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INTRODUCTION

The center for Urban Education is a vehicle for carrying on

system-wide long -range planning and development In a select set of
. .. .

. .7-. ..- .

areas for theChicaao public schools; The four projects in ,

,Management analysis described here comprise bne part of the7Centees

planning and.developmentagenda for the 1977-78 year. Additional

information on the"Center. fin. Urban Education is included in separate

brochuyes_which accompany, this document.

The Long Range System7Wide Planning Process is the means where

.by the'schooi'systet determines its multi-Year priorititt. The
,

.

system-wide 'plan will enable thtschool system Xocoordinate

planning act pities at,several levels and will facilitate the
. .

, .
planning of other units. A recommended strategy for implementatidh

of the process is also included. 4

The School Profiles provide critical* needed buding-10e1

information for the Long Range System-Wide Plan:in areas sdch as

i
staffing, teachdr characteristics, class size, program budgeting,

and school safety and environment. 'These prOfileb are utilized in .

the goal setting Process involving building principals, district

superiniendentS, and the Deputy Superintendent for Field Services,

They are also used to assess trends and make Comparisdns between

sofigls.

.

reduce costs and improved the juality of education. services .by.

I

The Management Development Progtam provides a.means to

tmproving the management, skills of school personnel. The project
0

encompasses ten tasks -which involve identifying each job task,



analyzing the job skills necessary to perform eachijob 'forecasting

employment needs and developing job-related insfructionarprograts
. .

for personnel.
U

theThe. research on,, Long Run Changes 'in the Composition of the

Labor Force in the Chicago publIC schools will provide critical

'information on ttaffing treridsfor.the Management Development

Program. the activities of the-research incIude analysis of

changes in the labor force over the last 10 years,--isolating the

most significant ofthese changes, and measuring the 'stocks and

A

flows of individuals entering and leaving the school systemt

.All four of these projects are interrelated and d &pendent

each other :for a comprehensive management analysis of Xhe"Chicagd

public school system. :These projects. will enable the Chicago Board

of Education to develop'and administer programs that wiil.contribUte

to its needs for organizational efficiency and responsiveness.

a

4

o.



1

DESIGN.fOR THE LONd HAgGESYSTEM-WIDE,FLANNI10 PROCESS,

CHICAGO PUBLIC SCHOOLS



BACKGROUND
...g

.

'An important, aspect of the managerial revolution is the

increasing recognition of planning as a. basic iianagement function

. within all forma" of enterprise, pr"Df it as . well - as on prof it :
. .

,TO date, -much of the interest in planning has been due t2 pressures-
, -

ciisia management rather than pro-active taanagem. ent 'choice -.aor
,t

declaim. Nonethel are ,in an era Of economic., technolagical:.:

113)Ci el' and poiitieel change:- in which .plAnning hae become recinislie
. '

for; growth-or --even'aurviVai*: Change 1.gs.oppOrtu--
.

, ,
brit it ''also brings- risk. It preciaglY the tas of plan:-

nIng.,*tb ,.risk while concur entiy taking :advantage. sofall:
.` ,

. , _.

opportunities. .Vo plan well -st.'to' make',plaias that will. -succeed

. the' actiliAty, Must take. place in .a context of well-bconoeived

.

,
. ,

..,... ,,. . -

principles, structure, implementation phases and follow-Up. -

.
.. ,

.

A good. long range plan will. pr
4..ide a .mean,bVs to

.

_ , . , .

1. ..reduce uncertainty and Aanticipated change,
,, , . rz.

.. -.,

'r. though 1;ositive aetion;
,

;., ..--i" *.

.
_

2.. foOus.attntidn on o eatiVes and pfans f;-attion
--- .

-aaid a sub equent means of evaluating.;

tion' ; any
0..

,gain and maintain -economy and effitiency.or Opeera7

r

(
facilirate control., and' 'ccsramunidation.:

to zed:. and structured iprocess will cOntrihUtei-

to otganiz tionai success by ebhancing the decision-making process.
her

rmore it will be sufficiently flexible to allow for ex-

,.

pension or tmbellishment during subsequent planning cyties in

ance .decision-,future.Years. Mich- a planning procesa will. e



making in the ChicagO public schools by the: ,

°J..' identification and examinatioh,of long term en-

s..

Iiironmental'thieats and opnbrtunities which will shape or in-

fluency the school system;

2. articulation and communication of objectives,

strategies; goals; action programs and Contingency plansfor-N

use both internally and externally to'the school syster4 and .

3. establishment of accountability by providing

standards of control for the monitoring of performanCe.and
.

,feed-bdck'mithin the syttem.

,1111 lightof,the importance of planning; the IeezE,Rriage

--Pianning.Task Force, coasisting of five corporate planners and

'eight Chicago .public school employees, was convened by the

General Superintendent in August 1977. The Charge.to this Task

A

4

.
l'Ofce was to design a long range planning process for .the Board

of Education of the City of Chicago.. 'Such a planning process

lUcorpOrates the principles of long range planning deVeloped

-

An other organizations and reflects the operating realities of

Ythe Chicago public schools.

The Task Force met on the average of once every two weeks

frOn Angustthrough'NoVember 1977. The uiajOr topics of'.consideea='-

. o

lion during that 'period of time included methods of long tatge

'

plauding as.well as current. programs, practices,
an organization

-

of the Chicago public schools. The,products of these discussions

include: a recOmmenigddpipl'for a long range planning process

and1/4 a recommended strategy
for its implementation:



The purpose of this-Task,Force differs from that of pre-

,.
41ous ventgres into planning, such as the efforts .of Leu' and

Candoll (Planning for the Future: A Recommended Long- Range

Educational and Facilities'-Plan for Chicag0,1971) and Project

Simu-School: Chicago Component (1971-74). Leu and Candoli

developed a long-range lanbut concluat-their study with

.4

the statement that "as- toot askany study ;414)rinted it becomes

.
,

obsolete. Planning is a continuOulteystematic process 7- Tot

a single "cookbook", unchanging solution" (p..,72). As the

authors anticipated, their planis now out of'date.and a cur-

rent long-ringe plan must be deyeloped. In A Data System for

leranniniirellEducation (a 1973 Simn-School publica-

tion), Higgins-and Conrad state that "Comp'rehensive Educational

Planning is a.continuous process of (1) establishing goals,'

(2), gathering data, (3) formingand assessing alternative aons..

of goal achievementasnd (4) making decisions about_thase alterna7

tkies". (p. -The Simu - School materials suggestmeth01,nf_

carrying out.eich of these individual activities; bmwever;

,clear and direct coordination among them is not. delineated. The

purpose of the Lohg Range Planning Task ForCesias to'ddvelop

"planto plan" which wouldprovida'fOr t4ecdordinetion ,of :Planning

'
activities at several levela.

r



±taIGN OF A LONG RANGE PLANNING PROCESS FOR TBCHICAGO PUBLIC SCHOOLS

The Iongrange planning process can best be described:as one of.:,

,

,'_assembling, reviewing, and interrelating three. discrete typei of

,plans which differ in level of detail and. degree of 'comprehensive

ness. These-three types of plans are developed in a generally

sequential manner diming a. twelVe month iriod, although there

is a great deal of overlap among them during their development.

lath.plan has a variety of ingredients." The three types of 'plans

are described below,'followed by a description of how they are

linked together and scheduled.

, Type I: The System-Wide Long Range Plan

The system-wide plan is a description in general terms of

, .the strategies which will be used to achieve the system-wide goals

and objectives. Thus the firist component of the systemrwide plan

Is.a statements of the system-wide goals and objectives. The cur -

rent goals and objectives ware revised on-July 14, 1976 and
4 46

.adopted at a General Committee Meeting of the BOaid of Education

on August 11;'1976. Listed under each of the nine system -wide.

goals are several more specific objectives which clarity the

nor

,. . ,

The goals and objectives should be reviewed at the

beginning aof 'each- planning cycle by the General Superintendent,

the four deputiei,.and4tembers of the Board of Education. Primary

;

responsihAlity.for this task'xests with, the Board of Education.

The revised system-wide .itials,apd
jletiVes.should be a major

inclusion' in the sy*em-wfde long: range, plan.
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The second major ingredient of the sSrstem-wide plari is a

narrativesummaryofthe most important factors which will affect
_ _ . _ _ . _ _ _

. - _ . , _ , . , _

the wdy in which the goals and objectives are to, be achieved.

Such factor's. include, for example, descriptions.of:trends in

revenues, regulations, population and contracts. The implications

of these factors, if they'are not obvious, shOuld be summarized

here. The narrative summary should also include a 'description

of the major strengths and weaknesses facing the system.

Strengths are those positive aspects of the system which can be
.

bUilt up upon; weaknesses are problems which are not being cor-

rected in an effective and timely fashion. Above all else the

narrative sumMary'should assist d!reader in relating the goals

of the system to the specific strategiesof the system.. In other

words,the,subjectImatter of ft narrative aumMaryia'the.same as

that implied in the system-Wide goals and objectives. Primary
c

resp ibility.for the''task of ,writing the narrative summary.

rests with the Office of the General Superintendent;

A third major piece of the system-wide-plan is a. set of

statements about system-widen strategy..4hese statements are

specifications.of broad courses of 'action assumed .to bethe best

Methods of. attaining the system-Wide goals. Where pOssible,

these statements describe the requi ed resources implicit in each

.. .
o

strategy, e.g., people,' time, and mo

Thele thie parts the system-wide goals. and' objectives,---.

summary a: impo tant factors to.consideri and the statements-of

4-

major strategies to be:employed -- constitiute the.system-wide long

range plan. All three parts reflect about a five year time horizon;

Y



that is,, system-wide plan should explain to the reader where

.

'management inten s
ve

The prImary purpose of the system-wide long range plan Is

to 'Provide direction to the lower levels of management within the

organization. In order for the system-wide plan to have'an effect

, -

on the behavior 'at-lower levelS7in the organization, it should be

accompanied by planning guidelines which tell managers what is

'expected in order to'develop their second level plans.

----

TYpe.II: Second- Level Plans
,..,..,

:.,, .. Althoughthere is .one system-wide plan,
there-are at least .

.i.; ,

. ,

sixty second 1eVal plans, which are- specialized responses to the

. ,.. .

,

,,,system-wide. plan. Their'time horizon is shOrter than/that Ilf the

, , , .

.

- system-wide plan.. (three years as opposed to five). They are

-,..

4

eveloped by.eich unitmanager.under the supervisiom of the

appwpriate superior. ,Specifically, second level plans are

%°
developed by those units reporting toteputy Superintendents as

Aimell.as those staff units repotting tO,theOffice of the General

Supdrintendent; The second level plans which should be developed

,

are those pOrtrayed:on thePfolldWing page.

.

EaCh.secOnd level plan consists of two. 'general

.kirst.part contains,-a listing of those strategies` delineated

In the system-wide plan
WhiCh the individual unit will'endeavor.;

.1,

to support and a description of goals,-ittategies, and objectives

c.h will be used 'by that unit to achieve the.selected'parti.of

.

the ystem-wide plan. In this section, the unit manager .is saying,

ift-eff ct.. "Here is how my unit ii-helging tae sy$tem toTachieiie,

ti
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SECOND LEVECPLANS.

MC:1Mb UNDER THE GENERAL SUPERINTENDENT OF SCHOOLS

BY THE. FOLLOWING:

EMITS REPORTING DIRECTLY TO, 'THE GENERAL SUPERINTENDENT)

Emma . of Internal AUdii
tment of .Administration
tment ofs Einployee Relations
tment .-of:",,Research and Evaluation
tment- of ;) 'unity Relations
.0 of .1,141 a Education
tment of:1Sidiool Safety, and .Environment

'for -Urba.nEducation
...

CENTS REPORT_INd TO 'THE .DEPUTY SUPERINTENDENT - FIELD. SERVICES)
14

rict 1
;Ices 2 and 24
rict 3:
rict 4
rict 5
rict '6
rict 7
rict 8
rict-9
rl.ct 10
ricts 11 and 23
rice 12
rict 13

District 14
District 15
District 16
DisiriCt 17
District 18
District 19
)4stridt 20
District 21
District 22
District 25
District 26.
District 27

MENTS REPORTING TO THE DEPUTY SUPERINTENDENT-FINANCE. SERVICES)

it-met:Et, of 'Financial Planning and Budget Preparatibn

.rtment of Control

.rtmene of Systems Analysis and Data Processing
:au of Affirmative Action

' MENTS REtORTING TO THE DEPUTY SUPERINTENDENT-MANAGEMENT SERVICES)

rtment of Maintenance and
irtment 'of\--trnmentiFtunded Programs
Littant Of Personnel
irtment..of Operation Services
Lrtment of Management Services
r.aii of Facilities Planning
rMENTS REPORTING TO THE DEPUTY SUPERINTENDENT-INSTRUCTION AND

SERVICES)
artment of Curriculum -

artment of Vocational and Career Education Program Development

eau of Reading Improvement
artment of Program Development/Alternative
artment of Pupil Personnel Services and Spec al Education
Ogram Development
artment of Federal and State Reldtions

eau'ci Staff Development

1 `3



e

'the system-wide goalS and objectives"

The'second part of this plan containa a descrtption of those

factors which influence the selection of strategies which-will help

the unit to achieve. its'goals... Such factors may include trenas

vilhich'ard,affecting the unit, as well as an analyii4 of the unit's

-strengths and weaknessed. , this part may containa description. of

'unresolved issues affecting the operation of the unit. but re-

quiring action at a higher level. This section also includes an

the unit's plans. . In

effect, l"ere is'why

aggregate summary of the financial impact of

this. section, the unit managek is saying, in

my u nit is. proposing to do what it has.''

In the case of the plans developed by the District Superintendents,

. I

it will be' necessary tq, develop guidelines and instructions for trans-

mittal of the plans to th school building level. .The.other pecond

level unit plans (with. a. few exceptions) will not require trans-

aittalgodownward.

M,

Type In: pacilding Leve4. Plans

One building level plan is developed for.each.separate in-

structional facility in the system. ."'" Each plan is a response t6

-
-

thedistrict (second level) plan of which it is a part. Each of

4'

'these -plans is relatively short range.(two yeart) and descrfbes

how programs in th at building will support .district level goals.

.

Like the second'level plans, theSe plans consist of two parts:

e

Eawever,.the descriptions of what will be don eand why are even-
.

more specific.

1 A
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Linking the Three Levels of Plans

In several respects, the planning process described here is

"top down": planning activity is initiated in the upper echelons

. .

of management and is filtered down through the;organization to

successively lower' levelh nagement. The system-wide. plan

'Xs comprehensive-and general. ,It provides a basis and a direction

for .developing the s condlevel plans which:Are more specialized

and detailed. Sameof these plans, those of the District'Supe

intendenis, in turn provide a basis:and direction for the building

level plans.,

During'the planning-Process, lower level (e.g., building) plans

teed to be reconciled with higher level (e.g., district).ptans.

AliO, Plans need to reconciled with each other at the Same level

(e.g., the faciliti s requirements emanating from pupil. personnel

services must be re onciled with facilities planning). Recon

ciliation_ among p ans takei place through an extensive review

)

procesi. Distri t Superintendents work with principals to,recon-

,

'elle building level and district level plans. Thebeneral Super-

intendent end the four Deputy Superintendents work with those who

)

prepare the second leVel pland 3n order to reconcile tile second

level and system-wide plans: A9ggevel plan can be modified

during this process of review and reconciliation.
I

Because of the need to reconcile the various plans they

cannot be developed in a strictly sequential manner. Each of

the three'levels of plans requires about ten weeks to develop.

About five weeks into the develOpment of the system-wide plan,

preliminary pieces of the 'system -wide plan are transmitted to



u.

-13-

those adpinistraiors responsible for developing second level gam.

$

In a simgar'fashion, about half-waythr4dgh the development off:

eitorid level (district) plans, work- begins on the third, level

(building) plans.

\o
.Linking the Planning Process to 'budget and Control DecisiondA,

-$:

After the. three levels of plans have been developed and'

reconciled, they are used a

budget.

one basis for- decision on the annu

About four or five mo ths are

range'(oneyear) spending plans and

range objectives. The.three levels o

req 'red to develop short

recon ile theseHwithjong

plans'are also used-as a

general guide for managerial decision-m g during the following

school year. Progress towardrobjectives assessed'at all levels

in the organization. The approximate schedule of the planning and

review process 1 loortrayed on the following page. Note-that this

'planning process is ongoing; that is, the entire p cess is

repeated annually.

1 -1
o
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CHIcAG PUBLIC SCHOOLS

Planning Pro ess: Propoied SeclUence of Plans

PRIAM NOV; DEC. , FEB.. i MAR, I Ak. MAY , JUNE JULY AUG, SEPT. OCT. I, .

IIESPONSIPLITY

BOARD Of EDUCATION

GENERAL SUPERINTENDENT

DEPUTY SUPERINTENDENTS

DEPUTY SUPERINTENDENTS

DISTRICT S INTENDENTS

DEPARTIADS

DiSTRICnUPERINTENDENTS

PRINCIP'ALS

RESPONSIBILITY

CENTERS (UNITS)

4,

kSyslernwiclo

Long-range Nun

5Years

Second

Level

Plans

Review

Second Level

Long-range Plans

3 Years

Review and

Reconcile

Plans

Building

Planslan

Review

Building Level

plons2 Years

Budgel

Review

tImml....

Annual BudgeI.1 Year
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IMPLEMENT/NG THE PLANNING PROCESS .

The steps toward implementing aleng range planning process

are summarized by 'Alvin C.

;.

University Journal, Summer

1, plan;

1.

Eurich X"Plan or Perish"

197eas
.

College and

The rOrnilg body establishes a commitment to

2. An administratiVe officer

ning is designated;,

mulated.

Steps 3

responsible

3. ill..relevah information is collected; and

4. Specific and ealistiC recommendations are for-

4 dbount to the Ongo process of planning, which

has been elaborated above. Steps and 2 need to be completed

only',once, although the indicated commitment and responsibility

must be,maintained as long as successful plans are desired.
V

These two steps'can e- completed by the establishment of a

separate 'unit (perhaps a 'department level unit) for long range

planning. This unit should be charged with the responsibility

for implementing the long range planning process described above.

. As suggested.h Gerald H. Gaither-("The Imperative to Plan'iny er
.

Higher Education",1212siatior, Fall 1977),

"the pi:Inning staff should be based 4lose-to the top of the

organizational hierarchy but generally remain in ,a staff function"

(p. 351). .,Thus the unit should be headed by. someone. at a-rela-

tively high level in the organization (such as an Assistant

SupeOntendent); the head of the long range planning unit should

report directly to General Superintendent of Schools. The \

unit Should be house t the Center for Urban'Education since the

410
1
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.

primarylunction'qf the Center' for drba# Edupation is to pro-

vide

.

a mechanism for on strategic system-wide planning

and develOpmel*.of a select O 't'of program areas ".

The long'rau$e planning unit doesnbt plan-foi other units.

Rather, it is. responsible for managing the planning process of

. .
.

the other units in the Chicago public schools. In pursuing thi's

-,. i

to. , .

,function, the long range planning unit would undertake the fol.!: ...._

.lowing,major tasks:
...

.
-

.
...

1. Prepare a Multimedia presentation on thegeneral

design and purpOee of Chelong range planning proceia;
fA

2. Prepare planning manuals listing activities to be

undertaken, time schedules for the activities, procedures 'to be

followed and forms and formats to:be submitted with individual

plans;

3. Detiign and conduct woikshops'on the,long range

planning process its cooperation with the Administrative niver-

,

city staff;

4, Coordinate_long range planning activities with

thoie of, budget preparation;

5. Evaluate the qua+ity of plans

'and:make recommendations for ),Jilprovement;

that are prepared

6. Avaly2e plails.in,order to identify discrepancies

between levels and across other units;

Facilitate the a6quisition of matagemAli informaticin

needed to aid twit managers as they develop plans (for example,

4 providing the school profiles for.achoo/,rincipals);

....
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.

1 ' 4 4

thesize the. various .leve ls Of planaLandPrePare
. ;

an--av ent which describes trends wbicb are not
.

k...

btherWise apparentihe>lcing range.plani and
..,

. /Y4''

. ,
. .

9. FreAa re and c circulate copies of the annual long,
.4( ,,%--'l ' .

, .

., ,

pulp play ,..

...

Thes actiViti s will, Of course, need 'to.be Synchronized
,..

With the'.i tuardeklopMeht of the plans.. For exalaple the

planningel uals And workshops need to:be developed to "feed
_ ,

:1

into" the actual development of plans. This particular process

Is portrayed on the following page.

1

The Jong,;yange planning unit should be kept relatfvely.small

.

as its overall purpose is to facilitate the planning of other

units, novta do the planning for the other units., TheindiVidual

chosen to head the long range planning unit should have the

following characteristics:

Have extensive knowledge (based largely on expeiience)

of all levels of operation of the-Chicago public schools;

2. Be well grounded in the general. principals of long

range planning;

3.,:Have the aptitude to think in abstract terms4yet be
*

able todesign and'implement specific concrete 'procedures;, and

- ...
4. Be able to work easily with and secure 'the coopera-

tion of a wide variety of individual (including, for example,

Members of the Board of Education and school principals).

The first step in implementing the long range planning /

process should be fo'identifY the individual who is to head t

long range planning unit. That person should meet with the



PROPOSED SCHEDIE OF ACTIVITIES

dF THE DEPARTMENT QF LONGRANGE PLANNING.

I I .1 .1.- I I I I

DEC. JAN, FEB, MAR.1 APR, MAY JUNE , JULY` AUG, SEPT,'

A

Planning

Manuals ,

2nd level

e

2ndlevel

. RevieW

inevel Plans.

Review

Plans

Edg, Level

Review

8141(1416k

. Planning

Manuals

Bldg, level

PretePitallore

Workshops

indlevel

ifudget.ilevieiV

H

Presentations

Workshops

Bldg, level

Prepare Prepare Reconcile Pions . Compile

Plum for Plans for and Prepare Them LongRange

Review Review For Review' Plan

4

Evaluate

Planning

Process



( ; .

.! Range. Planning Tgsk Force to-revie4., our deliberations with,u4-an4
.

.4,

to dipcuss our recommendations.' FifialliP, the services of the

five Iong,range planning directors on the-Task Force should be
.

-
ittecured on'an ad hoc basis to advise. this person dUring the,Iirst

f7-

yeat of.tiMplementrion.
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YEARS AS PRINCIPAL

I

I

1

I

I

I

I

I

I
I

I
I

I

HATE OF PRESENT ASSIGNMENT:'
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PROGRAM BUDGETING

TOTAL APPROPRIATION

PER PUPIL

',TOTAL EXPENDITURES PER I

PUPIL t.

READING RELATED I

APPROPRIATIONS PER I

,PUPIL' I "
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EXPENDITURES PER

'PUPIL
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PT CH

Sober of position(' mverstaf fed Niter of Iiiisltione chat the school has or the stet ftil

formula.' lifts are itaffing formulae
which determine how

many positions to which a 'school is entitled based on

membership and number of tiachara, Information is

available for the priioui monthsrin the 77-78 column and

Number e true vacancy poliitions

Staffing facile 4eltpago

Average Class size (ACS)

Pupil/teacher ratio

Pupil /paraprofessional ratio

'

.Piiment of classroom teachers

abient covered by. substitutes.

\1

for the current but in the currentmonth column.--
Number of poiitions for which there is nikitherm regularly

appointed teacher nor l'ETB pilling the,pdsition.

Information is available for previous month and the

current Months

i

Number of students whO could be placed within the school

betbra another teacher needs to be assigned,

1 0

Nuiber. of students in regular placement divided by the

number. of classroom teachers assigned to classrooms, For

a given month information Vill be provided in the current

month column, Previous year's eylsS.Site (s) are also

providerin the preceding color* In the column 77718.tO

date, information is provided on the previons month's

ratio:

t

Differs from', average class ,sirs in qatthe Merbership is

divided lithe number of regular ilaisidom teachers

'school, even it they are not in clessro3mi. Previbui

year's, ratios are also provided in the preceding cliumhs.

In the column 7748'io. date, information is'prOvided on

the predouS month's Otio. '

Membership, on the .last. of the period under stmdy

papered with the number of paraprofessionals offeiino

instructional service. Previous-year's ratios are also

provided in the preceding coiUmns. nthe column 7.178

to date, information s'provided on the previous month't

ratio. . .

(
-

Number of days th?t'cfaisroom teachers were absent and

covered by substitutes divided by 'the number of days. that

classroom teachers were absent. Iniormatiun is provided

in all five:ColuMne.

losiormo

ills index will provide information
Chid permits the ,

monitoring of how ichooli are being,staffed:. If ioeitioni

are'overstaffid in both"the 77 -78 column and the current

column, the reasons for overstaffing should be investigated.

Ifoverstaffingoccirs dnly within the current moth;

perhaps the situation Might rectify itselfwithin the Kext,..

month. -

Information can reveal increasing trends in vacancies at the

local school level which may be an indication Of a problem

at the school. If OiCancies appear for both months it may

be an indication of iposition.being held which should be

closed,

Due 't& nature of,Ohe staffing formula, there could he

ihriation imithe elementary school Of as much as 28 itudents

giVelthe samenumbir of teachers,' This would indicate that

in the effiCicious placement of studentsreaching.positions

could he saved, This can be done in two ways --

tablishing !moan atiendance'ireai among echools or by

clustering schools' attendance areas.

In' view otthemstablishmeht, of a joint:Boar'd -Union

committee ioatudymaximus class

compare

Pregrami,. this

indicator could also be used to coipare'variousitaffing

formulae beihg reviewed'. This indiCator can be provided'

using a variety of staffing formula, The formula whiCh

creates the smallest degree of slippage should probably be

selected

Information can be used to showrepds over theflaitfouiN,,

years and changes in ratios over the 'last month. When the

ratio'is, outstandingly high'cospared with other schools,

reasons light be invelitigated.

Sess'asACSI however, when this inforsatiOn ie used in

'conjunction with ACS, decrepancies between the two can be

robid..'.The probable cause of oit0 crepanci, pi, due, t4 OW,

school not having enough space, for 8 'try regular 'classeolii

teacher.

Competitions can be made across the years for a given school

as well as,acress schools for a'giVen yeart,

Thelirst.four columns provide yearly averages which can be

used for within ichool oomperizOns anktrends. All five

Colurmo Can be used -for noting the degree of
improvement in

substitute coverage. By comparing current months across thcj

city, variability fora given month can'be obsoried. 'Fbr a

given unit; if one reviews, profiles fo everal months, a

complete, picture on a month. to month b scan be obtitned,



!W/
Humber of non-classroom teachers

absent coveted by subetitutss

Sebstitute pay

4

Stiffing coetper pupil

Number, of board funded.ClassrOom,

teachi0 poiitions

Number of board funded auxiliary

teaching poiitiens (BAT)

Number -of bOard funded special

education positions

Number of government funded

teaching positions

Number of board funded

peeprofessio ',positions

Age

.4,
Aare

YeAre as a principal

ruinover rate

Absenteeism

OLCRIPTFfit

I I I I, I

Number of days absent of teachers filling nontea

Awliitions (free assistant principals,,adjustment

teachers, etc.) and for which a.' day to day''eubni uti

was pail.

Index is found by multiplying the number of days that a,

substitute has been employed by the substitute's pay. It

should be 'noted that this figuie is deriVed for

substitutes who are etiployed-to7cover -teachei-absences,

not teacher vacancies.'

ing

The, total per pupil staffing cost of regUlarplecemont'

students foma54schoul relates.thi cost of *dries for

Board of Educiirlh funded professional parsonnel.serving

regular students in\each school to the number oflegUlar

placement, tudente in that school who are served by

those personnel. 0

Board of EducatiOn funded classroom or subjeCt.teicheri

:This is'a good. piece to look
for surplus.dollarsein that ;

sUbititutes'ire very seldom really used for covering, the

responelbilittis of a nonclaseroom teacher - due to lack of

expertise or insuffiCient background information,

. .

gives information AS to the budgetary,ameent which is being

expended for substituttpai. ,Oomparisons across years and

between-schools can be made. trends and increasing

personnel Toste can be observed.

Informatilon can be used to determincriecreastng figures in

the !alor coats of educating a student in a given Chia?)

publititchool;
Citywide comparisons are also meaningfek

Number of free assistant principals, librarians,

counselors, easier teachers, etc.

lumber of positions appropriated for serving special

education students

Government funded classroom or subject teachers

The of board funded teacher aides
5

',

Current age.of piincipal

Sex of the principal

of,the'prinOipal\

ti

Yearn; of experience .as a principal, not necessarily

'Within the same school

Number of changes in teaching petionnel compared with the
,

average of the number of poeitions at the school at the

beginning., and end of the period under:okudy.

Number of dayobiedt of webers charged toe schSol

(excluding teachers on leave) divided by the number Of

possibleSALA CAUSAL,' Atendance dais. Information appeari in

all five Columns of the profile,

pparisoni can be Made within and between schools.

(CahAlso be noted,
1,

Comparisons.

can be noted.

Trends

Won, and within schools. Trends

Coppariions within and between

can be noted. , .

eompariiOni can be, made within

can be noted.

Comparisons Can NCI'S& within

CAA be noted, '

schools can be made. Trends

and between school!. Trendy

. O.

and between schools. Trend!

, i ,

comparisons across schools in AdM1S1StrAtIVA age can be

Made. Trends can be *ad, e.g., in average age.. One can

note when A principal le 'reaching retirement age IC "
18P1ACAMOStF0dUCOUCAS be initiated,

Necessary4nformatiOn to insure' compliance with Title IX.

Composite citywide numbers can 'be compared. Trends in

composition of administrativOtaff can be

, .

, .

.

Useful in determining Complier:0x with Title,VI:,of the Civil

Rights Act of 1964. CitywidOadministratiVe ccoposition can

be noted as well autrands,iciese years. .

:4 I.. ,

, 1 I

Trends in administrative can be noted. Helpful

inlIerseseing perfOrMenceli"princlOili u

4

Nay indicate probleis thin the school such as poor milli!1
stemming from such far re as changingneighborhoods, poor*

administration, c, ISM high turnover may create .1

educatiOnalprobl even.when:the turnovers s coincidental.

, , ,.

Similar .to rate' tattendince for pupils except t the

yariablMie absenteeism rather than itiendanCe.anithe',.

population il!teacherslather than students, All five'
4.

columni can be usedjOr noting the degree of improVement JP i

Winer absenteeism. By comparing current months across

the city, variability fora gi n month can be observed..,

33



DESCRIPTION
SIGNIFICANCE

Number. of hours

Percent minority

Number of teacher'days absent multiplied by 5 hours for

each day of absence, Information appears in'all five-

columns of the piffle.

%;, Percent orteachirs who are classified in one of the
,

minority ethnic groups," Information' appears in first four

columns of the Profile, but not the fifth, Numbers

repreent percent minority at the time of the survey in

November ,

Percent with less than six years'

experience

Percent with only a bachelor's

degree '

Percent attendance

Mobility,

Retentivity/Re

Retentivity /Summer

Percent of the faculty who have less than' six years: of

teaching eXperienee. Information appears in the first

four columns of the profile but not the fifth. Figures

represent percent with lass than six years'experience at

the time of the survey.

Percent with approximately. four years college education.

informationappears in first four columns of 'the profile,

Figures represent percent with only a bachelor's degree at

the time of the survey.

,

Number of student attendance days' present divided. by the

total number of pOssible student attendance days.

For a,glven school, If one reviews profiles for several

months, a caplet Pieture on a month to month bisie can be

obtained.

Number o hours which children are without their regular

teacher n be noted. Wiithin school comparisons can be

made. I the number of hours is divided by '5 this number

represenis the actual number of days that'the teachers 'ere

.absent,' -- J
. I .

;

Comparisons within and between schools canibe Made. TreMde

canibe noted. Can be used for determining Compliance with

state add federal guidelines.

:i....

Can deed for7eomparinq percent of inexperienced teachers

withi and between schalc: Trends:can'ta noted.

Meani gful in determining compliance with Title VI of the

Civil Rights Act of 1964.

,

Can be used for determining educational composition of

faculty, Comparisons 'within and between schools can be

made. Trends can le,noted. Necessary information for

determining compliance with Title VI of, the Civil.Flighte7

Act of 1964,

Canliosed to compare the degree to which atOdenSi are

attending achohl. Relevant in determining loss orrevenue'

from theitate. .

Comparisons across years can be side to

determine improvement, . Among school comparisons can 400'

be made.

NuMber of students who entered and left,frOm September to

the current month divided by the membership at theind of

September, ,In(ormation apPeirs in lilt five ctilemne-Of the

profile. ,

Numbei of students retained during the School year divided

by the average daily membership, 'Information appeariin

all five columns of the profile.

ti
s

Number of students retained over,the summe'r, divided by the

average,of the Jim membership and theleptember'

membership. Information appears in the fiist four columns

Of the Profiler
, 4

Can be used as umeasure of chInge in student population

from September to the present. Within.and among school

compartheican be made. Trends can be noted. It'iks

good indication of the amounrof paper work required of ,

administrators and teachers, due to the processing of

transactions. ,

Thalleigoodweasure ofstibilitiof the school

.pd ulaila Retentivity should be viewed in conjunction

with mobility, Mobility might, be deceiving in that:it .

could be the 'Same students who are'caueag the large.

perantage.otitransaetions; i.e., multiple transfers in and'

out; etc. Retentivitii albs other hand, i icates number.

of students'Who'haVe been taught at the ac 1 for the full'

year and the number for whom administrator and tiachersi,-..

can be held accountable for their progres Across yearN

and among school caparisons'an be'made. Trends can bey'

analyzed,

Measure of stability of school population over the summer

Or,contintOty betiien school, years.



Percent behind reading level

Eimmehtary reading index

'Reading Nedian)Ags 8

Reading Median/4:0S 11

Reading tdiari/age 13

Neiberehip tre

Kindergarten and tcekindergekten

imiberehip

Regular membership

Special education membership

Average daily miaitirship

Average daily attendance

Percent vifh language

difficulties

33

The percent ofstudints who are ft:timing significantly

below their expected age-level plment in reading,

reformation is available in the first three columns of

the profile,

Differences between the school's
reading median for each

age level is determined to obtain "difference
scores" WAth

mainluildings and branches :considered
separately. The

test index is the median of "difference scores" for the

main building and branchesconverted from to Monthe.

The first tree'oplumns of the profile contain'inforiation

on the elementary reading index.

Niddlem)st score forage 8 when all scopes have been

arranged in order of size.
Information is found in the

first three columhifof the profile.

Niddlemostacore forage 11 when all scores have been

arranged In ordet Of size.
Information'is.found id the

first three columns of the. profile,

Niddlemost score for age 13 when all scores have been

arranged in order of size,
Information is found in the

first three columns Of the profile.'

A,flve point sepia assessment by the Deparmint of

Facilities Planning of a school's
membership over tile next

several /ranging from/ 1) loing,lown critically, 4

2).. going. Wn, 3) going.stabile,
4) going up, to 5) going

up critically.
Information is founkonly in the fourth

column of ts profile.
)

Enrollment of kindergarten and.
prekindergarted students

enrolled within the
li6alscbool. 'Columns 1, 2, 3 and 5

contain information on this index: Column 4 Contains

last, month's information,

.
,

Regular membership includes all the students enrolled in

the school' who are' eseigned to regular placement.

Information is available in columns
1, 2, 3; and 5 of the

profile. .Column.4
contains.last.mont6i information.

All studenti enrolled in special education ;lasses.

Columns 1, 2, 3, and 5 contain
inforiatiqn on this index.

'Column 4 contains last Montle' information. 0'

Number of student days in
membership compared with the

number of school days, :Information is available, in

columns 1, ,2, 3,
,

Total number of student days .in attendance compared with

the number of schooldays.
Column's 1, 2, 3, and 3 contain'

information on this index.

Percent.of students whose dominant
language is not

English and art havinedifficulty mastering English.'

.

Poor reading progrue con w
----

Improvement can, be noted, ComparisonS and trends! song ,

schools can be noted,

Can be as a measure of the school's standing in readin

progress.
Citywide comparisons can'be made.

,

Good memo for oompering 87year-year
reading Progress

citkwide.

Good measure' for comparing
11-yea °Ida reading progress

citywide.

Good measure for cowling .13.year-olds'
readbigsrograss

citywide. When used in conjunction' with reading median/0e

8 and reading median/age can be very usefOl at the "local

sdbobl level,

Good measure.fOr school
planning interns of faci1100ii

equipment, and staff.

Can be used ee an indicator'of preschool and kindergarten

level needs, 'Also shows trends in ,membership across yew.

Comparison CAP be made among schools.

.

Shows trends In membership across years. Comparisons' can

Made among schools.

Can be used as a basis for Identifying schools
which are

serving lirgeercentages of children with special needs.

Useful in obtaining additional state fundin,,g.

Shows trends ih membership &creme years.
Comparison can be

made among schools.
Used as the divisor in many indices.

Critical for 'funding purposes, i.e., receiving state

ilvenue. Wed as the divisor, in many

? ,

Nsefurfor receiving state and federal' funds and'

determining neselfOr additional services necessary for

compliance withAtitftnditee.

1'



INDISx

Percent from low-income families

Rao - Percent minority'

Percent and ethnicity 9f the

dominant rice.

Total appropriation per pupil

Total expenditures per puPil-

Readfng related appropriations

per pupil

Or

Reekng related expenditure! per

Olt

Mathematics appropriations per

pupil

Ntiriber Ocidents ,reguiriO9'

medical attention

Accident ratio

Total stiff assaults involving

Contact '

Vandalism costs Or pupil

DIsCRIPTION

Families receiving Aid to Families with Dependent

Children or Cederel Assistance and poverty families, who

donot, receive welfare.

,

Racial and ethrdd groups for students is determined in Pie

fall of each school year by observation head count,

Major racial and ethnic composition of a given school.

The total educational fund and textbook fund allocated for

educating a Chicago public school student.

Toteleanount expended for educating a given Chicago public

school student"projected over the !dotal year.

The per pupil cost appropriated for the, teashiog of

reading and related activities prorated aodOrding to

standard time allotmentichqdules.

II

The total per pupAeducatioill and textbook fund

expenditure for,the teaching of riling:and related

aqiiities projected over the'schoqyear.

Appropriation contained n the bodgq for the teaching of,

mathematics and related activities projected over the

school year.

A eoulkef the number of students requiring. medical.

ettentiOnlwa result of jicOidentt(dOcuirlhg on' the;

premises from one...half howrbefore the beginnOg:octhe

school day until one-half hour after the clo4ngase

reported to the Department Of SOle?1Safety

Ebvironment.on Report of Accldents,to Pupil or Visitors..
,,

Number of accidents requiring medical attention compared

with the daily membership for the period under,

study.

Total .number of assaults,,iiiiblving contact reported to the

Departrient of. School Safety and Environailit by the

District Superintendents..

1 .

The total costs. of vandalism, -burglaries, theft, missing

, lk and fire ,damage at the,school,lees the cash

re'' Atution and recovery of property aa determined /rim

the school engi6ers reportito.the. Department of ./

maintenance and Rehabilitation diVided by the average

daily membership;

Number of boors of security serviCo.received bythe

school! andtype,,,of:s4vice IOalicemant'tetired Policeman,.

Civillan4iTA,'eac,1 as gqiiiminedIrce the records kept'

by OperetiOnal Services, s, ...

taial'hours for security personnel'

33

.11

SIGNIFICANCE

Useful for dearmiting.eligibility of sn,attindance area

for ESA trio I services.' Also important in characterising

hO schoOleinci this index is highly"corieleteCwith

'achlevementiCoree, school attendance, etc.,

Useful for determining compliance'with federal mandates.

Useful for compliance and integration purposes.

r
4

Shom trends across years. Comparisons can 'tie made among

schools. ,1

Comparisons between projected expenditures and

appropriations can indicateispecial school problems or

needs; Can serve as a means of 'control of expepdituris.'

.
' -1

Forms basieOpon which supplemental funds can be secured.

Cost and, reading adhieveient can be related within and *.

between'schoole,

efu/44erforming coat effectiveness analyses foi *Odes

r ding programs and/or approaches. .

Useful in performing cost analyses,
4

Indicatotof.possible prOhlems'within the school.

,

A faptor in determining physical cliiate within the school.

Citywide, cosparlione across' the years can be made.

qndicator of student morale and pbseible problems within the

locaOchool.

A,,

Vandalism is source of large expense. Comparison can be

made amang'sChools and across years.

Viewed in conjunction with the twoAboii.indices, can
be

used as an indicator of the cost:effectivenese.of,

security services.

wi,,,.

3



Socuri coin per pupil

Number of suspensions

Number of suspension dips

berage length of suspension

A,

Suspension ratio

Building capacity

'faclitCy needs.:

4J

The projected yeArly cost for security compared with tho

average daily membership.

e.

Number of.suspension
notices submitteay the principal

and approved by the district superintendent for the

period under consideratioll.

Jested on

ti.by.the

Sue Othe'days students were suspended as

the suspension notices submitted to and app

district superintendent for the period under \,

consideration,`'

Total number.of suspension days compared witlithe number

of suspensions. 1

Number of sUspensions-compared.with daily membership

durin7 the period under Study.

For elementary schdols, number of roominot'utilired.

For, igh schools, BAT times number of rooms Compargro

momiiership.

The three highest priority permanent. improvement and

capital activity items submitted jointly by the principal

and engineer to the district on form SR10I, their colt

and 4hether or not they appear in the budget,

Can beii0Os i mature for cost effectiveness. ofMA
,security appOches within and among schools;.

Indicatoi of behavioi problems within a

Indicator of.frequency la severity of behavior'probleia.
. .

A

Indicator of the severity, of hehaiior problems.

s

.
. ?

Indicator of behavior problem within the school and

'possible external fundifig problema'.

Uieful in cili* planning and orMizlii .

it
.

.
41!

Useful foi.proioting.initial investigatory procedures for

purchasing and/or gaming,
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DESIGN FOR PROGRAM IN MANAGEMENT DEVELOPMENT
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All across America today urban school systeks are being called-

Into question. While the eclat of educating each child increases, the

graduating` prodUct is far beloW siandardand" too many cases 'that .

product . is unemployable.' we place the blame. porthis,socel
,

malady, ,rectifying caWfor,a new_ model of developingmanagers

skilled enoughto Cope with theOhanging role-of-sch ladtinistration.

'Thejob of a-principal 'tOday,4 for eiAmple,.is simply alp e.complex,than

ever. before. ti

Study afteAgstudyhas shown that teachers and adminytrators at

all levels too 'often lack the_training-and skills required to cope-with:.

community demands racial problems, goal setting and other important

managerial attributes. A clear manifestatio of this problem can be

seen -in the rising absenteeiam of both students and teachers Under

such conditions, it ib not.possible to improve the product, nor to re-
.

duce costs; and costs there are.
to

/

For example, in the Chicago Public Schools there are apprOxi-
:

Mately 130',000 high school,students-with an absenteeism:rate of 15%

per day. At a' rate of $7.00 per student in lost stat5.revenue4 the
0

system looses $136,500 per day, or $24,480,000 per year, Improved

.management skills of all types could reduce this figure. Elementary
.

school absenteeism is not as bad at 9.6%. However,' a reductiqn here,:

Would also save additional funds.

As for. absenteeism of teachers, the Chicago. Public Schools pay

substitute teachers $42.00 per day for a total of approximately $65,000

. .



It*

per day, 'or $11:700,000 pet.year. Clearly awell trained manager,

utilizing the best in motivational skills, could redude7 these
t.

costs dramatically.

The ProblemA

ti

compounded by'declining enrollment kleci7eatIlig

4

mobility of teachers,vancLlagging revenues. "Declining enrollments.
0'

imply decreases in.the number of new teachers hired, resulting in'a

decline in the pool of relatively young candidates for administra-
.

tive positions- pecreaiing mobility, impjies.fewer vacancies which .

. ..

in turn implies fewer.Opportunitiit to improve the,overall skill

ro

level Of\the otganizition throlUgh recruitment of newpersonnel..

Lagging revenues malts it difficult to locally fund positions

within school systems-d signed to. ttack,these Problems. This im
,

plies fewer opportunit es.to improve the overall competence of

personnel within and by the system. '

As the Concepts-and regulations of. affirmative action are

'translated into specific personnel decisions, patterns of internal

career advancement will be altered. This can increase the career

opportunities of some personnel while decreasing. them for others.

& r

Thede trends have important ramifications for school systems

andkschool personda across the country. From the standpoint:of the

Chicago public schools, these trends suggest;

f

1.1
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Reduced abilityt9dpgrade thecapabilities of its-.

personnel pool throughexternal recruitment-at.all

levels.

Incread needto.. redefine existingroles'Within":7.

the organization and to staff them with existing.

.personnel.
1

Reduced abilitytó' address priceived weaknesses in

the'lystek by dadingortaniZationaLunits without
4

,reducing or elidinating other units within Ow

organization.

4. Increasing complexity of role descriptions reflec--;
ting both more specialized tasks and greater co-

ordinative responsibilities.

.

'From the standpoint of school personnel, these trends auggest:

1. Reduced or altered potential for internal mobil4ry

within the system.

Increasingly, inadequate individual initiatives-to improve

skills in current positions.'

The-individual and the organizational implications are interrelated'

and require a strategy of personnel deveiopentwhich addresses both.

-The Chicago Board of EduCatIon asked itself how could it

impact a very large urban school system to bring about sufficient

'cleange'to improve' the pkoduct and reduce costs:by4mproying manage-

.0



.anent -and the prAessional and.nOnprOfessional stiff?.

Historically, school systems, including ttie Chicago Public

Schbols, have enOO4taged:p4sonnel to develop. theist capfbities

pretty much on their own by:

Taking advanced course work throuih departments Of eduCatiOn.

Individuals enrOil at prograMs Striearby institutions of

higher liarningy Undertaking courses of._studyend Oft"ed'aCquir

ing graduatjdegrees.

Attending sessions at professional associa n meetings

voted, to various aspects of educational management.
).

Attending "imported" personnel developMent progiams brOught.

Intd"the school system on/a,consultanCY basis to.conduct

sessions on manageMent development.

4. Attending management seminars and courses designed by school

board_staff. The system identifies immediate training needi

and deVelops short Working.sessioni to deal with ihym-

Each bf these practicei has fulfilled some important needs in

many'school systems. Programs at institutions of higher learning pro-

vide important job-related, albeit general, information regarding

.the structure and-ogration of schools. Professional meetings pro-

vide a means for individuals to upgrade skills and-acquire informs-
.

tion on toilics of current interest to the profession. ipisprvice

:seminars, whether'contracted or developed in house, provide



mechanism for introducing, or reinforcing- general concepts in rela-

ively:shore, intensive doses,
,.

Despite the utility of -theselzlitional mechanisms-4, they'-no

longer satisfy the needs'forpersonnel deyeIopment'programs within

the largerurban school systems, lecOtnizing this diiemmathe,

GeMeral Superintendent of the Chicago Public Schools reached' out

.

into the greater Chicago community for help. In reepOnse the

"City that works" provided a management expertfor:aPpointMentiO.

the,Board, of .Education; a "think' tank," the-Center:fOr'Urban.Educta-

tionwasjestabliahepl.:by the 'board and fUnded by. the community';

and an administrative university was created. Finally, the 'Super-

intendent asked the business community to review personnel develop

ment.within the system, with an eye_towm7d recommending improvement.

A:b4siness committee chaired by aj) rsoqnel speciaj4st fromArthur,

,Anderson i Co., 'submitted a Plan to the ent.er for Urban Education,

;

'which in turn, modified it some after review by selected Board'

,

of Education personnel. Thateefort culminates in this proposal.

b-

y definition, the ChicagoPublic Sch6o1 System is a big

usiness, than annual budget elideeding 1.2 billion dollars and

7
,

employing over.50,000 people to provide educational service to over

500,000 children It operates over 600 physicalplants.jj
.

There are approximately 2,480 manag..ent positions within

osedlof'approxi-the Chicago Public School System. These ar

mately 1,188 professional and 1,292 oareer.serviCe employeeswhose

4



hanismefor introducing,-or reinforcing gelperalcohcepts;in relil

ively sfiOrt, intensiire doses-.

Despite-the utility of these traditionalmechanisms, they n

'longer satisfy the-needsfor personneldeVelopment progiamswIthin

the larger urb;n4hdol systems. Recognising this'dilemma, the'.

.;

General Superintendent- of, ChicagO Public Schools:reached:out
.1

into the greiter Chicago commdnity for help. In respOnSem the'.

.

."City that works" provided a'managementexpert for appointment to

the Board. oUEducation; z "think tank," the-Center for'UrbanEduca-
.

tion, was established by. the board-and funded by the community;

and-an administrative university was created.' Finally, the Super-

intendent. asked the buainess,coMMunity"to'review personnel:develop=

ment within the siateft,,with an eye toward recommending improvement.

.

l'AL-bnsineaa committee' chaired by'a:Iperadinnel speciAiSt frOM-Arthnr

.Andeison'& Co.,..submitted'a Plamto they. Center for Urban Education,

mfiich.in turn, modified it somewhat, after i Jew by selected' Board

of Education:,personnel. That effortculminat , in this proposal.

By any definition, the-Chicago School is
.10

business, with-an annual budget exceeding 1.2 billion dollars and

employing over 50,000 people to provide educatkonal servicelto over

5000000 children. It operates over 600 physical plants.

'There are approximately:2,480 management positions wi

the Chicago Public School System.' These are <composed of appro

mately 1,188 professional and-i career service-employees whose
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.

responsibilities span.all operational phases of the System.
Vt

The project encompasses ten eapiFs which involve identifying
..

Hiftch.10 ia0k,TapalYzing-the jab skillslmee pary,to-perfoimeach

Aob, forecasting employeent'needs;liand:diVeloping instructional

programs for each job. These are outlined on.the following page.'

This planning and design stage takes three yearsto coMplete. It

VT:
will be gperated thro-ligh the.Cenier for Urban Education and

i`

adMinistered by ort-:AssistantSuperinendeat who will report

irectly to the General Superintendent, 'Again the goals are:.
.

Improve the graduating prodUct,byupgrading,the:

management skills of school personnel; and

2.. To cut costs.

Pro9osed Scope of Work

general, the first year of ,the project isdevOted to

research and design; the emphasis of the second year is on
08, t

development; and the third year is.devoted to implementation of

the system., There are'five major Interrelated components of

-the Rrojects; job. identification, skills analysis, quantitative

methods for

and overall

record keeping and'analys.is, curriculum development

projemanagement4

1

4.



MANAGEMENT DEVEOPMENT PROGRAM

,(Described In Tirrin of a Single fob)

ForecOst demand

'for job

Determine skill

reqUfroments -0
for job ,

Isolate those job skills

that can be acquired

in other jobs,in system

Plat career patliways'i

It, jobs that prepare

people to assume jab'

Develop and administer

system.wide'

promotion 'policies

and procedures

Forecast supply of

personnfr who ore in

a job which 'prepares

them for a job

Isolate those skills

that can be imparted

via training

. I

i

Develop and administer

training packagei for

personnel preparing

for job

Develop, god admini

.104,1irliPPOlgeS' or!,

.-pervtinel Currently:'

holding job
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...'The-fi*St.chore'will be to-identify each job and define its''Perime-'

I.
tars within the System, consolidating- responsibilities in some cases arid:

breaking others into Steller components. Altse.imajor obl/ACtives-of the job

. skills analysis component.inclUdei Adentifying_the.major Skills required
I .

,
i .

for each job; detertining whick:skills,.can be acquj.red by priviousAbb,

experience and' Which can be acquiredby training; and'designing the' Systeft

for ongoing job'skill analysis. Wbik on thesi two components will com-.

mence fmmediately, moving into the development.phase before the second
"4.

!

year and decreasing in ielative emphasis during the third year. The Ddpa.#7,

tent of Personnel and .tbaLoiffices of the fou Deputy Superintehdehts,
.

.

. .

.

. will Vie 'I...nisi:01;4d heavily in this compOhent.
.

, .

....
The'tajor -bjectiVes of the qUantitative'tethods component in7'

,

dude: developing. methods for forecasting" Multiyear internalidgmand and

I

supply of personnel for each position; _identifying longrun changes.in
7\

eternal labor mobility; and designing a System for ongoing computer

based record keeping to. be used aiea'as a'tool for, analytic functions

Work on this component 'Will commence the second year.With a series of

Analyses of long run-changes in the internal wOr.force and with pre-

imihary designs for forecasting future changes in it. The second and

third years will be devoted to developing necessary softwear to supply.

4'

the data necessary to.dperate the progr The Department of Personftef,

'Financial Pldnning, DataftrOeSSing, and Administration will be heavily

...,

involved in this cotranent,
2,-

as trainabl:eak"illSiare iden4fied for each job, curricufut pack -
{`

. . ;
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ages will:be designed,,,deVeloped and_pilOt tested. The major objectives

of the .'component include deSigning'anddeveloping'an ini4aVSet._of.yre-
,

Aierv$Wand, in-service curriculum packages, and designing a:. system for :

- .
.

,

iiongoing course?Operation, evaluation And7modifiCAion... Virtually every
?

,

1'

vnit in the' Chicago Public:SChooltwillhave,sdie invpWementin this;

component: :Work. in this component will been.in the first year and con.
.....

tinue throughout-the planning period, as courses art .i40$ to the bank

of curricular packages-for management development.
,

-

The objectives of_theoverail-9,toject'magageMent:componen C,J,1

designing anddevelopirt the additional task areas which are requiied--ti
4

the. au4dessful-completion of the project; and implementing the managementP' .

.

aeveloprdent program within the,operations of the Chicago Public Schools.
., ,,,,-c

The work of this component will grow steadily over the:three-year period

and will involye the following units most heavily: The Department of ,

. .

Persoiineli3OffiCet' of the Depnty SuperiiitendentsLandthe General Super-

intendent. ;.

.- -

To coM014te the design. project as just out

`lined, the ten tasks which haVe been alluded to earlier now begin. The

first'is"to identify and defiii.ei-aCh job within thp system. Next is to

,

forecistNjob demand, followedlNicdetermining the ;skill tequirqmant lorT

-eacb.job., These job'dkills will be isolated into those which can be ac-
.

,Oirectin'other jobs within the system and'thoseskills.whiChfcan be .

,AL
imparted by. special training. In- the firstnnstance, the next task is

- -

to plot car6ei- pathways-jobs that prepare people to assume more responsl-

k
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I

bility. Next it will,be necessary., to identify the supply of'persOnne1

in jobs that ere preparing them forNpeW reAponsibilities.
.

For jobs skills requiring special training, two additional tasks

of developing and administeiing training packages will be underaken

-ft fAaY personnelepreparing for a job,:and (b) persoOtcurrently

ing a job. The final-task will be to develop and administer

system-wide promotion and procedures Policy.

The project,will be staffed as follows:

TITLE

Project Director /Assistant

Superintendent for Manage-

ment

(Three man yeari

Job Skills Analyst

(Two and one-half man years)

y.

a new

RESPONSIBILITY

1. Successful completion of the

overall project.
- ,

2. Primary. liaison.with. other units

in the, Chicago. Fablic Schooli as

well as with externalgrpups.
'

1 Successful completion of the job

skills analyst Compone4rnt.

2. Liaison with PeritOnnel Departments

Quantitattve Methods Analyst

(Three man years)

Curriculum Development

cialist
and one -half man years)_

1'
r-4

1. Successful completion of

tative methods colt ponknt

2. Liaison with Data Processing

Department

1..Successful completion* curricu-
.

lumcomponent.

2.Assistant to Project Director
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The concept of this project is; in a large measure, the direct out-

growth of the Cener - SUperintendent, who, less than eighteen hours. after

41

taking o4010a, public:41Y stated that he would work to establish,astaff)..

deVelopment program. "I)would'hope," he said, "that one of'the things

that 3s done every early is, to set up a high level prograia of 'staff de-

Velopment." Within the past. three years, much efforellas been expended

by the Chicago Public Schools to improve the capabilities of itsperson-
.

nel. Three (3) of these efforts bear directly upon tills proposal:

a. Administrate University,

-b. the computerized program planning and control system, and

c. the identification of staff responsible for planning art

implementing the program in personnel development.

'Together these'efforts provide a sdlid base upon whichtO build a

commrehensive management develooMoini program.

Ilhe'Administrative University, operatingsinCe the Summer of 1976,

.

'Is the first attempt in any major school system to develop and administer

comprehensive and continuing training programs for its administrators.

It is perhaps the most tangible'evidence of intent within the Chicago

,Public Schools to work toward a fUlly implemented management development

progrign.-

1,

I

An. 1911., nearlyi:650 school. Principals went back to the classroom

for two fulleeks.of instrnCtion in principles of management. An in-

depth assessment of skill requirements was then undertaken,.leading to

training programs for all Principals during the followingsummer'in the
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high need areas, such akleacher.evaluation, deiling.With'the media. in
...-

a..crisis situations, and recent; trends in due process prOcedures in schoOle.
-,

, .

..
. ,

During this school year, oneday -in-depth sessions r patterns of-manage-
,

sent action are being presented to all Principals reinfordement of',

previous work. This has all be undertaken with increased planning.141th

the Principals themselves.

More recently, the AdministrativeUniversity has been expanded to

include other positions. The top 65 Administrators in the Chicago Publid

o Schools.recently spent three days and nights In an intensive program for

top leVel executives on planning and management. Each:of these admini-

strators is now designing one-day programs for persolpel within his or

her area og
I
responsibility. In a word, the Administrative University 14

intended.. to bethe professional school for current and. potential managers

-

in th Chicago::Publid Schools., -Its prOgram.of study is growing and,.being

. -

fefined: Progress has been made in id-entifying.and providing for the

training needs of system personnel. It is important to point out that

-this:effort represents only one of the ten task areas of personnel/manage-

.16

development suggested earlier in this proposal. That one area is
9 .

Oeveloping and administrating training packages for personnel currently
A..

.bolding a .giVen position.

The program planning and control system reprents a second major

base/upon which io build a comprehensive management development program.

A multi- million dollar project.requiring half a decade.of development,

the program planning and etrol system will supply muclCof the persolnel

,/
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data required in the management development program. Relevan$

computer- based capabilities of the program planning and control

system include:-

invS*or, of all employees =with_ eelgcted personnel,

payroll, job skills and job history information.

2. .4Files of'positions and position openings:

3. 'A history of modifications in staffing patterns,

Only with this kind-of'computei'capability is it possible

even tp conceive of h personnel development program which poten-
.

tially involves over'50,000 employees. Eacgi the ten task

areas will be supported by this computer -based information system.

It will provide some of the data for-jobdemand and,iSuplilylOrecast;

it will be used to stow the job skill and training data on each

employeen the system; 110 most impOrtantly, it'will provide the

overall reco0-keeping fora comprehensive 'management development

program.

4

r
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DESIGN FOR ASSESSING LONG RUN CHANGES IN THE

COMPOSITION OF THE LABOR FORCE IN

' THE CHICAGO PUBLIC SCHOOLS
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ASSESSING LONG RUN CHANGES iN'THE COMPOSITION OF THE LABOR FORCE,

4

IN THE CHICAGO PUBLIC SCHOOLS: A PROPOSAL

BACKGROUND

Ilia0 economic demographiC,*ando.social4ringes Oier the'lastf
-A

decade hive greatly influenced.'the composition of the work force

in urbanoschool.systems. Examples of these changes include: (1)

declining student enrollment, (2) decreasing labor mobility, (3),

increasing job complexi0,, (4) lagging revenues, (5) changing em-

.ploymeni Criteria, ind.(6) changing.instrUctional programs.. Each
e

.

ic?..f these factors affecethe:,mahatOrial requirements of school.sys-
:,

JI

,-:tein personnel; ,However, the of ecta arelwpiuni ora,
: V.
. ,

enrolments .1.n44,y creases in t e.size.of.

r. e`4,

...VP

7'it

4Nr-44.A-.

For example,

the ,*teacher

131 and pence's declinein'tne size of the po2rof. relatively
74'

Young candidates adminidrative positionsRelatedly, decreas-
, I(

-

ing labormobitttY Implies ,
fewer vacancies, which,,inturn, implies

'fewer Opitiortunities-tp improve the overall skill. Leveiof the

A e

.

.

orCthrotigh:tecrldimenV..ofneW-personnejt
*:. a

;. !.

slcreaAins,...c.b%1,_&1are:sitx manifesta*itself4hireater speciali-

.4::' . ...$1:7 ..a 4 ,.

tion ofoThii.work/orce, in easing-regulation
.

0 0 , ..
.. ,) da.

systeds.
Jo..

Thes. e .factora incFeaselthea.11

requirem.

ents
v

o
.,.

';

I

6 I of .'
AX. . I

. :
.-- I

el. Beause- of i4a*gint reveoys J., it.
,

is' I increasinglydf-.,

11.94peto:loc ly funcr'newly crktedpositions'within sChool.sYstems.

and enlarged forma-

4 , 7

le slieafewer epportunitiis.to'tmkove tht.ver 11 competence
;r -! 4 4

on in thrganizatiOn by s'deiriteP :



'As the concepts and regulations rela4ng Okchanging_emOloy-

merit criteria, e.g., are translated into specific personnel decisions, .

, ;

rpatteins of internal career adVancement7arealtered. This'can.in-
.

creasethe career oppoTtunities of some personnel and decrease themcrease'.the

gent programs (e.g.,bilingual education) and funding sources

(e.g., Comprehensive employment Training Act) create new jobs. Some

of these jobs may be filled by applicants already'employed:hy the
14

,,,, .,

'. .

school system. Other Jobs drew on extra-organizationki laborpOole.

WehaVe speculated. about the general effects of each of thege
.....

:.

r .

:4
-

factors on the internal laborfo es within large urban. public schools.
-

However, we are simply nOtable.to specify with any precision the

combined effects of these factors overtime. Yet, knowledge about

deV ing,trends in the composition of the public education labor
*

..,force is tritital: Such knowledge is importani to local,.state, and

.

4ederaljtOlicy. Makers whose actions are indireCtly reflected in staf-

? .4
.

ingdecisionss It i:mpovani to district level administrators

oncerned with rationalizing the structure and funCtion of school'

listricts.4 It is important to individuals wishing to enter and ad

vane within the field of public educatiOn. One way of anticipating

future changes in t1e composition of the. labor fOrde is to examine:,
-

the effects of these factors in'tpe recent past.

I A
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OBJECTIVES
4

The pioposed study *designed to accomplish three objectives.

46- 0

A

One is todescrpdChang$0iii the number(and4types o

,qUired to operate the Ohitago.public-ichools over,the

including a description of the procedures. whereby spec

positions re-

last fOleirs,
IL

ific\positions

are created,lilled, and closed.=_ The second ob4fctive is to isola4

the most signific ant.of these changes and atEempt to describe their

causes. The thin objective is to measure -.the stocks and flmi of

' individuals into the school system labor ioice, through.positions 1,

.within the school system and out of,the school system labor. force.

No single theoretical construct -will giside:the'project. However,

two Organizing concepts, drawn largely from economics, will guide
1

much of the analysis tie way inwhich individuals move through

the school systems:, 4nternal labor Markets and human capital. (The

. general tenets of these organizing Concepts aresurnmarized in Apperi-
.

H.

diX )

ACTIVITIES OF THE PROJECT
11

Five separate activities will be required.in order to accomplish

the objective of theTroject.

Prepare personhel files for analysis. This involves:

.securing the personnel files for.each individual.em-
.

P I
played On a'full-time basis by the-Board of Education

since 1967; extracting data elements relevant to the

.

analyses; and creating new files which are compatible

6



.:

,

With.theanalytic software.
,

11,

'Identify events which are likely to have had a

major impact on the composition of the labor force.

This involves: interviewing ceneral office-adMini-
.,

. .

strators who.are familiar with mast's:incl.-present

factors affecting.personael'procedifres in the sys-

tem; and developing classification schemes of person,

nel'which are likely to reflect the effect o thOde

factors:
.

'Co duct preliminary analyses which portray personnel

t.
A

floW'as a finite MarkoV.Chain. (See Appendix B for

a brief description of Markov processes.) This step'--

entails using a computer program ireviouSiy developed'

.., to analyze the flow.Of Air Force personnel (see Hall

1971a, 1971b and Merek and HalI 1.9,71);'lind preparing

. .'

initial:descriptions of:.flOwe using a yariety-Of!;
y

classificatioil Schemes.

.4 Develop and test specific hypotheses of personnel

flow grounded in theories of internal labor markets

and human apital. This entails:,integrating infor-

mation gleaned from Activity 2 with the theoretical

coPstructe diawn from 'economics; and developing Con-

'
Crete, testable hypotheses of personnel flow.'

5) - Prepare a report on the fingings'of the 'study.

J
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STUDY OF PERSONNEL IN LARGE ORGANIZATIONS
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I

Primary reference: David Greenberg and John:MCCall,.Analysis
. -10

of. Educational. Personnel' Systems, Vol. I, Santa Monica, Rand,

E-1071-HEW, 1 -73.

Internal Layt -Markets

,

Classical economists ViewedlabOr markets as high4ycompeti-.

---ii-- '' .Ii!:,.

tive arenas in which workers search. TOt;h16=Wagelemaand em-7.
. _. -

ployets searched for highly productive:wOikers. Narkets.are

highly fluid with wages primarily determined by the ptihciples

°-of "equalizing diffeffttes".( endency_toward equilibrium)

An alternative eiplanatio of wage determination is based'

. r

ah the principlef "oricomigting groups.-" Workers and e*,

ployers are, In this Anterpretation,unabla.to.engage 'in un-!-

f.

'

i,l.nhibited'searchwithin'a fluid labor Market. Rather, they are

constrained by geographic,.social,, occupational, and inttitu-

tional factors.

.The-concept of .internal labor markets

the principle of "non-competing_grOups."

:the first writers to introduce th concept

'markets

s a- refnement of

ark Kerr was one of

of internal labor--

Labor markets are of two broad types: (1) the
,

structureless and (2) the structured. In the structure7

63
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less market, there is no attachment except the wages

between the worker and the employer. No worker has,

any claim on any job and no employers has anyhold on -

any man. StruCture eaters the market when different

:
treatment is accorded to the "ins"_and the "outs." In

the structured market

ternal market and (2) the externalmarket.
,::, .

there-AlWays exiatlYtheln-
i

ternal market may b'e the plant the craft group, end

preferment within it may be based on prejudice or
. .

merit or equaliti of oppc4tilnity or SeiliOrit,or some

cdmbination of these. The external maiefqonsists

of clusteriW.workers actively or passively available

for new jobs lying within some meaningful geographical

and occupational boundaries, and of the:port or-ports

of entry which are open or 'are potentially open to

them... The more structured the, market, ttie,mord*e7.

case will be the rules On allocation of opportunity

within the internal inarket and the fewer will.be-the:

'porta of entry and the.more rigid .will be the .rquire7;

ments foradmission. Institutional rules do not
. ,

.

,
"usuallyintrodtice struCtur into a market - -it often-

'
arises,froM the individua preferences of workers: and

'
, 4,.,

,

employers- -but they uniformly'. to lit. (Kerfi 261-2).

-49-
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Kerr identified three different types of internal labor

markets:
111open," "mano4al," or4"giild." The open market is un-.

structured and competitive; all jobs are filled directly from the.

external lahor,Sstrket. .Manorial mariets emphasize vertic4
Ni

stratification. =forts of entry into this market are confiued.io

the lower .06 classification and.'povement within the_market takes
.

place alangv,i job ladder.: there, ate elements of the manorial sys-
.

tern in education, e.g.--;teadhersbecoming principals,'who'in turn

-become superintendents. Guild markets are stratifiedrhorizontilly.

AdmieSion into. the guild system tendeto be closely controlled

through training and'Other requirements, and worke0.tend. to be
k

,highly skilled. Workers within a guild would move relatively

freely from firm to. firm so, 'sng is.they.hadpropercredentials.

-re:areseveial analOgOu ye,tionefiifteaCherez ,,movement
.h, .

, .

ailloneWhool'districts-and. went among teaching a signments.

0, ,s

MOArant can be-initiated either at the sCii9oldistrict's request

9: akthe teacher's request,:althoUgh.in pradtice, the distine
, 4

,

not clear. There of corsei a

foreitter,to initiate ttte change.

.4

9.. -

'.?if". ,7,)

. V.,,j

IL Human Capital .

e.vaiiety ot reasons:

A second organizing - concept that will be Uied.telates to the

theory of'human capital the' recognition-that each indivdual

has embodied within :him a va ble economic resource that,yields.,
..

.

V-

returnWovet his lifetime. .Inve ments in human capital include



O

formill,:educatiOnr vocational training, on-the-job .traiding,-health:-

-51- )

care, migration, and infordation accumulation.

The theory of human capital can be diefatoilviviri our work

we.inake the distinOion,between "general" and "specific" human '

';

capital. General human Capital encompasses all those investments

.that bring the same return in all occUpations. Specific human.

tapitftl comprises those investments in human:capital haVinva

s.-
, - .

big retUrnlin onn,'ocoupaLon i r even in one specific.assign-

went; than in
ir fe,

The.concept of specific human capital is, relative.- Knowledge

of the idiosyncrasies of a, certain school'principal is -a form -of'lio.
, .

.:

himan:capital'specific to that school. It is, howeverrgenoral,

-

human capital with respect to alternative assignallent itilin!that.

-schOo4...
.

,
.

Large investments' in specific human capttalimpederovement
.. . ..i,.

,. -,'' , : ,.._,- .
..

. ;

from the set.:pf,jOba Icl:wkich the investments are specific.
...

Similarly, movement'into this set of jobs is-also inhibited by

specifiC.human capital requirements. .1Aese huMati ca p ital liitriers
\ %

tomobility,partitionlabor markets into relatively autonomous

sub-markets (internal labor markets).

The analysis of mobility within larie organizations (e.g.,

U. S. Navy, the Chicago Public Schools, and the University of

Rochester) can be facilitated by observing the correspondence

between internal labor mitkets and 'the barrieitto

duced by specifidhuman capital.
.
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filaing,,Theset and Other Organiirng Concepts

These general' concepts provide a baseupon.whiCh to constrict

-
" -apd test. specific theories rbf, pe*onnelmovemertt within, large.

- -
organizations. Also,, they can buttress concepts" deveroped in,

other 'disciplines, '#.4611 as stayers vs. 'moye,rs" and "cotmopolitans4
Y.-(5

locals" in sociology.. Initial analysis Of' tfie data -biseS
-

..,

,-,'Would identify additions to capital as well as barriersId-
--. ":. ,-.,

specific testab4 theov*es would
IP



APPENDIX B

USE OF MARKIN MODELS IN.CAREER. ANALYSIS

-537

,ALMrkov Chain is'a Mathematical model for describing a certain

type of process that moves in a sequence of steps through a set of

40. *4' ,

states..--Markovian_models_are
used'cb analyze the current movements of

r--
some variable in an effort to pre t theTuipre movement of that sallow

.
W .

variable. -In a finite Markov chai# we have a finite number of states

.witie we may denote by si, s2, . .;. :03 e WW1 the4rocess is in

.

state s there is a probatiAlity p11 Ahat the next position will be

. .-

4Istate s. Tlepatrix P = CP
11

A-* 4. called a transitiot matrix. Its1,

'entries are non-negative and its rows have sum 1. To specify the pro-

...-.

cess.completely, we must give P and the starting state.

Matrix operations (addition and multiplication) playa basic role

., .

An this theOry. For example, the probability of moving. from state.si

to 8,
i

in n steps is: given by the ijth entry'of the transition matrix P

. ,4,i, :2.

raised to the powerek,., If p is a row vector whoseocomponents give

.:, '014
.

--,

the probability of-bOlg in the various states at,the present time, the
)J 0

product of this row vector'and the' transition matrix, written pP, gives

/
,

ref:

the probabilities after one step, ANA pPn afte eps.

- .

Markov model the "f,,lOw". of personn rough a school syi-

tenni:lay be seen as a sequence of steps through a set of states. A

state, is defined for our purposes as a subsetof the population under'

cooaideration e members are differentiated from all other members

of the population au the basis of one or more characteristics ofiliat
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individual members of the population. Each member of the population

must be a. member of one, and only one, state of the system: Thus, 4%'

exampl4 each teacher could be'classified as a member of a set of

states reflecting say, type of 'school. States are then characterized

as,for eicaMple, "inner tityschool," and "outer ring school:"' Th

.fore mobility in the peitOnnei system is a representation of the p

motion system as it is reflected in the
.

proportions, or prObatUiii

of movement from state to .state ttrough the system overa. sPeciged;-'

interval of time..

State definition's may include more than one characterizing vari-

- .

able. For example, sub9mt matter specialization may' be 'determined to

. , - . *4- .
/ '

, : ;
be a relevant variable indetermining rNeation rates of teachert. %

,

.
-,

The states generated 4y subject matter specialization and ,type of

school would expand as follows reading teacher, inner city scho61;
.

math teacher, inner city school; rilld4pg teacher, outer ring school
.

4
.

Altd. Because the specificity of a transition probability depends
r

upon the variables used to define the syStem of states, it is possible

t9 change the level,o6he mdasure's generality by adding. variables

to or removing them from the state of definition.
0

Analysts and managers can interpret the probabilities

tion among s S intone of two waythey m aWaT

Similar measures.for'diffeieht cohorts-Or for

of transi-

1.

4-

cohort-at a different point in tiille..Thusin r exanple;'one
,

compare the Migration behavior of teachers witiifferghtSeciglAza-,..0
. * !

,
'

tion. This could' take the form of comparing Aitobabilitiesr of *OV-00.''. -

\ .44



_-,ment to particuldiSdh ols for the members ostes thAt are'ideUti-
,

, /,'-'-'

,.,
cal n-all -respects e cept specialization: 'Or one might compare

?i ' -..
,

en i rdally defiled rahsitional probabilities -4;4:eadt ,of dif-
_ .

.
.

erent time,intervals n r4r `e.

.behavior patterns on the part

There is somerecedence.i... applying rkov dad.nS

thipopulation
.

stence Of-changing

. .. , .

-.-

. described above. Indeed MAirkoW....E eine he0 has been used to :stud'

, 4,
variety of types of problems, severs of which have direct pi .0-.-..

. . ..,.

bility to- this prbposal oir sof .these efererides, are listedA i
7' °

p° Appendix C.. "
9

t to

f
..) \

I. s' . ., °1 ..... ...
-a
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