Council.

The programming component is vital as it provides the structure
necessary to operationalize the overell objectives of school systems

using the PPBS Model. It also provides a district-wide program design.

Specifically, the study group had the revponsibility of devising
the followLuS four selected elem@nts of the Progremming component:

1, Program Structure -~ The operational framework deaisned to
’ achieve the explicit objectives of a

l:l{j}:‘ scheol aystem.
P oo ]~r”
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2. Program Criteria --

3.  Feedback Mechanisms--

4, Multi-year Ccit -

Procgdures

The procedures utilized by the

The measures of effectiveness of stated
programs. Largely, such measures will
be gquantitative and should permit a
determination of program effectiveness
over a specified time period.

Frocedures designed to facilitate the
return of information related to cost
and to the attainment of the objectives
of operational programs as & means to
control present operations and decision-
making in future rplanning.

Techniques to facilitate forecasting
of the human and physical resources
needed to attain program objectives
over a one to five-year period.

study group in its task of developing

and reporting on the four gelected elements were ss follows:

c.
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Resppn;ible Party

Maryvale Liaison

Client Liaison

Progrem Committee

1. Obtained information from the labor-
atory district as required by project
c.rmittees, such as curricilum
guides, budget and plant information,
ete.

1. Obtained information from the
Western New York School Development
Council as required by project
committees, such as data from other
PPBS studies.

1. Reviewed literature on existing
PPBS programs.

2. Studied existing curricular and
organizational structure of the
laboratory school district.

3. Studied the objectives provided by
the laboratory school district.

4, Designed a program structwre to carry
out enplicit objlectives that accomo-
date the typical major functions
and activities of & school district.

5. Devised measures of effectiveness
of the program. Largely, such

16}




measures were to be quantitative
and were to permit a determination
of program effectiveness over s
specified time period.

. Feedback Committee 1. Revicwed the literature on decizion-
making.
2. Reviewed the literature on evaluation.

3. Reviewed the literature on cost
reporting techniques.

k. Developed procedures for measuring
and reporting the effectiveness of
programs in terms of their stated

. objectives. . .

5. Developed and specified procedures
for a ye&arly pre-budget flnancial-
cwricular review by administirators
and the Board of Educetion of actual
program costs and effectiveness for
the one-year period ending with the
close of the latest accounting period.

E. Cost Forecast Committee 1. Studied methods of forecasting used
by existing PPB Systems,

2. Reviewzd the literature on fore-
casting techniques +hat inrdicate
the human and financial resources
needed ¢to attain progrem ocutputs

- over a five-vear period.

F, Co-ordinating Committee 1. Determined a timetadble for project

’ activities,

2. Met periodicsally to discuss the
developing elements of the study.

3. Mede recommendations to the entire
Phase I study group coicerning
project progress and direction.

4, Met periodically with staff to
discuss pro/ec¢ct problems,

G. Editing Committee 1. Edited drafts presented by study

. group.
2. Had coples of final draft printed
for distribution to client,

ERIC
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Nature of the Report

The report contained in the following chapters consists of illustrative
program criteria, feedback mechanisms, cost forecasting techniques, and

sn illustrative program structure.

In Chapter II, program structures from other PPBS projects are
presented along with that deveioped by the study group. Also present
are iljustrative criteria and techniques found useful in their

development,

Chapter III deals with feedback mechanismg. It shows the inter-
relationships axong feedback and the remainder of an educational

system. In addition, illustrative procedures and forms are presented
vhich may facilitate communication of information regarding instructional

program costs and success.

Chapter IV consists of illustrative procedures and forms designed
to enable sBchool districts to predict program needs and expenses

five years in edvance.

In Chapter V the study grovp draws conclusions and makes reccmmendations

for fubture study conderning PPBS,

O
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Footnotes, Chapter 1
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CHAPTER II

ILLUSTRATIVE PROGRAM STRUCTURE AND CRITERIA

Chapter II has been prepared in two major segments. The first
segment addresses itself to the evolution of the illustrative program
structure herein contained. This portion is paramount, since it logi-
cally groups activities to better focilitate the attainment of

objectives.

The second segment desecribes a suggested procedure for the developuent
of progrem criteria, 'In addition, illustrative program criteria are
vital since they enable a school system to determine the extent to

which its desired objectives are being realized.

INustrative Program Structure

Background for Program Structure

The organizational sﬁructure of a school systém has & profound
influence upon the decision-making process as it applies to planring,
programming and budgeting. The nature of the organizational structure
has, in fact, a direct relationship to the decision-making process

since it specifies the point at which decisions are made.

The major thrust of a program structure is to strengthen sound decision-
making by offering a structure which not only enhances planning,
vvaluating and budgeting, bu£ alsq facilitates the process for
selecting alternatives in décision-making. This may be accomplished

by grouping 1nterrglated activities into logical categories. These
groups of activities are cﬁaracterized in the 1ahguage of PPBS as

programs,

no
o
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Hartley defines a program as & '

.. .group of interdependent, closely
related services, or activities possessing, or contributing to a

common objsctive, or set of allied objectives..."(1)

Programs of activities having generally similar objectives may

be grouped together as categories for the purpose of classification,

This organizetion, based upon the objectives which school activities

are designed to achieve, is called a program structure. One task of

the study group has been to develop an illustrative program structure

for & school district of 25,000 pupils or less.

In pursuing the development of a program structure, the study
group set forth various limitations in design. These limitations were:
J,. Th: illustrative program structure must be possible
to implement in a terget district within reascnable
budgetary limits.
2. The 1mplementation of the illustrative program
structure should not require the employment of
adéitional staff.
3. The purehase ol electronic data processing hard-
ware sheuld not be a requirement for the imple-

mentation of the‘illustrative program structure.

With the above limitations n mind, the study groué examined

a varilety of PPBS models for the purpose of identifying aspzaots of
Program structure which might be applicsble to the task at hand. It
was the experience of the study group, however, that the review of
selected PPBS models proved most useful in developing a frame of

reference concerning the naiure and characterietics of program structure.

FRIC
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The siudy group proceeded to classify all possidble activities

of a hypothetical school system of under 25,000 students into logical
categories of interrelated activities. The models reviewed tested

the validity and rationality of the study group's emerging progran
structure. The selected models provided maximal assistance in
developing the program structure of this study. The study group would
strongly urge others investigating FPB systems to follow the same

precedure.

Selected PPBS Models

Following are the summiries of the program structures of selected
school distriets which, in the Judgment of the study group, placed
emphesis on imPlementation of a total PPB system. Additicnal program
structures reviewed were fcund to be of limited value because their
major thrust was toward program budgeting, which is only a portion

¢. & full PPB system. These program structures are alco presented

for reference in the Appendices.

Pearl River Schoo. District

The Pearl River School District in Rockland County, New York, has
develoned a PPBS plan for a district of 3,500 students. (2) The
major components of the system include a progrem structure, & program
snalysis, a memorandum ani a program accounting sy:ctem. The program
was organized on a K-12 basis in order to facilitate articulation and
continuity of subject area content. Programs wéré identifiéd, coded
and placed into three program categories:

1. Instructional Programs

2. Instructional Support Progrems

O 3. Community Service Programs

RIC
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PEARL RIVER

I. Instiuctionel Programs

A,

Bl

C‘

ERIC
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Besic Educaticn

1.

10.

Inglish, Languasge Arts, and Reading K-12.
Science (including health), K-12.
Methematics, K-.2.

Social Studies, K-12.

Physical Edvcaticn, Intrsmursl and Interscholastic
Athletics, K-12.

Business, 9-12.
Foreign Language, T-12.

Unified Arts, (Industrial Arts, Homemaking, Driver
Education, and Meckanical Drawing), 6-i2.

Art, K-12

Mus ic [} K-12 .

Special Education

5-

Educable

" Emotionally Disturbed

Learning Disability
Pnysically Handicapped

Trainable

Vocational Education

Air Conditioning and Refrigeration

Auto Body & Fender

Automotive Repair

Building Maintenance

Construction Trades
Cosmetology
Data Processing

Distr;butive Education

23"
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Instructional Programs (continued)

c.

D,

Vocational Education {(continued)

9.
10,
il.
12,
13.
14,
15.
16.
17.
18.
19.
20.

2l.

Drafting & Design
Electricity
Electronics

Food Trades

Grounds Mafntenance
Instrumentation
Landscaping

Machine Shop
Practical Nursing
Public Communications (Printing)
Service Station
Small Appliances

Welding

Continuing Education

1.

2dulc Education

InstructionalvSupggrt.Progrgg_

A,

c.

Dy

- Learning Resources

1.

Iibraries, K-12

Pupil Personnel Services

1. Guidance & Psychological Services, K-12
2. Health Services, K<12

Facilities

1. Acquisition & Improvement of Facilities
2. Operation & Maintenance of Facilities

District Managexent

1.

2.

School Management

Central Office Managenent
a. Board of Educatior

24..
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II.

III.

O
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Ingtructional Suppcct Proglam (continued)

D. District Management

2, Central Office Management {(continued)

b,
c.
d.
e.
f.

g,

Superintendent
Instruction

Personnel

Finance

Community Relations
Planning and Research

E. Transportation

1. Home to School and BOCES

F. Food Service

1. Regular Students' Lunches and Milk Program

Comunity Service Programs

A; Recreational Agencies

B, Community Groups

16
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Included in the Pearl River PPB System was a memorandum designed to
help administrators in reviewing pertinent data of each program.
Data consisted of statements of objectives, descriptions of existing

programs and & multi-year budget plan.

The program accountinug system contains a coding mechanism to simplify
fiscal ac¢counting on a progrem basis., This accounting system is
extremely flexible and usable for presenting financial data to both

local and state agencies,

Californi& School Districts

The design of a PPB System Tor the State of California is couteined in

n manual entitled Conceptual Pesigr for a Planning, Programming,

Budgeting System for California School Districts.(3) The program

structw'e recommended therein consists of five categories:

Instruction

. Instructional Support
Pupil Services
General Support

. Comnunity tfervice

VoW D

The Califcrnis Pian further suwo-divides each catégory into six levels
which vrogresy from dis.rict-wide at Level I to individual subjects

at Level VI.

One uignificant aspect of the above study is the consideration of
objectives and criteria, These topics are rarely treated in the

literature of PP3S, .

Sacramento City School D;strict

The extent to vhich some California school districts are responding
in setting uﬁ their program budgets can be noted by examining the

budget of the Sacramento City School District.(h)

s 7
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Sacramento organizes iis bidyet date into three mijor categories:

I. Aéministrative Serviées

II, Instructional Progrens and Services

ITI. Supporting Services

The fol.lowing ic & complete listing of the individuel services included

within the ebove categories:

I, Administrativg Services

II,

III.

ERIC
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.Board of Education

Office of the Superintendent

Personnel Services
Planning and Research

Business Services

Instructional Programs and Services

Al

B-'

c'

I'

Adminiztration Instructional Services
Curriculum Development

Special Services

" Elementary, Jﬁnior and Senior High Schoo.:z

Schools for Adults
Continuation High School

Summer Schocl Progrem

- Staff Training and Summer Demonstration School

Special Projects Depastment

§gppofttgg Services

A,

B.
C.
D.

El

Transportation
daiatenance ani Operatior
Fixed Charges

Food Services

Community Services

Ceneral Capital Improvements
)

07 ¢
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Spring Valley New York
The Spring Vsalley Plaﬂ incorporates all school district activities into
thres categories and a number of ind'viduwal progrems (5):
I. Curricular Programs
II, Curricular Supportive Prcgrams

III. ©Special Services to the Community

These broad categories ear¢ sub-divided Into individual programs of
activities as follows:

I. Curricular Programs

A, Instructional Programs
1. Basic Elementary
2. Basic Secondary
3. Special Education
L. Vocational Eiucation
5. Compensatory Education
6. Continuing Education
B. Instrugt:’.onai Support Progrems
1. ILesrniug Resources
2. Pupll Personnel Services
€. Student Activities
1l. Eiementsr;
2. Secondary

II. Curricular Smr‘tive Programs

A. Facilities ’
1. Aéquiaition snd Improvement of Property

2. Operation and Maintenance of Plant

ERIC .
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C.

Scheol Related Services
1. Pupil Transportation
2. Food Bervices

Policy and Direction

l.f{Board of Education

LA

2. bistriet Coordination and Administration

3. School Level Program (Coordination and Administration

IIT1. Special Services to the Community

A,
E,

Cl

Recreation Agencies
Youth Activrities

Senior Citizens

New York City School System

The program structure of the New York City School System illustrated

below is a refl-ction of the size of the City's education endeavor

(6). The wide varlety of programs indicated is far more then would

Ve necessary for a school district of less than 25,000 pupils. The

following is the Prog.-em Structure which the New York City School

System has deriv:d:

I. Primggy_gggigtiqn

Al

ERIC
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Regular Day Elementary Schools-
Special éervice Elementary Schoola
More Effective Schools

Summer Elementary Schools

Primary Education Administration
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Ii,

IiI.

Y.

Intermediate Education

A. Regular Day Junior High School
B. Special Servics Day Junior High Schosl
C. Intermediate Schools

Career Preparatory Educuation

A, ACademic Dgy High Schools

B. §Special Day High Schools

C. Evening Acedemic High Schools

D, Summer Day Academic High Schools

E. Cummer Evening Academic High Schools

F, Day Vocational and Vocational Technical High Scﬁools
G. Evening Trade Schocls

H. Suumer Day Vocatiornal High Schools

I. Special Prograas

Special Education

A. Schools for Socially Maladjuste’ and Emotionally Disturbed
" Children,"600" Schools

B. Summer Sthools for Socially Malandjusted Children and
Erotionally Disturbved Children

c, Schools for Physically Handicapped Children, "k0O" Schools

D. ' cupationsl Training Centers for Chil<iren with Retarded
.iental Development

E. Schools for the Deaf

F., Administration of Special Education

Research Development and Svaluatipn

A, 'Educht;onal Program Research

B, City-wide Standardized Testing Program

30 MY
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C, Curriculum Research and Development
D. Aéministrative and Finencial Research

E. School Plant Research

VI. Community Activities
A, Comrunity Education
B. Adult Education
C. Managemént of Community Activities

VII. General Support

A. Administrative Support
B. Personnel and Training Support
C. Instructional Support
D. Pupil Support
E. School Plant Support
F. Non-Public School Support
G, Commu.ity Support
- H. -Départmént-vide Support"

VIII. Hegdgygfters.Administration_

A; Central Headquarters
B, District Headquarters

University of Penggxlvania ~ Bucks County

The Progiam Structure designed for Bucks County by the Universitf of
Pennaylvania consists of four program cetegories and 23 programs as
listed (7):

I. Coordinative Prog;am Area

A, Policy and Exécutive Program

ERIC ‘
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II.,

III.

23

Comprehensive Plenning Program

1. Long Range Development Plenning Subprogram

2. Planning-Programming-Budgeting Subprogram
Information and Liaison Program

Community Services Progranm

Coordinative Support Services Program

i. Program Developrent and Evaluation Subprogram
2; Professioral Education Subprogram

3. Secretarial and Clerical Services Subprogram

Instructional Programs Area

A,

B.

B.’

c.

Early Childhood Instruction Program
Elementary Instruction Program
Secondary instruction Program
Vocationgl-Technical Instruvetion Program

Special Instruction Program

© Continuing iInstruction Program

" Instructional Support Services Program

1. Instructioral Media Suvprogram

2. Pupil Assessment-Guidance Subprogram

3. Attendance Services Subprogram

4. Program Development and Evaluation Subprogram
5. Professional Education Subprogram

6. Secretarial and Clerical Services Subprogram

Health Prog;am Aresa
A, -Nursing Préérém

Medical Program

Deﬁ%al Pr&éram ‘

e
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D. ?sychological Progranm

E. Health Support Services Program
1. Program Pevelopment and Evaluation Subprogram
2. Professional Education Subprogram

3. Secretarisl and Clerical Services Subprogram

Iv. Business Program Arga

A. General Services Progranm
1. Finsauce Subprbgram
2. Personnel Subprogram
3. Purchasing Subprogram
4. Communications Subprogram
5. Date Processihg Subprogran

B. Pupil Transportation Progrim

C. Food Services Program

D. Facilities Progrem
1. Operation and Maintenance of Plant Subprogram
2, Capital Improvement Program
3. Debt Services Subprogram

E., Fixed Charges Program

F. Business Support Services’Prosram
1. ' Program Dévelopment and Evaluation Subprogram
2. Professional Education Program

3. Secretarial and Clerical Services Subprogram

Two interesting aspects of the Bucks County study are: 1w.‘_1t hes been
designed in tvo férné to accomodate both manual and electron;g; operation,
2. 1ts delineation of projects provides for short‘germ speA§in5 oﬁ
experimental activitigs without disturbing program bﬁdgets.
Q
ERIC
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Assoeiation of Schgol Business Officials

A federally funded project provided the A.S.B.0. with en opportunity
that led to the developﬁent of pilot school districts in Clark County
(Las Vagas),.Nevada; Douglas County, Colc;re.do; Herricks, New Hyde Park,
Long Island, New York; Memphis, Tennesseej; Milwaukee, Wisconsinj;

Montgomery County, Maryland; Peoria, Illincis; and Westport, Connecticut.(8)

The program categories described below are those of Westport.(9)

I. Instructional General Those programs of éctivity, learning
activities, which are in support of the learning of the

broad group of youngsters who are not considered exceptional.

II, - InetructionglvExceptipnal All of those instructicnal
activi;ies that are designed for the children who are either
exceptional by reason of being gifted or exceptional by
reason of being handicapp.d.

III. lpstructicnal>5upport A11 of those activities which are in

direct support of either instructional general or instructionz
exceptional.

1 IV. Non-Instructional All.items that are not in direct surport, su

\ as general administration, the operation of the transportaticn
system, the maintenance and operation of plant, ete.

| V. Community Service Those activities which the school system

undertakes which are not defined as being within the legal,

regular responsitility of the school systen.

O
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Additional Studies

Thorough studies were also made of the program budgeting materials from
the Skokie, Illinois, School District; the City of Baltimore School
District; and the Hartford, Connecticut School Districi. (10)(11)(12)
It was founé that these cities did not actually have PPBS models

in thé sense tha% the study group is using the term. Instead, they

were primarily program budgets.

For the information of the reader, the program structures of Skokie,

Baltimore and Hartford appear in the Appendices.

Study Group Illustrative Program Structure

After reviewing the program sturctures of the above projects, the
study group formulated an illustrative prograa structure which could
te adaptable to school districts having enrollments of 25,000 students

or less.

Hartley describes the task as, "...structuring the activities of the
organization within a workable nwaber of programs; meaningfully
defined."{13) H= further indicates that a variety of approaches have
been employad in derigning program structures by quoting a PPB project
publication:

There are as many different ways of putting
together a program structure as there are
people who will attempt it. It is very dif-
ficult to formulate generally acceptable
specific "rules" for constructing one...The
basic principle of an objective-ori.nted pro-
gram structure is the grouping of activities
that serve the same purpose...The topmost
level of a program structure should consist
of the broad categories directed toward the
fundamental objectives of the Jurisdiction...
The lowest level in any structure would be
composed of the programs that have been im-
plemented &s the specific means for moving

Q toward the end cbjectives.(1k)
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The procedure employed by the study group in designing an illustrative

program structure was to compile & listing of all conceivable activities
of a school system. The list was then examined frow the standpoint of
categorizing each activity as to the genreal purpose it was designed

to achieve. TFrom this proc:sss emerged four classifications of activities
as accepted by the study group. Focus upon the four emerging categories
vas sharpened by identifying tne limits of eacu category through
definition. The categories are defined as follows:

I. Instructional Category This category comprisas those

activities conducted by teachers and students acting
together to reach the school system'’s educational gosals.

II. Instructional Support Category This category concerns

those activities directly designed to¢ assist teachers
and students functioning in the instructional program.

III. Operational Support Category This category involves

activities designed to provide a suitable physical

environment for.learning.

IV.  Policy, Coordination, and Fiscal Control Category This
category concerns those activities of & command nature
wbich comprise policy development, policy execution and

control of tctal organization activities.

The above categories will accommodate all the &ctivities occurring within
a s8chool system., The program structure which follows, however, is
illustrative only and does not include all possible programs and sub-
programs. £t the pr«gram level, for example, only two of many possible

subprograms harse been incluqed in each of the categories as illustraticns.,

The study group's decision to design a rrogram structure encempassing
GOrades K-12 was based on the desirability of presenting a holistic approach
i} a1ieh would insure articulation sad integrate the educational experiences.

ERIC
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* These programs are noc conducted on a K-12 basis.
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I. Imstructional Category K-12

Programs:
A, Language Arts
. Sub-Programs :

¥D,
*E.
*F,
%G,
*,
*1,

J.

K'

1. Language Skills
2. Literature Skills
3. Ete.

Mathematics
Sub-Frograms

1. Computationai Skills
2, Provlem Solving
3. Ite.

Art

Business Edu:ation
Foreign Language
Health and Safety
Home Economics
Industrial Arts
Vocational Education
Music

Science

Social Studies
Physic=l Education

Projects

37
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II, Inst;uctional Support Category X-12
Progranms:
A, Audio-Visual
Sub-Prograns
1. Closed Curcuit Television
2. Media Center
3. Ete.
B, Library
Sub-Progrems :
1. Instruction in Library Sc;ence
2, Circulation of Materials
5. Ete.
C. Edlucaticnal Television
D, Extra-Curricular .Activities
. E. .Pupillfefsonnel Service

F. Projects

TII. Operational Support Category K-12

Programs:
A, Operation oy Plant
Sﬁb-Programs:
1. Engineering Services
2. Custodial Care
3. Ete.
B.. Aéqulsitidnlénd Improveuent of PTOperfy
Sﬁﬂ-Pfograms: -
1. Lebt Service
2. Capital Ndlay

\‘\ 30 Etc 3
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C. Food Service
D. Maintenance

E, Transportation
F. Purchasing‘

G. Projects

IV. Policy, Coordinapion and Fiscal Control Categoiy K-12

Progrems:
A, Chief School Officer Coordination
Sub-Programs: |
1. Research ang Develcpment
2. Planniung
3. Etc.
B. Fiscal Control
Sub-Programs:
1. Budgeting
2. Accounting
3. Ete.
C. School Board Policy Formulaiion
D, Ballding Level Adwministration

E. Projects

The placement of progreams and‘subprogramé into th; four categories of the
above program structure is largely self-explanatory if one follows the
category definitions on pege 27. The study group feels, howev .x, that
the following two progfaﬁ plekements f;quire further'explanatioh:

1. Projecte-

2. Bullding level Administration.

ERIC
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A program entitled "ProJects" occurs in each of the four categories.

The term refers to those activities which are experimental and therefore
(1) are non-routine, less familiar and not continuing, {2) have a specific
beginning and closing date, (3) are cutside of the normal school district
structule, (4) generally relate to a single explicit oblective,

{5) normally relate to change and innovation, (6) which involve high

rizk to the orgenization, and (T) aré not norrally divisitle into

sub-projects,

Another consideration for the "Project" progrem is thet runds are
sometimes generaled outside the school. system. Opecial funds are often
available for schoél systems from the state, the federal goveranment, and
private industry for innovative brojects. These projects do not meet the
criveria for categories as previously established, Decigions must be
made while these proJects are in their seminal steges and special costs
for materials, added pefsonnel and project cq-ordinators must be
allocated. Evaluative devices must be incorporated into each project
design 8o that final decisions concerning the project ar+ mac2 on data

connected only with that project.

Binre experimentel projects may ociur within any of the four categories,

the placement of a Project program has been included in each,

The program entitied "3uilding Level Administration” has been placed
in the Policy, Coordination and Fiscal Control Category. The study
group feels that this program could be placed logically in other

categories as well as in Category IV.
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The Bullding Level Administration Program includes the building principal,
agsistant principals and any other personnél who have a commend function.
Department heeds, for example, would fall into this category for the

portion of time which they devote tu the command activity.

The study group feels that puilding level adminsitration is involved
with implementation,'eiecution and control of policy over &)l the
programs within the building for which respohsibi’ity has been assigned.
While programs ure organized on a X-12 basis, it is fully intended by
the study group that a building principel serve &s operations manager for
all progr#ms conducted within his tuilding. This designation for the
function of the buildihg principal in a syétems-oriented Program
structure implies that present and futgre success of the total operation
of the school diétrict hinges upon the principal's managerial skills in
rauy sreas. A pfincfpal in an elemeﬁtary school would be the operations
manager for all brogfamé conducted in K-6, even though the total progrem

structure is a K-12 structure.

The command'function of policy execution, as well as the responsidility
fof all programs occurriné within the building, has caused the study
group to placé building administration in the Policy, Coordination and
Fiucal Control Catégory. The study group reéugnizes that a rationale can
be advanced for placement iq another category, Sut feels that in this
aétivity-oriented program structure, the placement is wost logicsel

in Catygory 1V.

Also noted in the a%ove program structure 1s the absence of summer
school and office staff, The study group is of the opinion that summer
school offerings be inclvied witnin the programs of their reavective
su£3eut areas, since they asre a logical outgrowth of the subject

O sd. The atudy group further feels that office staff be included

ERIC
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within the appropriate progrems since such staff serves the needs of

that program.

The study group recommends that after a PPB system is in operation
in a school aistrict, the district should alter its program structure in

order to more closely incorporate individual district needs and activities.

Personnel

The ﬁersonnel needed to operate the recommended program structure are

those usually found in a schoel Syacem. Individuals who are responsible
for the implementation of a particular prosraﬁ, SUb-program; or a-b-program
element are called mansgers >f the level involved. To illustrate,
responsibility for activities wituin the Languagé Arts program might be
depicted as follows:

I, . Instructicnal Category--Instructional Category Manager
{Director of Curricu.um)

Operations Mansger--(Principsal)

A. Language Arts Program--Program Manager (Language
Arts Coordinator)

1. Language Skills--Sub-Program Manager (Department Head)*
{a) Gremmar--Sub-Program Element Manager {Teacher)

A number of factors may require a different alignment of personnel than
depicted in the illustration above. Such considerations as school district
size, administrative staffing adequacy or administrat’ve philosophy might
alter the personnel assigned responsibility as manager of the levels above
that of teachei. Whether a director of curric.’um, subject matter
specialist, or director of instructional services is assigned as manager

®* The departient head may be manager of more than one
sub~-program (i.e., Literature Skills, Composition 5k:11s)

ERIC
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ei & particular level is of less consequence than the fact that managerial

responsidility be assigned for each level.

The study group strougly contende, however, that the duilding principal

functions as-operations manager for all programs within his duildinz.

A sound progrem structure will provide for the logical arrangement of
the activities'of the school system. A determination of the
effectiveneas of school activities, however, is schievéd by the use

of progrem criteria. The following sectioa of the chapter deals with
the process of developing program criteria as well as the presentation

of illustrative program criteria.
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Illustrative Program Criteria

Procedures for the Development of Program C;iteria

The program criteria are the messures which cen be used to evaluate

the effeééi#enesu of & given course of action over a specified time
period. The fTollowing sectioh of the chapter serves as a model for the
development of program criteria aqd’focuses upon . the experiences of the
studywéroﬁp in desvising a logical pattern for this task., The steps
evolved in the following sequence:

1, A geteruinetion of the nature and development of
obJectives and measurement.

2. A review of existing literature concerning program
criteria,

3. An examination and evaluation of the existing objectives of
the school system.

4. A determination of the desired objectives and the

means by which they can be measured,

1. A Determination of the Rature and Dcvelopment of Objectives and
Measurements

A rajoriqoncern in ithe development of obJectiveQ is the phencmena of

change to_be produced in individusls as & result of educational experiences.
A classlficatioh of these experlences was undertsken by Bloom,(15) His
classification system, or taxonomy, résulted in a three-fold division

of educetional objectives: the cognitive, affective, and psychorotor
domains. An understanding of this taxonomy will readily facilitate
placement into one of the fhree major domains. It shou'd be aoted,

however, that no objective in one domain is entirely devoid of the

other two.

»



The cognitive domain includes those objectives which emphasize the
recall or recognition of knowledse and the development of intellectual
abilities and skills. The laigest proportion of educational obJectives

falls into this domain.

&
A taxonony of edﬁcatiohal obJectives in the affective domain was
undertaken by Krathwc: et 81.(16) It includes objectives which describe
changes in interest, attitudes and values, and the development of
appreciations and adequate adjustment. Objectives in this domein are
not precise. This imprecision creates difficuity in the design of
appropriate learning experiences.
Krathwohl et al., states,
Perhaps the central research problem posed by the affect-
ive domain is how to evaluate sffective objectives with
greater validity, reliability, and objectivity. In this
volume we cite many techniques for appraising such ob-
Jectives, but we are fully aware of the fact that much
must be done before the development of testing techniques
in the affective domain will reach the rather high state
© of clarity and precision which is now possible in the
cognitive domain.(1T)
Educational objJectives which are classified in the psychomotor domain
emphasize some muscular or motor-sxills, some manipulation of materials

and objects, and acts which require a neuromuscular coordination. Few

such objectives can be found in the literature.

System-wide obJectives fox school districts, usually defined as global
or far-reaching obJectives, generally fall in the affective dorain,
4causing difficulty in their measurement. Significant growth can be
plotted more readily when there are experiences stated in behavioral

terms in the cognitive domain. Few affective evaluative techniques
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are availuble at the school level to determine student development
or behavior. At the present time, there is no systematic effort to
collect evidence of growth in affective objectives which in any way
peral”els the very extensive and systematic efforts *to evalusate

cogni-ive achievenments,

An analys's of the classification system of educational objectives
indicat2s the desirability of-forﬁulating educational objectives in
tue cognitive domain to better facilitate evaluation., Krathwohl et al.,
state,

This is not to say that all is well in the testing of

cognitive objectives. A great desal of research in test-

ing methods is still necessary for this domain. However,

the state of the art of testing is far more fully de-

veloped in the cognitive domain than it at present true
in the affective domain.(18)

2. A Review of Fxisting Literature Concerning Program Criteria

A review of present PPB gystems revealed & lack of significant
irformation which coulé be useful in a model for the develorment of
program criteria. In some instances, however, brief mention is

made of the need for a method which could evaluvate or measure the
objectives and which would be ircluded in the statement of objectives.
Local, New York State and regional sources likewise proved to bve of
little value in most instances, siﬁce they lacked specific information
etout. criteria. Howevcr, the study group found some guidelines for
developing program criteria in the Néw York State Education Depertment

Syllebus for Languege Arts.(19)
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Mager discusses a scheme for incorporating the desired behavior
of the learner into the statement of objectives. The scheme is as follows:

First, identify tiie terminal behavior by name;
you can specify the kind of behavior that will be
arcepted as evidence that the learner has achieved
the objJectives.

Second, try to define the desired behavior
further by describiig the important conditions
under wkich the behavior will be expected to
oceur.,

Tnird, specify the criteria of acceptable
performance by describing how well the learner
nust perform to be considered acceptable.(20)

The study group felt that Meger's scaeme presented the most useful

guide to the writing of program criteria.

3. An Examination and Evaluation of the Existing Objectives >f a
School System

System-wide objectives for school districts will in most instances

be global and best classified in the affective domain, according

to Bloom's Texonomy of Educational Objectiveﬁ(Zl) This need not

present a block to the developmuat of behavioral objectives which
must ve stated in measurable terms. Global objectives at the school
district level are acceptable provided the program level has
specific objectives stated in measurable terms. In effect, the
measurement of specific objectives at the lower curricular levels
will relate to and facilitate measurement of the district-wide

global objectives.

O
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k. A Determination of the Desired Objectives and the Means For
Their Measurement ’ ’

A review of curriculum guides and New York State Education Department
Syllabi is suggested for the purpose of setting forth general and
specific objectives essential to the writing of program criteria. The
.specific obJectives must be gtated in measurable terms which can be

realistically evaluated.

After careful examination of local, state and national rnorms as
possible measurable criteria, it was the Jjudgment of the study group
that the establishﬁent of local norms would be both desirable and
v&luablg. While analyzing these local, state and national norms,

the study group noted the absence of measurable criteria in many areas
of activity within a school program. Local norms would, therefore,
provide a point of departure for later measurement. This, hovever,
does not preclude the use of state or national norms when they are

available and appropriate,

Although the review of the literature on objectives succintly pointed
out the alvisability of stating objectives in the cognitive domain
for measurement purposes, the study group did not dismiss objectives
in the affective domain. In the Illustrative Program Criteria, which
follow, measures were devised to evaluate an appreciation erd an

awareness of literature, which are objectives in the affective domain.

O
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Illggtrative Program Criteria

Erploying the prccedures for the development of program criteris
outlined in the previous section, illustrative program criteria

were developed in the area of Language Arts.

After selecting a district-wide global objective mzxpressed in the
affective domain, specific objectives in the cognitive domaln were
developed. Suggested techniques for measurement are offered as a
meens of illustrating the duantifiability of objectives at the

sub-prcgram level,

To snsble & school system “o measure the program criteria specified

in this chapter, the school must establish local norms for its

vupile which may evolve frow existing data aveilable within the school.
If existing data are not aveilable or functional, howewver, the school
rnay select an available standardized evaluation which would produce

baseline data.

The purpose of baseline information is to determine the present
achievement level as a point of departure., The district will establish
vhat it considers a reasonable level of schievement, the number of
students expected to echieve that level, and the type of evaluation

technigue which will be used.

For illustrative purposes, a selected general objective in Language
Arts will) be used as follows:

General Objectives: To help students learn to communicate

in society.

Criteria: A student will demonatrate a knowledge
and usage of grammar, vocabulary and
apelling.

O
[E l(:‘Evaluation: At the end of grade &:
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a. 3 of 4 students will score at the 50th
percentile on the ~apitalization,
punctuation and usagze sections of the
Jowa Test of Basic Skills..

The following Illustrative Progrem Criteris in the area of Language
Arts are designed to m=asure performance at the end of both grade six
and gréde twelve. It has been reviewed by Mrs. Quida Clapp, Directcer,
Language Arts, Buffalo Public Schools and Dr. Douglag Houck,
Supervisorl Curriculum Evaluation and Development, Buffalo Public
Schools., It is their Jjudgment that the program criteria are realistic

and achievable in a school system.

The criteria appearing below are based upon measurement techniques at
the end of Grade € and Grade 12. The selection of Grade 6 would be
most applicable to a 6-3-3 grade ofganizational structure. Those
districts oréanized on a middle schodl, intermediate school, or
non-graded basis may c;nduct a measuremept of criteria at any level
which it considers logical. Indeed, & s;hool system, regardless of grade
organizatién pattern, may wish ¢ employ measurement techniques at
more frequent intervals.
I. Language Skills
A. The stvdent will demonstrate a h cwledge snd usage of
gramnar, vocabulary and spel’.ing, A suggested technigque

fgr measuremernt 13!

1. At the end of Grade 6:

a. of students will score at the per-
centile on the capitaiization, punctuation gnd
usage sections of the _ test.

b. of students will score at the
percentile on the spelling rection of the _.

test.

c. _of students will score at the _____ per-
centile on the vocabulary section of the ,

" ) test.
Q
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2. At the end of Grade 12:

a, of students will score at the per-
centile on the capitalization, punctuation and
usage sections of the -

b, of students will score at the per-
centile on the spelling section of the '
test.
c. of students will score at the per-
centile on the vocabulary section of the
test.

II. Literature Skills:

A,

ERIC
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The student learns to appreciate, evaluate and recognize
various kinds of literature. A suggested technique for
measurement jis:

1. At the end of firade 6!

a, of studenis will identify the many kinds
) of literature by being able to identify ____ % of
items on a listing of titles differentiating the
forms of literature taken from the suggested list
of the National Council of Teachers of English,

b. of students will demonstra.e an awareness

of literature by maintaining an annotated bdiblio-
graphy of student reading to be inserted in their

cumulative record. X of students shall read

books in Grade §, Other possidble verification
could include written and/or oral reports and
tracher-prepared tests.

2, At the end of Grade 12:

a, of students w:1l show evidence of the
development of their own library by submitting an
annotated bibliography of the home library to
their teacher. % of the students will have

books in their home library,

b. of - students will demonstrate the asbility
to reviev. uiscuss, intergret and evaluate the
various kinds ¢f literature by satisfactory per-
formance 88 deterrined by the teacher in seminar
session. Perfornance shall be determined by the
Student's ability to substantiate his interpreta-
tion, by fornmation of logical thought, end by
depth of pzrception,
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III. Composition Skilis: -

A'

The student learns to orgenize and develop through writing
his i1deas and experiences. A suggested measurement
technique is:

1. At the end of Grade 6:

a.

of students will recognize the rany types
of sentences {i.e, simple, compound, complex,
interrogative, declarative, etc,) by uchieving
a grade of. on &. school-wide teacher-made
obJective test.

of students will demonstrate the use of

the above sentences by achieving a grade of

on a test of three paragraphs, graded according
to the following guidelines contained in the New
York State Education Department English Curriculum.

1. Has the pupil a clear idea?
2. Are his points so arranged as to aid in clear
expression of that idea?
3. Does his first sentence offer interesting
introduction?t
Does it attract attention?
Does it prepare for what follows?
. Does his final senteuce reinforce his idea
or give it an effective rounding out?

(220N, I g

2. At the end of Grade 12:

8.

of students will demonstrate an sbility
to plan and compose clear orderly, effective
written communications by achieving a grade of

on a literary or technical manuscript. The
evaluation of the manuscript will be according
to a technique devised by English teachers and
students considering such categories as the
following: )

1. Clarity of ideas

2. Precise expression of ideas

3. Introduction of theme

¥, Originality of thought

S. Loglical reinfoicement of thought
6. Effective conclwsion.

52 o
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Listening and Speaking Skills

A,

The student learns to demonstrate effective listening
and speaking skills for oral communications. A suggested
measurement technique is:

1. At the end of Grade 6:

a.

of students will differentiate hetween
hearing and listening by achieving a grade of
on a school-wide teacher mede test involving
responses to malerial presented by way of tape
recording.

of students will be able to express a
complete thought orally as evidenced by & grade of
on a school-wide teacher developed rating

scale, Studerts are to be evaluated on the
basis of a single observation by the teacher

of a descriptive oral presentation. The rating
scale should contain categories &as:

1. Logical ordering of thought
2. Diction :

3. Intonation i

4, " Persuasiveness

5. Interest generated

2, At the end of Grade 12: -

a,.

of students will demonstrate the abiliiy
to express his thought and opinions effectively,
with clarity end responsibility through the many
uethods of oral communication. This will be
evidenced by a grade of on a scheol-wide
teacher developed rating scale. Students are to

be evaluated on the basis of multiple observations
under & variety of circumstances, both formal and
informal, aud should contain such categories as:

. Logical ordering of thought
., Diction

. Intonation

. Persuasiveness

. Interest generated

VI Ew -

—_of ____students will demcnstrate the ability
to listen for specific information, perceive
relationships and to detect attitades by achieving
a grade of on an objective test from a

tape recording.
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Summary

Chapter II has focused on two vital elements of a programming
comporntent of a PPB system: the progran structure and the program

criteria,

After examining existing PPBS projects, the study group devised

a program structure which can be most applicable to & school
diatrict with a student populafion of 25,000 or less. The study
group believes the iilustrative érogram structure can be implemented

without eignificant restructuring of an evisting school system.

Program criteria were developed for measuring the effectiveness

of a given choice of action over a specified time pe?iod. The need
for objectives stated in th; cognitive domain was of priﬁary concern
to the stud& group. Locally based norms should be used as a means

of focusing upon the specific needs of the school district,

The successful coperation of a PPB system is dependent upon accurate
feedback mechanisms as a means of measuring and reporting the
effectiveness of p.ograms. These feedback mechanisms will be

the content of the next chapter.

O
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CHAPTER III

FEEDBACK MECHANISMS

Intrqduc;ion
The Western New York PPBS Project is intended to facilitate the ‘
implemer.tation of a systems approach to educational plenning,
programming and budgeting. If a systems approach is to succeed,
adequate mechanisms must be incorporated which will provide infor-
mation on how well the actual performance of the system matches
the planned performance. In other words,
«..80y system, if it is to achieve a predetermined
goel, must have available to it at all times an in-
dicetion of its degree of attainment. In general,

every goal-seeking system employs circuits, or feed-
back. {1)

The feedback portion of & system is

v+ o8 set of procedures...which provides information
on how well the actual performance of the system
matches the planned performances.(2)

In addition, the feedback portion makes decisions to alter the

system, and introduces these decisions to the system.

The diagrams on the following pages (Figs. 1 - 9) illustrate
the relationship of general systems to0 their feedback components.
Subsequent to these diagrans is a series of procedures and forms

designed by the study group as a portion of the feedback component

of the Western New York PPBS Project, (see Chapter I).
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The procedures and forms provide a means by which tte function

and costs of iastruction are monitored and evaluated on an ongoing
basis. The effectiveness of the education process will be measured
according to the system's steted objJectives. Measurement data

are then channeled to the proper administrators, or superiors,

so they can determine whether or not the Job is being done. With 7
this information at hand, the administrators can then make better

decisions on a program.

In light of present teacher interest in curriculum, the study

group recommends the formation of a Program Review Committee.
This committee would consist largely of teacher representatives -}
whose furction would be to make recommendations to *uhe director Tl

of curriculum regarding ongoing and proposed curricula.

Descripceion of Model 3l

The model below illustrates feedback within an educational

system.(3) Here, inputs (students) are being processed inter-

acting with curriculum to produce an output (behavior change}. ”
The feedback loop represents the evaluative procedure where

actual behavioral change is compared with desired behavioral J

change {objJective).

O
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Input - —p Processor - Output
(Teachers) (Curriculum) {Behavior
( Students ) e SRS ————— — Change )

—— e ———

— H“‘\\\\

Comparator sgm—on e — — \
( Oblective
or

\\ Standard
N /

-—"‘"/

TT—TFeedback Lcop

Fig. 1 -~ Feadbsck loop in a tystem

The evaluation is rerformed by a person xnown a&s the comperator
snd may reveal varlance between the desired and achieved resulis.
Once the comparisons have bean made, decisions must be made to
40dify the actions of the system ir order to minimize variance
between actual nnd desiiyed change., If the system is to benefit
from these decisions, actions must b2 taken to incorporate them

in the system's activities.

Feedback System Model

Whereas the prececding model illustrates the roie of feedback
within a system, the folluwing model depicts feedback as a

system in itself,.

ERIC

s - {)
5 Y



Fducational Program —— . Detector ——— 3. Jelector

Effecior «—
(Output )

Fig. 2 - Feedback system mcdel

Feeuback, being a complete system, consists of the three ccmponents
previously mentioned: detector, selector, and effantor.{l) Activity
i1 the feedback system begins when the detector collects duta which
indicate to whet extent t@e educatioial program is reaching its
objectives. These collected data constitute input to the feedtack
system. For exemple, the output (student behavior change) of a
program (Language Arts) must be compared with the desired results

for this program, One methed by which this may be accomplished

is through the tcachers' comparisons of actual students' behavioral
.change with desired behavioral changes specified in the program
criteria. At this point, the selector becomes operative by
selecting courses of action to be taken to minimize variance between
desired and actual results. This selection is based upon past
decisions and projected feasibility of alternative solutions. Once

a suitable alternative hns been selected, a plan of action must

be devised for implemercaticn in the program's activities. This
process of transferral from decision to implementaticn is sccomplished
by the effector. For example, if the detector {(e.g., teacher and
measurerent instrument) indicated that .ost students did not read
Q
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enough, the selector (e.g., subject matter specialist) might come
to the conclusion that a library period is needed. 'The effector
(e.g., subject matter specialist or director of curriculum) would
then tske this information ba'k to the program and report the

gpecific recormendations.

Description of Functional Feectack Model

The following model {Fig. 3) :llustrates the function of detectors

and sclectors as conceived by the study group.

Forms, designated by cepital letters, are designed to deliver
information in a useful manner to perscnnel concerned with fiscal
and curricular decision-waking., It is probsole that informal
lines of communication will be utilized, but the study group has
concerned itself only with those areas directly in line to receive
the information concern'ng the cost and success of instructicnal

programs.
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Tunctiocnal Feedback System

(Figures 3 - 9)

Teacher "g"

A

Department Chairman

npn ) tp

Subject Area Specialist

Hc”

{r llc"
Building Principal ¢—~———— —— - Director of Curriculum

llcll s ”D" ) IIE"
Program Review Committee
llDlI . "E" |"F”

Chief School Officer
"F"

Boa:d of Education

Fig. 3 - Overall form routing
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Form A - Will ccmmunicate categories of action which the
teacher feels are needed to maximize subprogram
effectiveness.

Teacher
Principal

Teacher

Fig. 4 - Form A, routing

Form B - Measures the progress tcward the system-wide
obJective in terms of the subprogram element
criterion.

Teacher
Department Cheirman

Subject Area Specialist

Fig. 5 - Form B, routing
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Form C - Tabulates data in order to facilitate
recognizing problem areas.

Subject Ares Specialist
Director of Curriculum
Building Principal

Program Review Committee

Fig. 6 - Form C, routing

Form D - Provides historical data about a particular
problem in order to facilitate decision-meking.

Director of Curriculum
Progrem Review Committee

Chief School Officer

Fig. 7 - Form D, routing
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Form E - Facilitates communicaticn between the
Director of Curriculum, Program Review
Ccamittee and Chief School Officer.

Director of Curriculum

Program Review Committee

Chief School Officer

Fig. 8 - Form E, routing

Form F . Provides information for pre-budget review of
program efrectiveness and accuracy of cost
projections.

Director of Curriculum

Chief School Officer

Board of Education

Fig. 9 - Form F, routing
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Fcrms A through F facilitate recording the results of the detection
procesa. Selection is accomplished in part by the use of the data
provided by the detectors. One complete cycle of the feedback

system can be illustrated by the use of Form A, Here we see that

the teacher and the »rincipul are involved. The teacher, alcug

with the utilization of Form A, comprises the detector. The principal
is the selector, and his return comments and action represent the
effector. Forms B through F utilize the schools' existing lines

cf communication to perform the effector function.

Form A - Sub-Program Flement Appraisal

Form A is a direct means of communication between the teacher and
principel concerning problems falling within the principal's
Jurisdiction. It consists of the teacher's appraisal of the
extent to which & sub-program element has been successful in
meeting its objectives, In addition, it contains a checklist
that teachers may use to indicate the extent to which change in a
variety of conditions is needed in order to meximize program

element effectiveness.

1% is recomm:nded that this form be submitted in mid-Novemder,
mld-February and at the end of June. The November and February
dates allow for any corrections which are necessary during the
current year. The third date will permit the principal time to

review this information after the close of the school sear,

It should be noted also that there may be times when the teacher

would like to rrnact to a specific aspect of the sub-program element.
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This may be accomplished by submitting this form st additional

times a8 the need arises.

It is important for the principel to notify the teacher that he
has seen the form. It may help if Section 3 is designed as either
a tear-off sheet or carboned sheet to facilitate this response, (see

{liustration on following page)}.

O
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Form A Bub-Program Element Appraisal

From: (8.P.E.) Title _
Date: ___ l{s.P.E.) No,___

Section 1 to be completed by teacher

Directions: The following categories allow you to indicate your
assessment of this sub-progrem element. Your comments will help
deteruine ways our school can increase the effectiveness of
educational programs. Indicete below the extent to which the
following categories are needed to maximize the effectiveness

of the rub-program elwement by placing an "X in the appropriate
colvmn OF the conti=uum, Spuace is provided below to comment on
categories checked.

- - - —— — i o S e

Presently Creat Need

Categories Suf{icient For Change

— . N 3 4 b
Physical Facil ties _ _X — .

Student Encrollment

- T e em— b e . Amv——

Student Greuping e ———— o—— . X
Time Allocation X

i

e et em——" b —— S ——- 3 ro———

Staf‘ Ailccation e X _
Iiseivice Ydueation . S ——
Non-instructional staff X e o
Clarsrook Supplies X —_— -
Office Supplies ——— . K

A.V. Suppties X - ——— ——m
Tnstructionsl Supplies . X - ——— ————
Cther _

Comments: (Place additional comments on tack)

Need to regroup my class, the differences of abilitv in my class
are too exireme,

Section 2 to e _completed by teacher -

Indicate below your assessment of the degiee to which the stated
objectives of the sut program element tie presently being met:
{Place "X" in box)

Slightly Completely
1 2 3 4 b
LT y— - X7 [—7
Sectisn 3 to be completed by principal
Comm2nts or action taken:

Fig. 10 - Form A
O
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form B = Suo-Program Element Survey

Form B is & means of obtaining from the temchers & detailed
description of the extent to which specific sub--prcgram element
criteria are being accomplished. The information reported on this
form will versist of: 1, the general objective for the sub-program
element.; 2. the criterie for the sub-program; and 3. the actual

gtudent achievement m2asured as stated in the criteria.

The desired results listed in the criteria ore computed on

previous years' (1-5) rezults with the same or similar students.

Fcrm B serves ;n additional function in that it keeps school

system objectives and sub-program elenment criteria.before the teacher.
This action facilitates teecher understanding of the relationship
vetween his/her daily teaching routlne and the overall; system-

wide oblectives. Tre measurable criteria serve to clarify the
general objectives and provide a means-ends chain to their attainment,

(see 11lustration on following page).,
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Form B Sub Program Elemeut Survey

From: (S.P.E.) Title

Date: (S.P.E.) No.

Directions: Teacher will: (1) state the genesral ohjective and criteria as
specified in sub-program element description; and (2) list results achieved
on measuring techniques utilized.

General Objective: To help students learn to cemmunicate

order to function in society.

I cCriterion: The studert will demonstrate a knowledge and

usage of grammir, vocabulary, and spelling.

Measuring
Techniques : Administer :the sclence research assocliates test
section dealing with capitalization.
Nuamerical
Results!
Desired Achieved
of students will score ___of  students achieved at
at the % on the S.R,A, test the % on the S.R,A, test section
section dealing ~ith capitalizetica.._ . dealing with capitalization.
Q Fig, 11 - Form B
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Form B Sub Prugram Element Suirvey (continuation sheet)
Criterion:
\\\ Measuring
\ Techniques: Administer the science research azssociation test
\
N, on the section deuling with spelling
N
Numarical
Results:
Desired Achleved
of students will score at of students ach‘eved
the ___% on the S.R.A, test seckion at the ___ % on the S,R.A, test
dealing with spelling sceticn dealing with spelling
Criterion:
Measuring
Techniques 1 Administer the science resvarch assoclation test
on the snction dealing wlith vocabuiary
Kumerical
Results!
Desired . Achieved
of students will score at c€ students achieved st
the % on the S.R.A, section the __ % on the S,R.A, section
o dezling with vocabulary dealing with vocebulary
WJ:EEE

Fig. 12 - Form B coAtinuation sheet



Form C

Form C consiasts of the subject matter specialists' tabulations
of the data 20lla:ted on Form B. The tabulations provide the
program coordinator with the ready means for comparing program,
sub-progre:a, and sub-program element performance, unit and

gystem-wide,

The data can be utilized to ar=lyze objectives, criteria, and a
variety of teaching-learning c “uationi. One must remember that
the purpose ¢f the informaiion is .ot to provide indictments of
teachers, but Instead tc point up for further study situations
that vary from the norm. The data may even indicate that a

re-evaiuation of the sub-program element criteria is needed.

Student achievement information from Form B is presented on

Form C in terms of its relatiinchip with the svb-program element
criteria. 'Yre relationship iz ternéd thé efféctivenens ratio and
is indicated by dividing actual student achiisvements {number

of gstudents uchieving a desired Jevel) by the deaired achievements

described in the sub-program element criteria.

Exarination of the e¢”fecciveness ratics listed horizentally for
each criterion helps to datermine the appropriateness of criteria
82d desired performance levels {norms)., For example, ratios of
approximately 1.0'indicated acro.s 8 particular row may ‘ndicate
accurate norms and acceptable critéria. Congistently low ratios
(.1, .7) may reveal norms that are to high, whereas high ratics
(1.0 and Qbove)‘may indicate lot norms. Exemination of vertical
o “umnc w111 indicate {he degree to vhich eriteria are being
ERIC '
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successfully accomplished in individual teaching situations. 1f,

for example, examination of a vertical column indicates effectiveness
of .9 or higher, for all but one or two criteria, further study of the
arz&3 of low effectiveness may provide s solution to the problem,

Jow effectiveness on all criteria indicated that something is
happening that warrants examination. Further study may reveal a

high incic:nce of student absence, insufficient funding, ineffective
teaching, or any or a variety of factors. A column that contains

many effectivgness ratics exceeding 1.0 indicates an unusually
succeséful teaching-learning situation which also warrants further

study to reveal transferable factors.

The effectiveness ratio-level previously referred to is an example
of what the Fels Institute of the University of Pennsylvania
describes as an indicator., It is explained as follows:
An indicator, espe:.ally as it is used in this educational
PPBS, is a measure or quantifiable factovs which allows
an experienced administrator to estiwat? the overall
results of a number of programs and projects. The word
indicator is a much less precise term than either output
or perfomance measure.(S)
Our utilization of effectiveness ratios as indicators 3s sig-

nificant in that it provides the administretor with a cowmmon

denominator for exsmining a variety of instructional activities,



Form C Sub-Program Element Data Tabtulation

From:

(5.P.E.) Title

Date:

(8.P.E.) No.

Directions: Subject matter specialist will; (1} enter sub-progrem

element numbers from Forms B; (2) enter criterion as specified on

Forms B; (3) enter system-wide achievement goal a&s specified in
sub-program descripticn; (4) unter performance data for each
criterion; (5) enter effectiveness data for each critericn; (6) enter
school-wide performance effectiveness data for each criterion;
{7) enter systsm-wide performance effectiveness data for each
criterion; (8) enter performance and effectiveness data for previous
year as listed on previous year's form.

Criterion: (1) The

Sub-Program o
student will demonstratq Elemen;rNumber d o E
ul o
a knowledge «nd usage | 8 & E
El El »
ol ol »
of grammar, vocabu- !
ol o A
lary and spelling - : : §
o gl w] >
[»] ol hal
t I "3
QI & 318 8] ~ 8
g( S o 9{ 91 9 o = -
o ™ Nl ]l o [3a) 0 o 4
2l gl &l 818|818 5 o &
al | | 3| I 2| I wn| 0]
(1) 1 of 2 stu_dents -1_0- l?_ _S_ _S_ -u -1_0- }_Q, 60 _6_0
2 F—1
wiil score at the 60th 50 02020 |20] 201 20| 60 120 140
X on the capitalization Perform
punctuation and usage
ections of th
sections of the test 1.0 .5 |.5 | .5 {1.5{1.0 1.0 [ 1.9
| EfE.
Perform
Eff.

ERIC

Aruitoxt provided by Eic:

tig. 13 - Form C
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Form C _Sub-Program Data Tabulation

Procedure: To record the performance for
a particular sub-program

SENE Ll it

plzce the m'..nb:’t achieved (10
over the total number of students
in the class (20)

{see example belcw)

(Illustrative Only)

l refer to Form B and
|

Form C Pora B

—

sub-proygram no.

AF Numerjcal Results:
Desired Achieved
50X 10 out of 20
-
8
gl g 3 3
- g o1 | B | B
o 8§ g g
H 8 8 8 8

Perforn

Rff

Fig. 14 - Form C, recording performance
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Procedure:

Form C .o-Program Data Tabulation

To determine the effectiveness
ratio for a perticular sub-program

l

refer to Perform 10w and

divide the performance fraction

(10/20) by l

the desirad result indicated on
Form B, This desired result may
be converted to a fraction,

50% = 1/2

The computatiun fcor effectiveness ratio 1is

| i
ojo

'.!‘.-.lg.x -.&g
T2 D 20

—"FIN —

which equala 1,

4+—o

1.0 1s the effectiveness ratio and is placed in

the appropriate box on Form C (see example below).

(Illustrative Only)

Form C | Form B
sub-program no.
- Numerical Retults:
o
o
E @ 2 3 Desired Achieved
] A a a 50% 10 out of
21 8| 8| &
ol 3 3 3
0015 | s
20 20 20 Per forn |
1.07 105 L -5 Eff

)

20

Q A
FR]CFi8. 15 - Form C, computing sud-program effectiveness ratios

Aruitoxt provided by Eic:

T
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Form C Sub-Program Data Tabulation

Pracedure:!

[E

To record the school-
wide perrormance figure
fox a school

add the number of students
from the sub-program elements
who achieved (10,15,5) and
place this total (30) over

the total number of students
who were in the claes
(20,20,20 = 69),

Place in the appropriate
box under school-wide per
formance (see example)

To record the school-wide
effeciiveness figure for a
school

add the effectiveness ratios
of the sub-program elemeats
(1.0, 1.5, .5)

and compute the averagaz.
(3.0 out of a possible 3.0)

3.0 . 1.0
310

Place this figure (1.0Q) in
the appropriate box under
school-wide performance.

(Illustrative Only)

Form C
Sub-Program Blement No. _4
oRred = -_
- ’
~ 99
F 58
gl ol g|%eE
i 3 ~1 w1l 0
oM (34} ™y | O W
IEIRIRIEY
A IS 3] IF|oa
1015 (s {30
20 { 20 |20 | 60 Perform
L Eff |

Fig. 16 - Form C, computing schcol-wide performance and effectiveness

O

RIC
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Form D

Form D is 8a historical treatment of the cost and effectiveness

of a1 instructional prcgram category or sub-program. It consists

of a record of performance over the past five years, the projected
and actual cost for each of the past five years, present cost

and performance dsta, and five-year frojections for future cost and
performance. This form serves a dual function. If upon examination
of Form C the director of curriculum recognizes & problem, he should
bring it to the attention of the chief school officer or the program
review committee by initiating Form D, the critical issue form.

For example, the‘director of curriculum may find that a particular
program is falling far short oi achieving its objectives having

an effectiveness ratio ¢f .6. If the chief school officer or

the progiam review committee desires an historicsl ireatment,

such 88 this, concerning some portion of an instructional prcgram,
the director of currfculum may be instructed to prepare a critical

issuc form on the topic.

Information regarding past performance nccessary for complgtion
of this form will be available in tiie school system's files once

PPBS i{s implemented.,

This "encapsulated problem" approach provides the recipient
with & variety of data useful in resolving the stated critical

issue or problem.

O

RIC
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Form D Critical Issue

From: | : ﬁ (S.P.E.)

- DeEe: ‘ - : (S.P.E.)
‘:f“Difections- The following to be completed by direcior of curriculum,

T Describe cri -ical iesue.

::{ Sub—program No. 4063212 has not been meeting its objectives over the

iaet year.

' Directions: - In space below entem date for each of the past five years
.- aad the system-wide effectiveness retio for each of these years as
v 1i|eed on Form c. ’

?13: performance data- )

Year S L1969_J 1968 | 1967 | 1966 | 1965

;7; rf‘ectivenees | . ,5 : . .7 ,.8 . .8 C a7

X

R Directione. Indicate for each o‘ the next five yeare the desired
2 o eystem-wide achievement goals for this sub-program element. Further
B criteria mey be epecified o1 additional eheete.

mﬁ C 1ia . ‘

y {601 vill score et the 80th1 on teet feo be specified)

. 63,wwi11 score at the 80:?1 on :;-: (to be epecifieq) .
‘66! wiil_eco;e et the 80tﬁ; on test (to Se specified)
‘_68;_vi1iyeeore eEHEhe Bbehg on test (to be eéecitied)

70X uill_ecore'et:che 80:52 en test (to be ebecified)
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71

Form D Critical Issue (contiruation sheet)

Directlons: Indicate in the space below: (1) date of the present year
and the five succuading years, (2) project sub-program element cost for
each of these succeeding years.

' Projected cost data:

Fiscal | . Piscal

Present Figcal Figcal Fiscal
R S Year 1 Year 2 Year 3 Year 4 Year 5
-* Year 1970 L ‘ ‘ ) ] :
SRS T B 1 .. —1 v
'»*:‘ Cost $ 200 - $§210 | $220 | $230 | $240 | $250

L Direetions' Indicate 1n.the space below; (1) the dates of the past
" five years, (2) the projected s:*S-progrem element cost for these years,
'v-(3) actual eub-program element cout, .

o Past ftnancial;performance- u"‘

- Year T 1969 - | 1968~ | 1967 | 1966 | 1965
: Prolucted cost . 190 180 170 1 160 1 150
Actual eoqt LT 190 o178 | 172 159 152

‘f’ Recounendations of director of curriculum.
Duﬂ to the fact that thia decline in effectivnness is for a
K one-yeer span, I recommend that the aubject matter specielist meet

u1th the teecher and diqcuss teaehing strategiea.
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Aruitoxt provided by Eic:

T”

Form E

It is recommended if Form D is prepared for either the chief
school ofiicer or the progrem review committee, the renaining
party will receive a memorandum, Form E, to this effect. This
allows for a copy of the original po ve sent, if requested. Upon
receiving the memorandum, the party may alsc reguest a copy of

Form D.

Form F

The final feedback form in this chapter is Form F. This foin
provides data for pre-budget review by the board of education
relating to the cost and effectiveness of instructional programs.
The following figures illustrate the manner in which actual

program effectiveness ratios may Le computed.

81
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g . ForﬁAE Critical Iseue Memo
SR Frems et (s ®, 1-.) Title

R ERE - Sy AT

Do : ' (§ P. E ) N°-

' ‘z;A critical issue form hes been prepared by the office of the
e '7;Director of Curriculum. )

R Subiect of fqrm: -

Subﬁprogram No. h063212 has not been mesting its objectives

1 over the last year.

Reqmted byl

Chief eol officer

", 3 e -

' Date or requestl' -



form F Budgetary Review

From: Date:

To :

Directions: Director of Curriculum wili: (1) Xist program ticles and
program numbers; (2) list system-wide achievement levels" (3) list
actual system-wide achievement levels, (4) list effectiveness ratios;
(5) list projected costs; (6) list a.cual cost; (7) list accuracy ratio.

~t
.
1
2 g
[ +] Lo |
g o Hy
E q o
Program Title wi Y g e Ny o
V] ¢ | > wvw]| o -y
al 1 0 0 J
gl £ o @ 3] o @
Gl e G al e
P 7} @ o 0
< 5 a O >
5'{’ —~] & [9]
& ~ i 7} - ®
| n @ 7} @ P H
&o| - 3 @ et 3 o
21 3 ol ul £ 91 §
o b M A < | <
English 12 S50% | 60% | 1.2 | $100}5$90 | .90

L.

O

| Fig. 20 - Form F
i
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Form F _Budgetary Review

Computing desired achievement level

Procedure:

To find the overall desired achievement level for
a program

add Rll the system goal figures, given on Form C,

Tue average of “hese figures is the desired achievement
level,

Fig., ¢1 - Form F, computing desired achievement level

Foru F 3udgetary Review

Computing actual achievement level

Frocedure:

To fipi the overall actual achievement level for
a program

add the numerators (number of students who achieved)
C¢. ull criteria es reported in the system-wide
performence columns on Form C.

Add all the performance denominators (number of
students who took. tests) of all criteria 88 reported
in the system-wide perforumance columns on Form C.

Divide the nvmerator by the denominator to find the
actual achievexent level figure.

Fig. 22 - Form F, compuiing actual achieverent level

84
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Form F Budgetary Review

Computi g effectiveness ratio
Procedure:

To compute the effectiveness ratic of a program

divide the figure given in the column actual achieve-
ment level by

the rigure given in the col'mn desired achievement
level

The Juotient becomes the effectiveness ratio for the
program and should be placed in the appropriate column.

Fig, 23 - Form F, computing effectiveness ratio

Form F_Budgetary Review

Computing cost accuracy ratio
Procedure:

‘To find the cost accuraéy ratio for a program
subtract the actual cost figure for the progrus (Form F)
from the p#ojected cost figure for the progrem (Form F).
The difference will be either a plus or a minus figure,
Treat tpg answer as a positive figﬁre.
Divide the above figure bty the projJected cost.

N : " .
Subtract the quotient from 1,00. The result is the cost
accuracy ratio.

[:l{j}:( Fig. 24 - Fomm F, computi$g cost sccuracy rrtio
B ) (o 7
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FLOW CHART OF INFORMATION CONCERNING

THE COST AND SUCCESS OF INSTRUCTIONAL ACTIVITIES

1. (NOVEMBER, FEBKUARY, JUNE)

1.1 Utilizing Form A, the teacher indicates his or her
appraisal of the extent to which a sub-program
element has been successful in meeting its obJectives,
and the extent to which change in any of a variety of
conditions is needed in order t. maximize sub-program
element effectiveness. The teacher then sends this

form to the builéing principal.

1.2 The pripncipal reviews the teacher's requests for
changes in conditions snd decides ipon a course of
action. The principal then takes action and informs
the teacher or sends the teacher an explanation of

future action to be taken.

2. (JANUARY, JUNE)

2.1 Utili;ing Forn B, the teacher describes the extent
to which sr-cific sub-program element criteria are being
accomplished, The information repq}ted consists of:
1.  the general obJective for the ;ub-program element;
2. thé criteria for the sub-program element; 3. the

actual student achievement measured ag stated in the

criteria. Teacher sends Form B to the department chairman.

ERIC
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The department chairman reviews Form B to assess
instructional activities and then sends form to

the subject matter s ecialist.

The subject matter specialist tabulates the data
reported on Form B in terms of its relationship with

the sul-program element criteria. The relationship

t

. is termed the effectiveness ratio and is indicated

by dividing actual student achievements (number of
students achieving a desired level) by the desired
achieverients described in the sub-program element

criteria. The tabulatea data is 2ntered on Form C

and sent to the director of curriculum.

The director of curriculum sends one copy of Form C

to the twilding principal and one to the program

review committee., If upon examining the data it is

felt by ~ither party tha£ a problen exists, an historical
treatrent of the vroblem area may be requested from

the director of curriculum,

The director of curriculum reviews Forms C and
compares progrem, sub-program, and aub-program elem2nt

performance, unit and system wide. The datz are used

87‘9 :
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to ane&lyze objJectives, criteria, and & variety of
tzaching-learning situations. If upon examination
of the data the director of curriculum feels that a
problem exists, he brings‘it to the aicention of
the chief school officer or the program review
committee. This is eccomplished by compiling for
each sub-program element problem a record of
perforuzace over the past five years; the projected
and actu&l cost for each of the past five yezars;
present cost and performance data; and five-year
projections for future cost and performance. This
information is then.entered on Form D and is sent to
the chief schooi officer, and/or, the prog~am revi -
comittee. v

If Form D is sent to only one of the above
parties, tue other is sent a mem.randum that describes
the problem tféated in detail on Form D. If upon
recefving the memoranium, either party desires a zopy

of Form D; it may be requcated from the director

l

2.6 Upon receiving information voncerning a problem area

of curriculum,

one or both of the following takes place; actton is

~
recommended by the program review committee, or aut}on
N

concerning the problem is taken by “he chief school AN

~

N
officer.

ERIC |
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3, {FTBRUARY)

3.1 The chief school officer requests the director of
curriculum to prepare a summary of the cost and
effectiveness of all instructional programs for the

purpose of pre-budgetary review.

3.2 The director »f curriculum completes Form F, entering
program titles and numbers, desired system-wide
achievement levels, actual achievement levels,
projected total program ¢ost, actual total program
costs, the ratio of actual to desired achievement
levels, and the ratio of actual to projected total
progrem cost., Tuis information is then sent to
’the chief school officer and the board of education

for review.

ERIC
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Sumnmary

Systems must monitor the extent to which their objectives are being met,
50 that this inforumation may be used to alter system activities and

imrpove performance.

The process of moniloring, devising mlterations to tne system, and

introducing alterations is termed feedbvack.

The action of feedbvack is in itself a systém and may be subdivided
into three components; input, processor, and output. The input

of a feedback system is -dats collectéd by a detéctor (on¢ who compares
desired results with achievéd results and reyorts discrépanciés).

The data 18 processed by a selector (one who chooses & course of
action designed to Improve progress toward the general syctem's
obJectives), This course of action {output) is then introduced

into the general system by an‘éfféctor {one who ia in a position

to cause implementation).

The formé and procedures illustrated in this chapter have been
Jdesigned to fulfill in part the need of the Western ‘lew York

PPBS ProJeét for a feedback system. During the development of
these documents the primary focus has been to ;mprove communicatiorn
regarding instruction so that rc¢sources may be allocated in such a

way that system-wide instructional program success 1s facilitated.

Décisions regarding programs should not be based solely upun past

cost and effectiveness, but should also reflect projJections of

ERIC
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these factors for future years., The following chapter concerns
{tself with techniques that may be utilized to proje:t future

program cosats.

o
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Footnotes, Chapter III

1.

2l

ERIC

Aruitoxt provided by Eic:

Richard A. Johnson et 8l. The Theory and Managem ent of Systems
(New York: McGraw-Hill Book Co., 1963), p. 6. '

American Association of Srio00l Administrators, Administrative
Technology end the Fchool Executive (Washington, D.C.:
American Association of School Administratora, 1969), p. 16k.

Johnson, op. cit., p. 164,

American Associetion for the Advancement of Science, Genergl
Systems Theory and Educetion (California - American Assoc.
for the Advancement of Science, 1965), p. 7.

Government Studies Center, P.P.B.S. Procedures Menual for
School Districts, Version I, Model 2 (Pennsylvania: Fels
Institute of Locel and State Govermment, 1969), pp. 8-9.




CHAPTER IV

MULTI-YEAR COST PROJECTION TECHNIQUE

Raticnale

In the past, traditional budgets have provided minimal and fragmentary
information for plenning and decision-making. These budgets were designed
solely to provide a finanpial outlook for one year. Witﬁ the evolution

of PPBS, a new approach to budgeting on a multi-year basis was developed.
In view of this, this chapter is devoted to developing cost forecasting
techniques that specify the human and financial resources necded to attain
program outputs over a five-year period. Multi-year cost projection,

an integral part of a PPB system, allows educ tional decision-makeis to
see thg cost implications of their program prcjections., The cost
projeciion technique presented here-deals specifically with deriving

realistic program expenses and projecting them.

A review of cost forecasting literature indicated that tie following
variables must be considered in a technique that projects cocts. These
variables are:

1. Changes in the quantity urd mix of student population in
a schocl district.

2. Changes in programs in & school district.

3. Changes in the needs of a school district, at influenced
by No. 1 and No. 2, above.

4. Changee in the costs of the needs of a school district
due to: a) changes in the needs themselves, and
b) the effects of inflation on costs.

Techiniques for collecting the necessary data and computing student

population projections are contained in the Planning Component Report of

- the Western New York PPBS Development Project, (1) and are dealt with by

QO t egent, rather than here,

ERIC
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Programs and their changes are also specified by the Planning Component of
the Western New York PPBS Development Project. Therefore, the cost forecast
technique specified here will concern itself only with the needs of the
school district and with the changing costs of these needs. It is necessary
that information on changes in student population aad information about
progrems snd program changes be available to program managers, and that

further cost projection be made in light of this information.

It is suggested that the needs of any particular program, as well as the
total needs of a school system can be clascified in the following categories:
1. Personnel.
2. Equipment.
3. Bupplies.
L. Buildings and facilities.
. Contracted services.
Service unit expenses.
Other expenses (as defined by the glossary).

These categories en:cirage the program mansger to think in terms of programs

which, in turn, aid in projection.

Needs are listed first as_"Items" (personnel and materials) by the program
manager on the Needs Projection Form, p. 109. These needs aie the items the
program manager requires to implement his program for each year of the
five-year ;eriod. It should be noted that the Needs PrcjJection Form dces

not consider dollar amounts, since it is an item-oriented listing.

After all the needs for a particular program are listed for the five-year
period, the program uanager then asaigns dollar ‘values to all the items on
the Needs Projection Form by listing them on the Multi-Year Program Cost
Form. Assignment_of_§peqe §gllar yalugs is done by consulting current price
listings and salary aehedulea in use in the school district at that time.
The Multi-lear PrOgrum Cost Form, vhen completed for the five-year period

wvith furrent pricea, is Budget I. a current dollars budget for the
(8

lesz:lr apan;

r t .
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The next step is to prejest Budget I on the basis of propable changes in
cost. To do this it is recommended that data on cost changea be secured
for the five-year period immediately preceding the current year. For this,
one refers to the Data Source Table which provides an itemized 1ist for
particular budget catcgories., Data for determining inflation are available
at the present time only in traditional line-itcom categoriea. Theze are:

1. Administration.

2. Instructicn.

3. Attendance se:vices,

L, Health services.

5. Pupil transportation services.

6. Operation of the plait:

T. Maintenance of the plant,

8. Fixed charges. :

9. Food services.

10. Student body activities.

11. Community services.

12, Capital ouilay.

13. Payment betwzen school adistricts. ({2)

14, Debt Service.
Therefore, in order to project Budget I on probable cost change basis, it is
necessary to convert the seven budget cat:gories in Budget I to the fourteen
line-item categories listed above., This conversion is facilitated by
referring to the definitions of these categories as listed in the glossaiy.
Also, an illustrativ: table showii i the interrelationships between the
categories of Budget I and the line-item categories listed above is shown
in Fig. 25. p, 8. Bulget I, vhen changed to line-item categories, and
projected on the basis of inflation, becones Budget II, the completely

projected budget for the five-year period.

In order to compile Budgét 11, ve need a xeans of accounting for inflation.
Thie is achieved by ucing the following formulat
E .PIL =E
X y Y
vhere!

E_ = the expense ia current dollars

P v = the index of projection

ERIC
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changed expense
+ current year
eny future year specified.

< Mé‘.‘l
1l

Tne index of proJéction, PIy, is tﬁe t'actor which accounts for inflation.
This index is based on thé inflations.cy trend in & particular eipénse aréa,
and 18 derived ty analyzing data in an éxpensé area for the five ycsers
immadiatély préceding thé current year, Tné tréﬁd Qf change :or these

five years is first grﬁphéd and éxamined (seé Fig. 27, p. 91). Then using
the firat five yéars as a basis, a prédiction is made for the next five
years, and this treni is graphéd{ This trénd, which is dérivéd mathe-
ratically (as per Job Outliné CP-5, p. 104), is ‘he avéragé trend of change.
In ordér to allow the proéram managér more latituce in making prédictions,
two othér trends aré also graphéd. One fs‘thé "Min{mun Changé Trend",
vhicn is.a gravh of-a trénd shovwing thé léget smount of change indigated

in thé past fivé years. Thé othér is thé "Haiimum Changé Trénd", vhich is
a graph of a trend showing the greatést d;greé of chengﬁ indicated within
the past fivé y;gra. Thé indéx of changé is found fiom vhe average
prédicted chang? trend.\ Job Qutline Ce-5 gives complete instructions on
how to find the change trénds and - how to compute the index of projection.

An illustrative model of the graph m;nticnéd abové, with iInfiationary trends
illustrated and the index of proJection indicated, is shown in Figs. 27-31
on pp. 91-95. In order to project an expﬂnse nn the basis of iaflation,

use the formula E, . PIy =n Ey .

By multiplying the ekp-nse stated in current dollars (E,) by the iadex of
projection for a particular year (PI ), %y is obtained. This projection

of nxpensa for the specified year, taking into account the nffects of

inflation.

ERIC
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Any of the expenses in the fourteen line-item categories mentioned above

"
Smme—— ety

can be projected on the basis of inflation by using the inflationary

projection formula stated above., For each categor, of expense the data

.

reference table lists a sourcé for data to be used in deviving tne index
of projection (see Fig. 26, p. 90). By projeccing each of the fourteen

1 categories for each yéar in the projéction period, Buvdget II can be
derived. Budget II as such, represents e complete five-year budget which
has been adjustéd to accouamodate the effécts of the variables whirh

influence the costs of education.

If a program manager desires an overview indicating how the total cost of

a program would be changed by inflation, he can use the projection formula

mentioned sbove, using an index of projection based on the total educaticnal

——

inflationary trend. Sucu a total inflationary trend is listed in

School Majagement, January editions. (3) (Seé Job Outline CP-7.)

r
——

In sumeary, this chapter has presented some of the reasons for developing

-
N

& cost forecasting technique, the variables involved in such a technique
and how these variables were considersd., The actuai *echnique of cost

forecasting -as been discussed, and examples of conversion charts end data

! Y 3

for projections have been presented. The flowseript procedures and the
Job outlines that follow give specific instructions on how to cost out
a program and how to project the program costs for five years. Terms that

may not be self-explanalory are defined in the glosgary.

ERIC
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This table lists the sources of data recommended for use in projections.
The data are listed in recommended order, that is, the sources at the top
of the lists are preferred over zources further down the lists.

FOR ALL BUDGET ITEMS EXCLUSIVE OF SALARY IN ANY AREAS

1. School Management, January editions (at least for ‘he past five years).
2, Projecticns of Educational Statistics.
3. VKholesale Price Index, Statistical Abstract Yearbook,

7. 8. Office of Budget.

FOR ALL SALARY PROJECTIONS

1. Use local salary scheduie for whatever area salary projections are
made in.
Z. 3choel Management.

o Fig. 26 - Datu source table
ERIC ‘
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COST FORECAST
COMMITTEE

PROCEDURE

DATE: (FROCEDURE #1

CANCELS NONE

SUBJECT: COSTING OUT A PROGRAM AND PROJECTING THE COST OF A PROGRAM

FOR FIVE YEARS.

RESPONSIBILITY:

Program Manager

Business Office Clerk

O

ERIC

Aruitoxt provided by Eic:

1}

2)

3)

k)

ACTION:

Obtains pupil population projections and
designated program for five-year pericd

from Planning Component end Programming

Component respectively.

Determines what hie particular program
needs are on & yearly basis, for five years
in order to properly implement his program
for five years.

Lists the program needs for each year of
the five year period on the Needs

Projection Form.

Ubtains current dollar value of emch item
on the Needs Projection Form from salary
schedules and price catalogues in current
use in the school district, and lists the
dollar amounts found, on the Budget I,
(Multi-Year Program Cost Form) document.
(This action as per Job Qutline #CP-1,
CP-2, CP-3.)

4.1) If the program is very large, or the

5)

6)

quentity of the program necds 1s very
large, the Program Manager should seek
aid from the Business Office in deriving
the costs of program needs.

Converts Budget I to Current Dollars
Line Item Cost Form as per Job Outline
#cp-h,

Constructs Data Projection Charts showing
proJected inflation for all expense cate-
gories on the Current Dollars Line-Item
Cost Form, &8 per Job Outline #CP-S.

il
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Program Manager
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7)

€)

9)

10)

97

Secures from Business Office Clerk, copies
of all Data Projection Charis for the
expense categories he uses on the Current
Dollars Lirne-Item Cost Farm for his progran.

Projects items of expense listed on the

Current Dollars Line-Item Cost Form that
he has completed for his program.

(This action as per Job Qutline #CP-6.)

Thus constructing Budget II.

Constructs Inflated Budget I by listing

all inflated dollar items in each of the
fourteen line-item categories in
appropriate places on Multi-Year Program
Cost Form, as per definitions of categories
found in flossary. -

(This action is an exact reversal of Job
Qutline CP-4. This results in a completely
inflated Program Budget for five year
period.)

IF DESIRED, a ''quick picture” of the total

inflated program cost can be found as per
Job Qutline #CP-T.

106
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Cost Forecast
Comnittee

~ Job Outline

Job Outline
Cp-1

Date:
Cancels None

Subject: Deriving dollar amounts for items on NEEDS PROJECTION FORM and
ple~fng tiiese on MULTI-YEAR COST FORM.

RESPONSIBILITY:

Program Manager

ERIC

Aruitoxt provided by Eic:

1))

2)

K}

4)

5)

6)

N

ACTION:

Takes all items in the personnel
category and divides into groups
by function. (i.e. teacher,
teacher aide, clerk.)

Computas average salatry for
each group in #1 above, according
to Job Outline JICP-2,

Takes salary totals of each group
and subtracts turnover compensation
factor as derived in Job Outline
#Co-3,

Enters new totals from #3 above
in personnel section on Multi-Year
Program Cost Form.

Performs steps 1, £2, #3, #4, for
each year in five yesr period, being
careful to change base salaries each
year according to standard yearly
increments,

Liets dollar value of item in
categories of Egquipment, Supplies,
Buildings and Facilities, Contracted
Services, and Service Unit Expenses,
as given in current trade journals,
on Multi-Year Program Cost Form in
the same respective categories.

Totals each year on Multi-Year
Program Cost Form.
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Cost Forecast Date: Job Outline
Committee Job Qutline Cancels None cpP-2
Subject: Computing Average Salary Figures.
ACTION:

RESPONSIBILITY:

Program Manager

1)

2)

3)

4)

3)

6)

Segregates personnel category in
Needs Projection Form into function
groups, (i.e. clerk, teacher aide.)
(refer #1, Job Qutline #CP-1)

Lists all salaries for all members
in a particular function group.

Totals all salaries for all members
in a particular group.

Divides the total computed in #3
above, by the total number of
salaries in that group.

Performs actions #1,#2, #3, #4, for
all functional groups to personnel
category.

Uses these totals as the average
salaries In each particular
functional group.
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Cost Forecast
Committee

_ Job OQutline

Date: Job Outline
Cancels None CP-3

— -

Subject: Computing average turnover

RESPONSIBILITY:

Program Manager

correction factor.

)

2)

3)

4)

5)

6)

1)

109 .

ACTON:

Segregates personnel category on
Needs Projection Form into functicn
groups, (i.e. teacher, teacher aide,
clerk.) (ronfer to #1, Job Outline
CP-1)

Totals the number of persons in
each funation group.

Totals the number of persons leaving
each function group for the year
juse previous to the current year.

Divides the total number of persons
leaving a function group in that
year by the total number of persons
in that function group.

Multiplies the figure derived in f4
above, by 100 to get a percent
figure, This is the percent of
turnover per year. (Iln this case
it is the percent of turnover for
the year previous to the current
yesr.)

Performs actions #2, #3, #4, #5
above for each year of the five
previous years, to the current year.
(T»e first previous year is done in
steps #1 to #5.)

Lists the percent of turnover for the

five years stated, adds these percents,

and divides by 5. The result is the
average rate of turnover for five

_ years.,



8)

9)

10)

11)

101

Multiplies the average turnover rate
from #7 above for each function
group times the number of persons
in the particular function group .3
get the average turnover.

Takes the average turnover derived
in #8 above and multiplies this
times the average salary and the
base salary for each year in the
projection peviod, for each function
group,

Subtracts the base salary amounts
found in #9 above, fiom the average
salary amounts found in #9 above,
for each year indicated.

The result of the suktraction in #10
above, is the annual turnover
correction factor.

1101
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Cost Forecast

Job Out}ine

Date? Job Outline
Caricels None CcP-4

r
v

Subject: Converting Budget I (Multi-Year Program Cost Form) to

Current Dollara Lipe-Item Cost Fc¢.-m.

RESPONSIBILITY:

Program Manager

111518

1)

2)

3)

4)

5)

ACTION:

Lists all items in personnel category
of Budget I in appropriate places in
1ir. {item categories, as per defini-
tions of the categories as found in
the glo--ary. i.ote: all items in
personnel category on Budget I are
divided into function groups in Jobd
Outline #CP-1, &and in order to aid

in projections, they should be listed
in the same function grouping in
their respactive categories on the
Current Dollars Line-Item Cost Form.)

Lists all items in equipment cate-
gory on Budget I In appropriate
places in the line item categories
on the Current Dollars Line-Item
Cogyt Form, as per definitions found
in glossary.

Lists all items of the supplies
category on Budget I in appropriate
places ia the 1line item categories
on the Current Dollars Line-Item
Cost Form, as per definitions as
found in the glossary.

Lists all items of the buildings and
facilities category on Budget I in
appropriate places in the line item
categories on the Current Dollars
Line-~Item Cost Form, as per
definitions found in glossary.

Lists all items of the contracted
gerv! :es category on Budget I in
appropriate places in the line {tem
categories on the Current Dollars
Line~-Item Cost ¥Yorm, as per
definitions found in glossary.
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6)

7

Lists all items of the service unit
expenses category on Budget I in
appropriate places in the line fitem
categories on the Current Dollars
Line~Item Cost Furm, as per .

B definitions as found in ths glossary.

Lists all items of the other expenses
category on Budget I in the :
appropriate places in the line item
categories on the Current bDollars
Line-Item Expanse Form, as per
definitions found in the glossary.
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Cost Forecast Job Outline Date: Job Qutline
Committee N Cancels None CP-5
ubjent- Constructing data projection chart and deriving projecticn index
RO . (Replication of techniques fllustrated in figures 27, 28, 23,
30, and 31 )
REoPOW‘IBILITY' ACTION:
Busineac Office Clerk : 1) Consults data reference table

2)

3)

113

(Fig. 27) for source of deta in
expense categoxry to be projected.

Assembles data for five-year
period immediately preceding
current year.

Constructs rhart. (see Figs. 27,28,

29, 30, 31)

3.1 Lists perceantage of inflation of
fixed dollar costs on vertical

axis.

3.21Indicates year3 on horizontal
axis.

3.22Indicates current year vertical
axis,

3.3 Plots expenses for each year of

five vear period preceding
current Year.

Calculates average difference
between year one and year five

by finding the differenze between
year one and year five and
dividing by five.

Projects average increase to year
five of projection period.

Finds basis of minimum increase
projection by calculating which

3.4

3.5
3.6

“ .« of the five preceding years shows

the minimum increase.

Projects minimum increase to year
five of projection period.

Finds basis of maximum increase
projection by calculating which
of tha five preceding years

shows the maximum increase.

3.7
3.8
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i

. 3.91 Projects maximum increase %o

' . year five of projection period.
3.92 Draws a vertical line upward

from the current year point on

o ’ ‘ . - year axis and labels this
A . - s . vertical line "projection index
axisll‘ RERI

3.93 Designates point where "average
projection line'" crosses
"projection index axis' ut
index point of 1.00.

3.94 Using same measurement sceale as
used on inflation percentage
axie, measures off projection
index axis designating points
above index point of 1.00 as
increasing and points below 1.00
as decreasing.
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Cost Porecast
Committes

_Job Outline

Job Outline
CP-b6

Dates
Cancels Nune

Subject: Projecting the items of expense listed on Current Dollars

Line-Item Cost Form. "

LY

RESPONSIBILITY:

Program Manager

11521

1,

2)

3)

4)

5)

6)

7

ACTION:

Selects the expenses listed in
the persounel subcategory oif
the administration category and
‘ivides into function groups.

Obtains projection indices from
data preojection chart for each
function group, for each year in
the projection period.’

Multiplies each expense from #1
above, times projection indices
for each year in projection period.

Lists projecte:l expenaes derived
in #3 above, on Budget II form in
appropriate places,

Selects personnel subcategory of
the instruction category and
divides into function groups.

Obtains projection indices from
data proje .tion charts for each
function group, for each year in
projected period.

Multiplies expenses frem #5 above,
times projection indices fron #6
above, for each year in projection
peried.
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8) Lists '"projected' expenses
derived in #8 above, on
Budget II form in appropriate
places.

9) Takes categories: Administration,
sub-category; cther items;
Instruction, sub-category; other
items; Attendance service; Health
Services; Pupil Transportation
Services; Operation of Plant;
Maintenance of Plant; Fixed
Charges; Food Services; Student
Body Activities; Capital Outlay;
Community Services; and Payment
Between School Districts.

Working with each category
separately, obtains projection
index from data projection charts
for each respective category.

10) Multiplies each category in {#9
above, times projection index for
each category, also found in
%9 above.

11) Lists projected expenses derived
in #10 above, on Budget II form,
in appropriate places.

12) Places all items from debt service
category on Budget II form as they
appear on Currant Dollars Line
Item Cost form. (They are in
themselves a ptnjection.)

116 -
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Cost Forecast Job Outline Date: Job Outline
Committee Cancels None cp-7

Subject: Finding "quick picture' total program cost.
THIS IS AN OPTIONAL ACTION PROPOSED FOR THE
CONVENIENCE OF THE PROGRAM MANAGER.

RESPONSIEILITY : ACTION:
Program Manager 1} Takes total from Budget I,

(Multi-Year Program Cost Form)

2) Calculates projection index for
Total Fducational Inflation,
as per Job OQutline #CP-5, by
using data for total educational
inflation.

3) Multiplies total in #1 above,
times indices found in #2 above,
this gives the inflated total
program cost.

117
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Footnotes, Chapter IV

1. Stephen J, Knezevich and John Fcwlkes, School Busiress Mansgement
of Local School Systems {New York: Harper, 1960), p. 127.

2. Western New York PPBS Development Project, Planning Component Report
(Buffalo, New York: The Council, 1970).

3. School Management, ennual January Editicns, 1965-1970.
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CHAPTER V

CONCLUSIONS AND RECOMMENDATIONS FOR FUTURE STUDY

Conclusions

The comments listed below represent the study group's suggestions for

school systems about to undertake the developemnt of 4 PPB system.

These suggestions are the result of the group's own experiences in

developing four components of a PPB system.

esignhing a PPB System

—

1.

A PIB system cannot be designed in a wvacuum, Once a
district in which the system is to be implemented has been
identified, all further disign should be enscted with the
specific needs of the district in mind.

Designing a PPB system will be facilitated if it incorporates
the help of all persons affected by the PPB system. This
should include students, professional and non-professional
staff, and community, as well as the administrative staff.

At no time should any person involved in this system develop
the feeling that PPBS is a means of "checking up" on him.
This is especially important when working with the classroom
teacher. It could easily be misinterpreted that some of the
feedback forms designed by the study group are to be utilized
for such a purpose. To prevent such misunderstanding, the
school district involved should spend appropriate time and
energy explaining how this fiscal decision-making system will

in the long run benefii the individual student in the classroom.
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Schools should maintain public relations programs to obtain
support for the implementation of PPBS.

Sufficient lead time should be allocated‘in pre~-planning a

PPB system to insure the development of a logical sequence

of events. The time necessary will depend upon the extent to
which the existing organizational structure must be modified.
In-service programs must be offered to all school district
personnel to acquaint them with the theoretical basis for PPBS.
Early in the design of a PPB system, agreement must be reached
on the definition of terminology. It has been the group's
experience that if a variety of new titles is applied to
people in a school system, confusion will result,

The Western New York School Develorment Council, due to the
number of schcol districts with which it is affiliated, should
be utilized es a central clesring house for disseminating
information regarding PPBS. This can casily be accomplished
with the reservoir of kaowledge regarding existing PPBS

structures presently on hand at the Council.

Developing A Program Structure

The follewing procedures, if followed in the order indicated,

will aid the development of a program structure:

1. Review existing PPBS programs with special atteniion to
progrems of school districts of size comparable to tle

district under study.

4 e d
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2. Examine closely those existing FPBS programs which contain
the academic and physical characteristics resembling the
distriet under study.

3. After a thorough examination of the district under study,
isolate a&ll the existing school activities and place them
into logical groupings. Guidelines it be used in the
establishment of a logical grouping are:

a. The grouping must include a set of continuing activities.
b. Some segment of the present school organization must
have the responsibility for ecch activity.
c¢. The activity must have & relationship to the
objectives of the district.
The ctudy group suggests that an effective mechanism for
accemplishing No. 3 is to give teachers released time on a
periodic basis for the purpose of listing their actlual
teaching activities in groups that relate to the system's
educational objectives,

L. Each major grouping should be labeled as a program category

with a title that suggests the activities incorporated in

that category (e.g. instructional, instructional support,

general support, policy and direction, et..).

b, |

Construct a model which depicts the entire district,
illustrating levels of programs tnd sub~programs.
6. Any activity which does not meet the guidelines established

in procedure 3¢, above, should be labeled "project.”

o 137
ERIC

FalTo: Poiod b EHG TN 4
L] L.



129

Developing Program Criteria

After utilizing the procedures below, the study group suggests that

they be used by others interested in developing program criteria.

1.

Review materials pertinent to an understanding of the nature
and development of:

&, Instructional objectives.
b. Measur:ment of educational objectives.

Review existing literature on program criteria:

&, Present PPB system.

b. lLocal, state, and regional evaluative criterias.

c. Other sources (e.g., bocks, journals, etc.).

Examine and evaluate existing objectives of the school system:

a, Accert or reject oﬁ the busis of being realistic
and operational,

b. Revise or develoup acceptable objectives.

Write program criteria:

a, Use local, state and national norms as possibie measurable
criteria, ‘ .

b. Establish new or improveu criterie based upon objectives.

Maintain a continuing research committee to keep eriteria

current.

Developing Feedback Mechanisns

In thevdevelopment of feedback mechanisms, the following procedures

should ve utilized in the order iniicated.

O
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1.

Review literature on cybernetics with special attention
to feedback.
Examine existing PPB systems to reveal feedback mechanisms

that may te useful in the present situation.
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3. Establish what types of information are :eeded by personnel
at various levels in the progrem structure.

4, Establish the necessary forms to collect and disseminate
the needed information.

5. Establish a yearly timetable for submission of the feedback

forms developed sbove.

Development of Multi-Year Cost Projection Techniques

In the development of multi-year cost proJection techniques, the
following procedures should be utilized in the order indicated.
1., Isolate hudget areas for each program:

a. personnel

b. equipment

c. supplies

d. buildings end facilities
¢. contracted services

f. service unit expenses

g. other expenses.

2. Review existing cost forecasting literature and select those

techniques most applicable to the tasks at hand.
3. Modify the selected techniques to suit the particular

school system involved.

Implementing PPBS
The following suggestions should be followed in order to facilitata
the fmplementation of PFBS.
1. PPB procedures should be incorporated gradually due to
their complexity and pervasiveness.
2. Personnel at all levels must be involved in in-service
programs designed to acquaint them with nevw emphases,

procedures, and terminology.
O
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3. Due to the large volume of data that must be processed and
disseminated to effectively employ a PPB system, it is
suggested that electronic data processing be incorporated

wherever possible.

RECOMMENDATIONS FOR FUTURE STUDY
Jivaluation
As in any new implementation, a program of study should be conducted

to determine what benefits the school system is deriving from PPBS.

Data Bank
A data bank should be developed which includes extensive qualitative
and quantitative information regarding educational objectives,

attainment, and cost, (see 3 undsr Implementing PPBS).

In-Service Education

Techniques for acq&ainting new personnel in a system with PPBS

structure and operation must be developed.

LRIC 140 ,



Annotated Bibliography

In reviewing literature, the study group realized tha’ information
rasources on the subject would be extremely limited. The following

is the ideatification and summary of relevant literature.

AASA Cummission on Administrative Technology. Administrative
Technology and the School Executive. Washington. D.C.:
American Association of School Adninistratois, 1969.

School administrators have discovered that traditicvnal approaches
to problem solving and decision-making often f1ll short of satisfying
new demands in the schocl. Technology 1s concerned with the generation
of a set of systematic techniques and organized knowledge applicable
to the practical tec%s of mankind. Many of the data forms were useful
in preparing projectiocn techniques and forms. The definition of
feedback was greatly simplified by this book.

Adrian, W, Budget Guide Wewport-Mera Unified Schoo. District.
Newport- Mesa, Rhode Island: Newport-Mesa School District, (2)
1967 1968, p. L46; 1968-1969, p. 60,

An accumulation of data by which the actual dudget is
determined was presented in this budget guide, It explained
end identified budgeting principles, regulations, formulas
and appropriations. It also included such things as income
estimates, property tux computation and three cost
comparison areas.

Alioto, Robert F., and Jungherr, J. A. "Usiug PPBS to Overcome
Taxpayer's Resistance," Phi Delta Kappa. LI:3 November, 1969,

pp. 130-1L1.
Mr. Alicto's article had a good description of "Frogrem
Aralysis Memorardum.” In evaluating the design for some of

the critical issues this article proved to be very helpful.

American Associaticn for the Advancement of Sclerce. Generel
Systems Theory &nl Educaticn at the Eleventh Annual General
Meeting of the Society for General Systems Research. Berkeley,
California, 1965.

Feedback and the thorough processes of decisicn miking
were Jescribed in this paper. These ldeas and terms were
used by the study group i: the formation of their feedback
model,
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Baver, Rugdy J. 'Preparaticn, Justificsution, Assure Adequate
Budget," American School Board Journal, 15k:4 (April, 1966).
Bauer recormended that maintenance in schools should be
planned on a long-range scale for capital expenditure, He
felt that at the end of each year operetions and capital for
t1e current fiscal year should be reviewed and the coming
five tiscal yeais should be set up.

Beer, Stafford. Management Science. Gsrden City, New York:
Doubleday and Company, Inc., 1968.

Beer attempted to present occasions for, and achievements
of the sclentific .pproach to management problems. Particular
attention should be given to the area dealing with the measure-
ment of production.

Bloom, Benjamin S. Taxonomy of Educaticn Objectives.
New York: David McKay, Co., Inc., 1956.

The author has devised a classification system for
educational objectives in the cognitive domain. ObjJectives
in this domain deal with recall or recognition of knowledge.
This book is an excellent resource for understanding, writing
and evaluating educational objectives.

Board of Education. Buffal~ ity School Annual Budget.
Buffalo, New York: Board of lducation, July 1, 1967 to June 30, 1968.

Board of Education. Niagéra-Wheatfield Schools Annual Budget.
Niagara Falls, New York: Boaird of Education, July 1, 1965
to June 30, 1966.

Board of Education. Maryivale Central Schools Annual Budget
Estimates. Cheektowsga, New York: Board of Education, July 1, 1968
to June 30, 1969. . < , .
Each of the sbove budgets vere traditional line-itenm
budgets. These served as a frame of reference from which
the stidy group could proceed in its study end planning
Of PPBS.

Board of Education. Memphis City Schocis Apnnual Budget Estimates.
Memphis, Tennessee: Board of Educatiocn, July 1, 1966 to June 30, 1967.
The Memphis Board of Education report contained estimates
with current expense and curient revenue included. The report
was not vertinent to the feedback committee other than to aid
in leyout of yearly cost reporting section &nd ferms.

O
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Budget Director. Procedure Budget Manuagl Chapter IV.
Baltimore, Maryland, 196T.

The initial section titled General Provisions reported
the powers and responsibilities of various agencies and
directors for budgeting.  The definition of terms, numerical
essignments of expenditure categories is followed by a budget
calendar. The sections on Operating Programs and Capital
Improvements included descriptions of the program budgets,
general and detailed instructions for budget request forms
end code designations for these sections.

Bureau of Budget. Staff Training Materials New York City.
New York: Bureau of the Budget, February, 1968.

The information in this section was useful in terms
of varicus descriptions regarding the statement of goals
in tha*t the rrogram goals must be meaningful as well as
quantifiable. It gave a detailed explenation of the
departmental procedures for all of the budget aspects.

Business Office. Business Service Division Manual of Operation.
Seattle, Washington: Shoreline School District No. K12, 1967-1968.
The Shoreline District report included the organizational
structre, goals, objectives, and procedures of its departments.
Information on budget planning, program budgeting and some
statements on philosophy were cont:ined in this thorough report.

Buskin, Martin. "PPBS Means Better," School Mensgement
(November, 1969). .

Buskin expressed the idea that we need to get more
mileage out of vur educational dollar and better pupil
benefits in terms of the budget. He explained progreimed
budgeting is not easy to implement; that it is difficult
to find a school district that has implemented it. Buskin
showed five districts that are working with parts of the
system. No district is known to have & completely developed
system.

Central Office. Accounting Manual. Memphis, Tennessee: Memphis
City Schools. :
Definitions of each of the ccded functions preceded
the listing of all budget codes.
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Common Council. 1968-1969 Annual Budget. Hartford, Connecticut,
1968,

A statistical and verbal budget summary preceded the main
poriion of the document, which is the expenditure estimates.
Verbal Justification accomp:inied tYe statistical information.

A five-year capital imprcvement progrem was projected, followed
by sections on ordinances, line-item budget breskdown, and
breakdown of revenue estimates.

Divisiun of Instructional 3Bervices. General Guide to the
Teaching of Language Arts. Buffalo, New York: Board of
Fducation, 1966.
It vas set up €3 a general guide in curriculum policy
to the teaching of Language Arts in the Buffalo School
System; used to develop program criteria.

Fels Institute of Local and State Government. Planning;Programmigg;
Budgeting System Procedures Manuel for Schucl Districts Version I, -
Model 2. Pennsylvania: (niversity of Pennsylvania, 1967.

The “Bucks County Study" provided the study group with an
in-depth study of PPBS. The report defined terms, explained
chara:teristics, elements, and procedures of PPBS. A
suggested work schedule preceded the section on Job outlines
and step-by-step procedures for completion. The six appendices
covered the areus such as secondary school course offerings,
method of estimating future school enrollment, methodology
of revenue forecasting in education.

Finance Department. Instructirns for Prepsring the Detailed
Departuental Budgets for Fiscal Year 1968-1969. Garden Grove,
California, 1967.
Job outlines for the budget requests in verbal form
were included in this report.

Furnce, Orlando ¥, "Program-Flanning-Bud, ¢ Systems: Boon or
Bane," Current Practice in Education Adwinistration, XX:2
(october, 1969).

Furno defined PPBS as rlanning a budget in terms of
program needs. However, PPBS does not itself insure that
planning will occur or that if it does &v~h planning will be
efficient and effective. PPBS is not & svbstitute for poor
management. The Tables on pages 3 and 4 were useful as a
basis for some of the forms used by the cost projection
committee.

O
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Goedhard, Neil. Proposed Budget of the City of Covina, Californis
for the Fiscal Year July 1, 1967 - June 30, 1968. Covina,
California, 196T.
This budget was divided into two basic sections. The 1line
item budget report and the annual budget detail which gave
thorough explanations of the budget statistics.

Gorham, William. Sharpening The Knife That Cuts the Public Pie:
Towards Petter Choice-Making Via PPBS, Lecture delivered
December 20, 1967. Printed in 'What's Going On In HEW?".

It was mainly a document which cited the reesoning for

the Department of Health, Education, and Welfare's adopting

of PP3S. This report was relevant only from the standpoint

of background.

Hartford, Connecticut. Hartford Annual Budget. (1968 to 1969).
The content of the Hartford Annual Budget was to report
past, and present budget figures and flowscript explaining
the activities which will take place. The accompanying
forms provided useful formats in designing the feedback forms.

Hartley, Harry J. Educitional Planniqg:?rogrammig;;pudgeting:
A Systems Approach. Englewood Cliff, New Jersey: Prentice
Hall, Inc., 1968.

The study group hes used Hartley's book as a basic
reference, Although Eartley has done very thorough
research into the applications of PPBS, only parts of it
were adspted into the study. The study group found the
book useful as a genersl manual in systems snalysis, but
only to a limited extent as far as umulti-year cost
projection was concerned. Hartley's data forms were
usaful in preparing the projection techniques and forms.

Harris, Seymour E. More Resources for Education. New York:
Marper & Brothers, 1960.
Harris argued that we have rescurces and meang to solve
educational problems. The unresolved question is whether
or not we have the will to do it. This book provided a good
background for the multi-year cost projection committee.

O
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H3i1l, Lamar L. Sample Program Budgets: ElMonte Union High

School District. ElMonte, California: ElMonte Union School

District, 1967-1968.

In this report seven simple program budgets were presented.

The outline plan stated each program's general objective,
service rendered, cost of each area in past year and projected
cost for the coming year. A brief statistical evaluation
accompanied each budget program.

Johnson, Richard A., Kast, Fremont E., and Rosenweig, Jemecs E.
The Theory and Management of Systems. New York: McGraw-Hill
Book Company, Inc., 1963.

This bock dealt, among other things, with some insights
into the theory and problems »>f commuricating information
within a system. This :caterial gave the feedback committee
a conceptual model of feedback.

Jones, Howard R, Financing Public Elementary and Secondary
Education. New York: The Center for Applied Research in
Education, Inc., 19%6.

After appraising this book the followir ; notations were
recorded. Two approaches to the financing of education were
presented: 1. Traditional, focused upon the source and
disbursement of fu:ds in the usuel ways. 2. The new approach
was an effort to identify education as a social phenomenon
-~d as a factor of production in the total economy.

v..gaerr, J. A, Can 5 Small School District Use a Planning,
Programming , Budget System. Frescnted at New York State Association
of School Business Officialy, Inc., Crossinger, New York,
May 21, 1968,
. Jungherr suggested a model PPBS for small school districts.
He concluded that PPBS can be a definite aid to small school
districts.

Ken%, Arthur. "How Skokie Created a Program Budget,"
Neilons Schools (82, November, 1968).
This article provided the program structure of the
Skokie, Illinois School District. It was not too useful
in our work on program structure.

Korn, Peter H., and Scher, Seymour. City of Rochester Budget.
Rochester, New York: Department of Budget, 1967-1968 (p. 130)
and 1658-1969 (p. 139).

Although the City of Rochester Budget was not an
educational budget, the multi-year cost projection
committee found it helpful ‘in adapting the ideas of
a suggested form for itemizing financial expenditures:
this was wodified to fit our multi-year cost proj:ction
mdeln

O
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Krathwohl, David R., Bloom, BenJumin S., ani Masia, Bertram B.
Texonomy of Educational Objectives. New York: David McKay Company,
Inc., 1956.

The authors have devised z classification system for
educational obJectives in the affective domain which describe
changes in interest, attitudes, snd values. This book serves
as an excellent resource for understanding, writing and
evaluating educational obJectives.

Lanigan, Charles T., and Hurd, Normen T. GCuidelinzs for
Integrated Planning, Programming, Budgeting. Alvany, New York, 1967.
The report was an explanation of PPBS .nd how and why it
is used for New York State government purvcses. It outlined
the general procedures to structure each of the compcnent
parts.

Lawaon, F. Melvyn. Adopted Budget and Financial Information.
Sacramento, Califoinia: Sacramento City Unified School District,

- 1967-1968.

O

The first section titled, "General Fund Budget" was a
progrem budget structure with verbal description and
explanation on the opvosite page. Three other areas included
in the document were: lNon-General Fund Budgets, Statistical
Information and Financial Statemente,

Mager, Robert F. Prepsring Instructional Objectives.
Palv Alto, California: Fearcn Publishers, 1962.

The purpose of this tr~ok is to assist educators in
specifying and communicating educational geals. It is
an extremely useful resource for writing behavioral
objectives.

Manual for Project Grantees. A Report Prepared by the University of
the State of New York. Albany: The State Fducation Department, 1969.
This rianual et forth the definitions, standards and policies
for the management of state aided progrems and grants. The boox
made aany references to proposed budgeting.
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Morsey, Royal J. Improving English Instruction. Boston: Allyn and

Bacon, Inc., 1965.
Morsey, en knglish teacher, wrote this book using ~ther
English teachers as resources to bring about the new ideas and
changes in English instruction. It was an excellent reference

book in the uarea of Language Arts. It provided a good background

for the progrem committee.

New York State Education Department Center on Innovation.
"Development and Field Test of an Operational Model for the
Application of Planning Programming-Budgeting Systems to Local
School Districts,” Cheektowaga, New York. (Mimeographed.)

The study group reviewed and modified the definitions
presented in this text. They needed to be more generaiized
to be adaptable for this and similar models of multi--year
cost projection. :

Office of Planning, Prograsmming and Budgeting. Revised Program
Element Listing. New York: New York City Board of Education,
September, 1969.
This working document was obtained during an interview
with Arnold Webb, Project Director, by a representative of
the Western New York School Developnent Council.

Ovsiew, Leon, and Castetter, Williem B. Budgeting for Better
Schcols. Englewood Cliffs, New Jersey: Prentice Hall, Inc., 1960.
The authors reminded the committee of the need for PPBS
in our educational systems. They brought research findings
up to date. They also increased clarity by development of
ratarial and provided data tested by experience. They further
showed how to ugse the budget as a tool for administrative
functions.

Ramapo Central School Distriet No. 2. Planning, Programning,
Budgeting, Evaluating Systems. Spring Valley, New York:
Remapo Central School District No. 2.
A sample program structure for evaluation was cutlined
in this report. The program committee made use of criteria
in constructing the progrem structure.

O
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Report of the Fi:t: lationsl Conference on PPBS in Education.
Conducted by the Research Corporation of the Association of
School Business Officials. June 10, 1969.
This report of the First National Conference illustrated
the basic theory behind PPBS. It provided the Program Structure
of Westport, Connecticut.

Report of the NCTE Task Force ot Teaching Euzlish to the Disadvantaged.
Language Programg for the Disadvanteged. Champaign, Illincis, 1965.
The NCTE Task Force on Teaching English to the Disadvantaged
issued this report. It contained ideas that could be used in any
English program. This was an excellent source book for the
program committee.

Ruldger, Charles W., and Lipp, Joseph. Westport Public Schools
Continuous Progress Program in Reading. Westport, Connecticut, 1969-1970.
A five-year reading plan of implementations for the Westport
Schools was discussed. Included in this brief outline were written
explanations of the five-year plan and additional budget changes.

Scher, Seymour. Instruction Manual for Use in Preparation of the
1968-1969 Budget Es*timates. Rochester, New York: City of Rochester,
1¢ o8,

The Rochester report gave a detailed identification of all
budget categories with verbal instructions, Job cutlines, and
copies of forms., The manual was designated for Heads of
Departments, Bureaus, Boards, Commissions and Agencies.

Storeline School District No. 412. Final Budget cf Receipts and
Expenditures. Seat:ile, Washington: Shoreline School District No. 412,
1967-1968.

A line-item budget report for the school district.

State Education Department. Englisi Language Arts-Reading
Section K-12. Albany, New York: Curriculvm Development Center, 1968.

State Education Department. English Language Arts-Listening and
Speeking X~12. Albany, New York: Curriculum Develovment Center, [.969.

State Education Department. English Language Arts-Composition K-12.
Albany, New York: Curriculum Development Center, 1969.
These three books assisted teachers, both elementary and
secondary, in the area of improvement of Language Arts Curriculum.
These books were valuable sources for the program committee.

O
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University of the State of New York. Syllabus in English for
Secondary Schools. Albany, New York: The State Education Department
Bureau of Secondary Curriculum Development, 1962, -
The committee prirarily used this book as a point of
departure. The state recommendations for the Language
Arts programs were contained in this book.

U. S. Department of Health, Education, and Welfare, Office of
the Assistant Secretary. Planning-Progremming-Budgeting.
Washington, D. C.: U. S. Government Printing Cffice, 1968,

This served as an instructional guide for the preparation of
the Department’s program and financial plan. It included the
program end financial plan classification system and reporting
instructions.

U, S, Department of Health, Education, and Welfare, Office or Education.
Projections of BEducational Statistics to 1976-77. -Washington, D. C.:

U. S. Government Printing Office, 1968,

Wentz, John B. Administrative Manual for Cit, of Riversi. ., Californie.
Riverside, California;, 1968, :
The budget preparation procedures end responsidbilities
were given in outline form. The remainder of the manual
coatained forms and their Job outlines.

Witsey, Carl E. "Program Budgeting: An easy Guide with the Confusion
Removed," American School Board Journal. 156:11 (May, 1969).

Witsey advocated PPBS in public schools. He believed the
system will improve cost analysis and control, evaluate programs
in terms of objectives, costs, benefits; establish priorities;
jdentify and anelyze alternative ways of achieving the same goal;
inform the public of the purposes, cost and expected results
of school prograns. This book provided a good background for
the multi-year cost projJection committee.

O
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GLOSSARY

ADMINISTRATION ({budget item) is the series of accounts under which are

posted expenditures for the general regulation, direction, and conirol of

the educational affairs on a system-wide basis. To be includer herein, the
administrative activities must influence the school district as 2 whole and
not be confined to a single school building, or a schcol building subject to

a narrow phase of school activicies. In general it includes expenditures for
school board salaries and expenses for other activities related to planning,
organization, directing, coordinating, and controlling the human efforts and
material resources necessary on a system-wide basis. In another semnse, all
expenditures related to the functions of formnlating and executing educational
policies for the school system as a whole are grouped under this class of accounts.

ATTENDANCE SERVICES (budget item) Financial transactions for those activities
whose primary purpose ig the promotion and irprovement of attendance of school,
through the enforcement of compulsary attendance laws or cther means.

BUDGET A document that estimates all revenues and expenditures for a particular
organization wer a finite, stated time perfod.

BUILDINGS ARD FACILITIES This includes the costs involvad in planning and
construction of new facilities as well as the improvement of ones already

existing and in operation. Included here would be what is commonly termed
Yplauning, operation and maintenance," excluding pevsonnel who are listed

separately under Plant Operational Perscnnel.

CAPITAL OUTLAY 1Included here are all expenditures which result in additions
to fixed assets., This includes the expenditures by public school building
authorities but excludes lease or rental paymunts made to these agenciles.
Borrowed money is included, as a large percentage of the funds expended for
capital outlay in public schools was received from loans.

COMMUNITY SERVICES (budget item) Community services are defined as those
services provided by the school district for the community as a whole, or for
some part of the community otheir then public school and adult education programs.

CONTRACTED SERVICES 1Included here are the costs for the services rendered to
a system a8 a whole. These are fuel, alectricity, telephone, watar, office
machinoes, maintensnce contracts, etc.

CURRENT EXPENDITURES Included hereti:i. are any expenditures except those for
repayment of debt and capital outlay. Interest is generally excluded from
current expenditures,

O
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DEBT SERVICE (budget Item) Debt service consists of expenditures for the
retirement of debt, other than current loans. It includes money paid to meet
the interest on a debt, as well as to meet the payments on the principle of

the debt itself. Excluded are curreat loans which are defined as money borrowed
and paild back during the same fiscal year.

ELEMENT %he level of activity within a program structure that is Immediately
subordinate to a sub-program.

EQUIPMENT As used ir preparing btudgets, this item includes cost incurred for
the purchase of new articles such as audjo-visual, furniture, office
equiraent, etc.

FIXED CHARGES <(budget ftem) Expenditures which are not readily allocable
to other expenditure accounts but which are of a geaerrally recurrent nature.

FOOD SERVICES (budget item) Expenditures for activ:ities which have as their
purpose the preparation and serving of regular and incidental meals, lunches
or snecks in connection with school activities.

FUNCLION GROUP Refers to groups of similar personnel esuch as teachers,
teacher's aides, clerks, etc. In other words, a group all having a similar
function.

HEALTH SFRVICES {(budget item) Physical and mental health services to pupils
consist of medical, dental, and psychiatric, and nurse care, in the form of
inspection, treatment, weighing, etc. Health services directed toward students
as well as employees are included here.

INSTRUCTION (budget item) As a budget category this refers to financial
trangsactions related to activities concerned directly with or aiding in the
teaching of students or improving the quality of teaching. This involves the
payment of galaries to teachers, principals, supervisors of instruction,
guldance, and psychological personnel as well as textbooks, library books

and other materia‘s and supplies used in the instructional process.

INSTRUCTIONAL OPERATION RE PERSONNEL This refers to the salaries of
professional personnel such ast building principal, supervisor, classroom
teacher, guidance, school h«alth nurse-teacher, school psychologist, school
social worker, librarian, dental hygienist, teacher aides, office clerks,

and secretaries (building level), any others directly concerned with the
direct involvement of students or in aiding those building administrators who
are responsible for building management.

INTEREST Includeé all fundas expended for the use of monies.

O
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MAINTENANCE OF PLANT (budget item) Maintenance is required to keep the
grounds, buildings and equinment in their original condition, either through
repairs or by replacements. A departure over previous s~counting practices

is recommended through the use of the piece for piece replacement system which
ignores the relative value of the replaced item of equipment and its replace-
ment. (Replacement of something is post.d to maintenance, regardless of the
relative value of the item replaced.)

MULTI-YEAR COST PROJECTION A multi-year budget forecast based upon the
program structure, which projects the future (usually five years) output and
cost implications of current decisions. (taken from the WNY PPBS Glossary, p.3)

OPERATION OF PLANT (budget item) Activities necessary to keep the school
plant in operating condition, which would include such things as cleaning,
disinfecting, heating, 'ighting, moving of furniture, handling of stores,
caring for grounds, and other such housekeeping activities which are re; »ated
somewhat regularly on a daily, weekly, monthly, or seasonal basis.

PAYMENT BETWEEN SCHOOL DISTRICTS (budget item) Posted within this series of
accounts are monies paid to other school districts or administrative units.
These expenditures are made for sevecral reasons amung which are: (1) the
expenditures cut across several accounts and are not readily chargeable to
any one classification; therefore, one payment is made in lieu of many
different expense items; (2) membership or attendance data needed to relate
the expenditures to some classification are lacking in the paying district;
(3) from the standpoint of the nation or the state, such expenditures are
actually a transfer of funds between school districts, and in order to

avoid duplication and consolidate data for the state and the nation, it is
necessary that the paying school district be able to identify such expenditures.

PERSONNEL See Administrative, Operational, Instructional, Plant Operationail.

PLANT OFPERATIONAL PERSONNEL Those non-professional, generally civil
service employees, responsible for maintaining the physical facilities in
proper operation.,

PPBS (Planning Programming Budgeting System) A conceptual decision-
makins, apgroach developed by the Rand Corporatinn. This approach emphasizes
greuping inter-related activities, examination of accomplishments, and
long-range planning.

PROGRAM A group of interdependent, services or activities, possessing
or contributing to a common objective or set of allied objectives.

PROGKAM STRUCTURE An organization of programs, sub-programs, and elements.
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PUPIL TRANSPORTATION (budget item) The primary purposes of such services
are to convey pppils to and from school activities between nome and school,
or on trips for currizular or co-curricular activities.

SALARIES Wages pald to all school employees, divided into three areas:
Administrative Operations, Instrucc¢ional Operations, Plant Operational.

SFRVICE UNIT EXPENSES Costs incurred for providing the following employee
bunefits and district insurance: Teacher Retirement, Socisl Security, health
i{33urance, 1liability, compensation, other ipsurance, unclassified expenses
(:.g. refunds, assessments of taxes, bank service charges, inventory of
equipment charges, etc.)}

STUDENT BODY ACTIVITIES (budget item) The direct and personal adulc
3ervices rendered to public schools for such activities as interscholastic
athletica, entertainment, publications, clubs, hands, orchestra, and other
cffairs managed and operated by the student body, which are not a part of
the regular i.struction program.

SUB-PROGRAM The leﬁel of activity within a program structure, that 1is
subordinate to a program, and alblove an element.

SUPPLIES Those items needed and genérally consurmed in the total
instructional operatir.:3 program, generally on a year to year basis.

SYSTEM The complete set of inter-relationships between a group of objects,
all falling within 3 common boundary of purpose.

' 1
TOTAL EXPENDITURES 1Includes all funds expended for Capital Outlay, Current
Expenditures, or Interest.
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APPENDICES

- The appendices which follow represent a compilation

of the program structures examined by the study group.
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Appendix

Appendix

Appeniix

Append®x

Appendix

Appendix

Appendix

Appendix

Appendix

City of Baltimore School District,

Baltimore, Maryland.

Bucks County (University of Pennsylvania)

Bucks County, Pennsylvania.

City of Hartford School District,
Hartford, Connecticut.

New York City School System,
New York, New York.

Pearl River School District,
Pearl River, New York.

---------- Sacramento City School District,

Sacramento, California.

e Skokie School District,

Skokie, Illinois.

---------- Spring Valley School District,

Spring Valley, New York.

---------- Westport School District,

Westport, Connecticut,
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APPENDIX A

CITY OF BALTIMORE SCHOOL DISTRICT, BALTIMORE, MARVLAND

RIC

The City of Baltimore designates tuirteen major programs:

1.
2.
3.
4,
5.
6.

9.
10.
11.
12.

13.

Administrative Direction and Control.
Instruction.

Pupil Personnel.

Pupil Transportation.
Operation of Plant.
Maintenance of Plant.

Food Services.

Student Body Activities.
School-Community Relations.
Private Grants.

Federal and State Grants.
Debt Service.

School Improvement Service.
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APPENDIX B

BUCKS COUNTY SCHOOIL DISTRICT, BUCKS COUNTY, PENNSYLVANIA

The Program Structure designed for Bucks County by the ULniversity

of Pennsylvania consiste of four program categories and twenty-

three programs as listed below:

I. Coordinative Program Area

A

B,

Poliry and Executive Progranm

Comprehensive Planning Program

1, Long-Range Development Planning Sub-Program

2. PIanning, Programming, Budgeting Sub-’rogram
Information and Liaison Program

Communs«ty Services Program

Coordinative Support Services Program

1. Program-Development and Evaluation Sub-Program
2. Frofessional Education Sub-Program

3. Secretarial and Clerical Service Sub-Program

II. Instructional Program Area

A,

Early Childhood Instruction Program
Elementary Instruction Program
Secondary Instruction Program
Voggtigpal;Techpi;alkInstruction Program
Speci#l Instrucﬁion;érﬁgram

re g et )

Continuing Instruction Program

B

Instyructional Support Services Prigram

1. Instructinnal Media Sub-Program

P I

2. Pupil Assessment-Guidance Sub-Program
it PR I I [} L B poe

3. Attendance Services Sub-Prc:ram
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4, Program Develoment and EvaluatZ... Sub-Program
5. Professional Education Sub-Program

6. Secretarial and Clerical Services Sub-Program

111, Health Program Area
A, Nursing Program
B. Medical-Progra:
C. Dental Program
D. Psychological Program
E. Health Support Sérvices Program
1. Program Development and Evaluation Sub-Program
2, Professiohal‘Education Sub-Program

3. Secretarial and Clerical Services Sub-Program

IV. Business Program Area
A, General Sérvices‘Program
1. Finance.Sub-Progran
2, Personnel Sub-Program
3. Purchasing Sub-Program
4. Communications Sub-Program
5. Data Processing Sub-Progran
B, Pupil Trﬁhs;origtion Pfogram
C. PFood Services Progran
D. Facilities Progfam
1. bpefﬁkion‘and ﬁaiﬁten#nce of Plant Sub-Program

2. Capital Improveﬁéﬁf Sub-Progrhm

.-

3. Debt Services Sub-Program.
E. Fixed Cha}géa Prog}am
F. Business Suppoft Services Progran

N S PR B PR L.
1. Program Development and Evalvation Sub-Program

Q 2, Professional Education Sub-Program
3. Secretarial and Cleri'cal(.‘}g'tx;‘ces Sub-Program




HARTFORD SCHOOL DISTRICT, HARTFORD, CONNECTICUT
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The budget document of the City of Hartford Connecticut does not

1ist succinct program categories but merely presents the total

appropriation for the Department of Education.

In a separate classi-

fication, the following breakdown was found listed under "related

revenues:'

10.
11,
12,
13.
14.
15.
16.

ERIC
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General Education

Vocational Education

School Buildings

Physically Handicapped

Mentally Handicapped

Transportation of Mentally Retarded
Socially and Emotionally Maladjusted
Evening School

Driver Education

School Library Books

Tuition, Public Schools

Concessions

Rental of City Property
Miscellaneous Sales

Athletic Association Receipts

Student Publications

160



152

APPENDIX D

NEW YORK C1TY SCHOOL SYSTEM, NEW YORK, NEW YORK

The following is the Program Structure delineated by the New York
City School System:
I. Primary Education

A. Regular Day Elementary Schools

B. Special Service Elementary Schools

{. More Effective Schools

D. Summer Elementary Schools

E. Primary Education Administration

IT. Intermediate Education

A. Regular Day Junior High Schools
B. Special Service Day Junior High Schools
C. Intermediate Schools

III. Career Preparatory Education

A. Academic Day High Schools

B. Special Day High Schools

C. Evening Academic High Schools

D. Summer Day Academic High Schools

E. Summer Evening Academic High Schools

F. Day Vocational and Vocational Technical High Schools
G. Evening Trade Schools

H. Suamer Day Vocationsl High Schools

I. Special Programs

IV. Special Bducation

A, Schools for Soclally Miladjusted and Emotionrally
Disturbed Children. ''600Y Schools.

B. Summer Schools for Socially Maladjusted Ch¢ldren an~d

Q Emotionally Disturbed Children.
ERIC ona
S }.
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C. Schools for Physically Handicapped Children. "400" Schools.

D. uccupational Training Centers for Children with Retarded
Mental Development

E. Schools for the Deaf
F. Administration of Special Education

V. Research Development and Evaluation

A. Educational Program Research

B, City-Wide Standardized Testing Program
C. Curriculum Research and Tevelopment

D. Administrative and Financial Research
E. School Plant Research

VI. Community Activities

A. Community Education
B. Adult Education
C. Management of Community Activities

VII. Gensral Support

A. Administrative Support

B. Pérsonnel and Training Support
C. Instructional Support

D.  Pupil Support

E. School Plant Suééort ;

F. Non-Public School Suppor;

vG;. Comh;nity Suppoxt

H. Department-Wide Suppo;t

VIII. Headquarters Administration

A. Central Headquarters

B. Diatrict Headquartera

I R N
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APPENDIX E

PEARL RIVER SCHOOL DISTRICT, PEARL RIVER, NEW YORK

Programs of the Pearl River School District are identified, coded, and
placed into thz follui''ng proéram categories:
1. Instructional Programs
11, Instructional Support Programs
III, Community Service Programs
The following is the program structure of Pcarl River:

I. Instructiocnal Programs

A. Basic Education
1. English, Language Arts, and Reading, K-12
2. Science (including Health), K—lé
3. Mathematics, K-12
4, Social Studies, K-12

5. Physical Education, Intramural and Interscholastic
Athletics, K-12

6. Business, 9-12
7. Foreign Language, 7-12

8., Unified Arts, (Industrial Arts, Homemaking, Driver
Education and Mechanical Drawing), 6-12

9. Art, K-12
10, Music, K-32
B. Special Education
1. Educable
2. Enotionally Disturbed
3. Learning Disability o,
4, Physically Handicapped
5. Trainable ...}/ ...
C. Vocational Education

O
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11.

D.

Instructional Support Programs

13.
14,

15.

16.

17,

18.
19.
20.

21.

Auto Body and Fender

Automotive Repair

Building Maintenance

Construcfioh Trades
Cosmetology

Data Processing
Distributive Educat.on
Drafting and l'esign
Electricity
Electronics

Food T;gdes

éroundé Hai?tenance
Instrumentation

Landscaping

Machine Shop

Practical Nursing

Public Communications (Printing)

Service Station
Small Appliances

Welding

Continuing Education

1.

Adult Education

A.

Learning Resources

1.

Libraries, K~12

Pupil Personnel Services

1.

.2,

Guidance and Psychological Services, K-12

Health Services, K-12

A RIEES N
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III.

C.

D.

Facilities
1. Acquisition and Improvement of Facilities
2. Operation and Maintenance of Facilities
a. Custodial Cleaning
b. Building Maintenance
¢. Ground Maintenarce
d. General Services
District Management
1. School Management
2. Central Office Management
a. Board of Education
b. Superintendent
¢. Instruction
d. Personnel
e. Finance
f. Community Relations
g+ Planaing and Research
Transportation
1. ¥-me to School and BOCES

Food Service

1. Regular Studeats' Lunches and Milk Program

Community Service Programs

A.

B.

Recreational Agencies

Comprunity Groups
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APPENDIX F

SACRAMENTO CITY SCHOOL DISTRICT, SACRAMENTO, CALIFORNIA

Sacramento organizes its budget data into three major categnries:
I, Administrative Services
II. Instructional Programs #nd Services
III. Supporting Services
The following is a complete liasting of the individual services under
each of the above headings:

I, Aduinistrative Services

A, Board of Education

R. Office of the Superintendent
C. Personnel Services

D. Planning and Research

E. Business Services

II. 1Instructional Programs and Services

A, Administration Instructional Services

B. Curriculum Development

C. Special Services

D. Flementary, Junior, and Senior High Schools

E. Schools for Adults

F. Continuation High School

G. Summer School Program

H. Staff Training and Summer Demonstration School
I. Special Projects Department

ITII. Supporting Services

A. Transportation

B. Maintenance and Operations

O
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Fixed Charges
Food Services

Community Seirvices

General Capital Improvements
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APPENDIX G

SKOKIE SCHOOL DISTRICT, SKOKIE, ILLINOIS

The Skokie School District restated its legal budget categories into

what it calls "Program Classifications". The following is a listing

of these Program Classifications.

10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.
21.
2.

23,

Spelling, Handwriting, Language Arts
Reading

Phonics

Mathematics

Science

Social Studies

Art

General Music

Instrumental Music

Gifted Music Program

Foreign Language Program
Typing

Home Economics

Industrial Arts

Physical Education

Sex Education

Health .. cation

Health Services (Nurse, «<c.)
Custodial Care (Playground, Study Hall Aides, etc.)
Kir? rgarten

Haladjusted

Trainatle Mentally Hsndicapped

Educable Meatally Handicapped

168 ¢ o
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24, Learning Disorders
25, Speech Therepy
26, Title I, Remedial
27. Psychologist Serv;égs -
28, Deaf, Blind, and Physically Handicapped
29, Sccial Workers Services
30, Summer School
31, Library Program
32, General Administration
33, Personnel Services & Administration
34, Accounting and Finance, Administration
35. Public Relations, Administration
36. PTA
37. Research
38. School Lunch Program
39, Transportation
40, Extra Curricular Activities, K-6
41. Niles Township Film Library
42, Plant Operations and Hainténance
43, Debt Service (Tax Warrants, Repayment of Bonds, etc.)
44, .Land Acquisition and Use
45, General Equipment
46, Building Construction and Improvement

48, Contingency
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APPENDIX H

SPRING VALLEY SCROOL DISIRICT, SPRING VALLEY, NFW YORK

Spring Valley has taken all the school district's activities and placed
them into a design with three major headimngs:
I. Curricular Programo
11. Curriculqr Supportive Programs
117, HSpec{al Services to the Community
These broad categories are subdivided into individual program of activities
as follows:

I. Curricular Programs

A. Instructional Programs
1. Basic Elementary
2. Basic Secondary
3. Special Education
4., Vocational Education
5. Compensatory Luucation
6. Continuing Education
B. Inqttucéional Support Programs
1. Learning Resources
2. Pupil Peraonnel Services
C. Student Activities
1, Eiementary
2. Secondary

IX. Curricular Supportive Programs

A« PFacilicies
1. Acquisition and Improvement of Property

2. Operation and Maintenance of Plant

PNV L
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B. School Related Services
1. Pupil Transportation
2. TFood Services
C. Policy and Direction
1. Board of Education
2. District Coordination and Administration

3. School Level Program Coordination and Administration

IIT. Special Services to the Community

A. Recreation Agencies
B. Ynouth Activities

C. Senior Citizens




APPENDIX I

WESTPORT SCHOOL DISTRICT, WESTPORT, CONNECTICUT

The following are the program categories described by Westport:

I!

IT.

III.

IV.

ERIC
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Instructional Genersal

Those programs of activity, learning activities, which are
in support of the learning of the broad group of youngsters
who are not considered exceptional,

Instructional Exceptional

All those instructional activities that are designed for
the children who are either exceptional by reason of being
gifted or exceptional by reason of being handicapped.

Instructional Support

All those activities which are in direct support of either

instructional general or instructicnal exceptional.

Non-Instructional

Such items that are not in direct support as general
administration, the operation of the transportation system,

* the maintenance of plaant, etc.

Conmunity Service
Those activities which the school system undertakes which
are not defined as being within. the legal, regular

responsibility of the school system.
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