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7-unding sources. Since _social programs f'or dwindling dr'ilacs.

_,h7! must collect meaninnful, accurate dat.

Further, it is likely that rural soil servi already sparse in
.-_:::nparison to urban program offerings, will suffer drastic reductions or
at best, zero growth unless those rural services can present reliable, be-
lievable cost data and evidence of effectiveness. The purpose of this
monograph is to present broad considerations related t- the collection and
analysis of cost information in programs for young hatp.icapped children,
then to illustrate those considerations with examples of system used in
fo4..r rural Har,Jicapped Children's Early Education Program (HCEEP) prcjcets.
A second monograph will describe cost effective delivery strategies for
early childhood programs operating in rural settings and will include both
program descriptions and cost data by budget categories.

Although this monograph was developed out of the Rural Network, its
contents can be applied to programs in a variety of settings. Not only
is cost information needed for use with external audiences, but also it
provides service providers who collect such data with a clearer under-
standing of the costs of providing services. Such understanding enables
vs to fulfill our responsibility of providing servicos in the most cost
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amework for classifying approaches to cost analysis.

Black's paper builds on the Gentry paper, describing a planning
proach to setting up a cost analysis system. Consideration crf cost in-
formation reeds of various targets, the determination of program compon-
ents and activities, and the capture it ,iree types of costs are examined.
Strategies for accomplishing is in , area are presented.

Both Gentry ard Black refer to the bonofitc, e cost arr,lyT

within dihterent contexts. Gentry's description of multiple uses for cost
information encompasses benefits similar to 61ack's last section on tho
benefits of cost analysis. Similar erm-hasi- is placed on the importance
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Clea,ly, a multitude of huiron ser ice pr oqrams empete for a -ildble
public resources. Those services that have not yet been iecurely establ'
ed compete most directly for funds remaining after secure program; have
received their allocations. Those programs that succeed in attracting such
support will be those that domonstrate most convincingly their need, docu-
ment the cost for services, and show the benefit of those services. At the
least, early intervention programs, which belong to the group of services
that have riot yet been securely established, will have to document their
costs and outcomes if they are to compete successfully for public funds.
The purpose of this paper is to consider the issue of cost as it relates to
early education programs.

Ideally, it is desirable not only to analyze costs for the delivery
services, but also to evaluate those costs in terms of the actual benefit
that result. Ouch a cost-result analysis enables judgements both about
the worth of given service delivery approach and about the relative merits
of different service delivery approaches. The results of ultimate importance,
of course, in early education programs are improvements in child performance.

It -i,=; true, however, that programs and practitioners are still trying to
develop methodologies that reliably and uniformly measure changes in child
behavior, and to demonstrate the extent to which chile gains result from
a given program. Actually conducting cost-benefit analyses in terms of child
gains awaits refinement of the technology of evaluation. It is possible,
however, to conduct other cost-result analyses, such as the unit cost to
serve a given child. But we need to understand at the outset that the cost
to serve a child may be relatively meaningless without additional data about
the benefits that accrue to the child.
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effectively use available Fund-- A second 1=_',%0 of
is reporting and billing. Most early education proirams must report T.c.

-individual within thu orrlani7ation and to one-or- exLprnal
Usually such reports necessarily include only cost expenditure by major
category. However, some reports are billing or chai--:ing purposes
and require cost information about specifir
project components. Third, cost information cn be used fe- planninq
purposes. Past data provide a reasonable basis for He-..licti expenditurc
for future proiect activities. Similarly, other pesons Yho
similar activities are in a better position to predict cost if they haveA-- r-- ,'-'; 3 U(;"' PIU"h'" 9 13 1111pUt Lam
exist data on each major project function andiar component. A =nrti,
of cost data is to assist in obtaining funds or .arly educa-L n programs.
Ideally such data which would provide cost descriptions, would be accom-
panied by evidcne of child gains and/or °trier program accomplishments.
A fifth use of cost data is for evaluative purposes. At the simplest
level, data can be used to describe and judge the cost of a given approch
or components of that apnroach. rine could even r-iite, ne-,+

among different approaches, and/to components.

However, when cost data is used for evaluative nurpd7,es tt,.otr
ovidence of child oains cone important nautior
it is very difficu't to scale child gains se in eguF.1 or cor-tarThie
across age Or developmental levels. It becomes exceedingly difficult,
then to assert that children of different levels have made similar amount
of actual progress when they numerically show the same gain. Second, it
is difficult to determine how much of the gain th , children demonstrate
actually results fcom the intervention. Relatino ests and gains henor.--
tenuous on the basis of this problem alono. Fven if we ran ehtin
istic viable measures of child gain, it is unlikely that cost-benefit
data will directly indicate which practices to adopt. It i5 Possible
that costs and gains willce-vary. We will still be left to determiTm
how much to spend for a given outcome.

Approaehes to __Gpsjt_ Anady5ts_

The ire at least three different I. vels of cost data. 'Hie first
level is y global, and consists of determining totui cosLs expended
by budget tegory, e.g. personnel, operating expense, capital outlay,
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A PLANNING APPROACH TO COST ANALYSIS

Talbot Black

A successful cost analysis system not only captures the costs of a
prpgram accurately, but also provides cost information in a timely way
for a variety of audiences and functions. As with any systematic and
lohg-term endeavor, cost analysis requires careful and thoughtful plan-
ning! The purpose of this paper is to describe a planning approach.. for
setting up a cost analysis system. This approach, which was developed
through a series of TADS small group technical assistance meetings,
illustrates how planning procedures are applied to the task of estab-
lishing a cost analysis system.

Two steps must be taken by project staff in order to begin to
conceptualize a cost analysis' system: (1) identify the target audiences
for cost information on the program, and (2) define the program's basic
components and activities.

Cos'c Information Needs of Target Audiences

Appropriate target audiences for cost information are, of course,.
unique to each project and can best be identified by looking_

lat_aproject's long-term goals. For example, if one of a project's ong-
term goals is securing funding from its local education agency (LEA),
then specific target au4 ences for cost information might be the local
superintendent, the scho 1 board, parent advocates, and other key
individuals in the community. If another project goal is helping
interested school systems start programs, then the appropriate targets
for cost information might be special education personnel in other
school systems, or perhaps an early childhood/special education con-
sultant at the state education agency (SEA) level.

Table 1 on the following page describes several target audiences
for cost information. Appropriateness of audience will vary from project
to project.

After a project identifies the target audiences, the next planning
step is listing the cost information needs of each target, i.e., what
cost information must be conveyed to the target in order to accomplish
the goals of the project. Cost information needs will be basically
the same for all targets, but there will be some variations. An
effective cost analysis system should take those variations into account
so that the information provided can be properly adapted.
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POTENTIAL TARGET AUDIENCES

FOR COST INFORMATION

AUDIENCE DESCRIPTION PROJECT GOAL EXAMPLES

ACCOUNTABILITY organizations/agencies to whom a to den! Arate fiscal

AUDIENCES project is accountable for the re- responsibility

sources it spends

a project's local fiscal agency,

USE, advisory board

FUNDING organizations/agencies that can tO maintain and/or expand the local and state agencies, United

SOURCES provide financial support, both project's services and activities Fund, private foundations

monies and in-kind services

OTHER organizations/agencies that are

SERVICE providing or supporting services

PROVIDERS to children and families, or wish

to start providirig services

to provide help /knowledge

for fiscal planning

other local education agencies,

head start, day care, state

education agency

ADVOCACY organizations/groups that ad- to support advocacy for ix parent groups, GEC, USE, other

GROUPS vacate or wish to advocate for proved services rural advocacy aroups

increasing the quantity and

quality of services for young

handicapped children and their

families

POLICY individuals and groups that

MAKERS make (or influence) public

policy concerning the pro=

vision of services to young

handicapped children and

their families

OTHER

PROFESSIONALS

to influence public policy

individuals /organizations and

groups tnat represent the field

of early education for the

handicapped

state legislature, local school

board, U,S, Congress

to provide new knowledge to EEC, NAEYC, AERA, USE

the field
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One additional target for cost information that should not be ig-
nored is the project itself. In fact, the project director and the rest
of the staff may be the most important target audience to consider as
a cost analysis system is designed. The staff must ask themselves
what they need to know about the costs of the program in order to
improve its efficiency and effectiveness.

Program Components and Activities

The second fundamental aspect of planning a cost analysis system is
determining how the project's total program is to be sub-divided for cost
analysis purposes. The program must be separated into its component
parts, and then each part must be broken down into related program activ-
ities

A typical HCEEP project has the following major components:

services for children

parent involvement

* staff development

* demonstration /dissemination

* evaluation

* administration/management

As the Project's activities are identified and listed under each
program component, these suggestions may be helpful. First, the activ-
ities should be categorized in the following way:

Ongoing activities -- those that occur on a daily, weekly
or monthly basis and occur over and over again, e.g.,
teacher instruction in the classroom, home visits, staff
meetings.

Periodic activities -- those that occur infrequently,
but occur more than once, e.g., formal assessment of child-
ren, advisory board meetings, preparation of progress
reports.

Second, a distinction must be made between those activities that are
involved in service delivery and are desired to be continued beyond the
three years of HCEEP demonstration funding and those activities that
are directly related to being a demonstration/model development project,
i.e., activities that would not continue after the three years. Sepe,-

rating these activities is an important step in differentiating the true
costs of the service program from the other costs involved in being an
HCEEP demonstration project.
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Third, the breakdown of components and activities must be kept as

simple as possible. The more complex the breakdown of activities, the
more complex the cost analysis system will have to be. The key is

to develop a breakdown that is detailed enough to provide data -to meet
the identified cost information needs, but not so complex as ti become

burdensome. ---
Bringing to ether the st information needs and the program break-

down into a cost analysis system is an interactive process. For instance,

it may be necessary to alter the way the program activities are cate-
gorized in order to meet specific cost information needs. As a cost
analysis system is implemented, additional information may be discovered
that could be useful in realizing project goals. Adjustments in the
system have to be expected as the project develops and changes.

When established, the cost analysis system should be able to accu=
rately capture three types of program costs: personnel costs, non-
personnel costs, and in-kind contributions. The following are ;ome
suggested strategies for collecting information on each of thr types

of costs.

Personnel Costs

Costs related to staff time make up 60 percent to 80 percent of

typical program,budget and, consequently, are the primary focus for

cost analysis system ee examples of cost analysis systems describ
in other chapters).

When analyzing personnel costs "time is money," because dollars
spent on personnel actually purchase staff hours. Thus, an analysis

of personnel costs is largely a matter of determining how much time
each staff member spends in the various components and activities of
the project

a

any

The following are three strategies that may be helpful when deter-
mining how a project's staff's time is spent.

LopYinglK

Well-established projects can develop fairly accurate time alloca-
tions by creating a comprehensive list of past activities and by esti-
mating the amount of time each staff person contributed to the activities.
Of course, it is-not as simple a job as it may first appear. The strategy

relies heavily on task analysis and memory.

One example of the application of the "look back" method would be
to estimate staff time spent on child assessments by doing a time/task
analysis of a typical child assessment, then multiplying the time spent
in the activity by the number of assessments done each month or each year.

Time Logs

Several HCEEP projects are analyzing staff time and costs by main-

taining time logs. This strategy also involves developing a list of
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program activities. Each staff member records his or her time contri-
bution to the activities. Logs can be maintained continuously, or
entries can be made periodically in order to get a sample of time use
at different phases of the project's work cycle.

The time-log strategy relies heavily on staff commitment to the
process. One'way of assuring that commitment is to olve everyone
in the development of the comprehensive -Aivity lisu the log sheets
and the procedures.

cppkining Strateoies

The third strategy is a combination of looking back and keeping time
logs. Project staff-conduct an initial time analysis bed upon staff
experience and then use time logs to look at activities where estimating_
proves difficult, or to confirm staff estimates.

A common unit of measure, either hours or days, should be used to
record each staff member's time. Or, it may be advantageous to convert
time into a percent figure in order to see relationships more clearly.
For examples it may be more meaningful to say that a staff member
spends 10 percent of his or her time in child assessment than it does
to say that the person spends 18 hours -per month on the task.

To translate time units into dollars, the director should calculate
a separate cost rate for each staff member which includes salary, fringe
benefits and related overhead costs. (The rates must coincide with the
unit of measure for time being used, e.g., hourly rates, daily rates,
or use monthly or yearly rates if time is being converted to a percent.)
If the exact figures for fringe- benefits and overhead costs are not
available, a cost rate based on a percent of salaries only will
have to be developed.

Non-Personnel Costs

Non-personnel costs means simply those costs_that are other than
personnel costs paid for directly by the project's budget. They include
items such as travel, supplies and equipment, telephone and postage,
contractual services, etc. They typically make up from 20 percent to
,40 percent of a program's budget.

Some non-personnel costs clearly relate to a particular program
component or activity. For example, travel costs incurred by home
visitors or equipment purchased for use in the classroom can easily
be assigned,to the appropriate. program component. 'Other non-personnel
costs, such as telephone, postage, and supplies, may relate to several
or all program components. They can be assigned by pro-rating them
across program components, based on the amount of personnel time given
in each component. For example, if 10;percent of staff time is devoted
to child assessment, then assign 10 percent to the telephone, postage,
and supplies costs to the child assessment component.
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Most non - personnel costs are already documented in detail through
purchase requisitions, travel reimbursements, and other routine forms
and accounting procedures. Such a documentation and accounting system
can be used for cost analysis purposes. The key is to establish a way
to separate that documentation into the program components and activities
of the cost analysis system. This-can be done by developing a coding
system for the program components and then seeing that each accounting
form is coded accurately as it is prepared. It is also helpful to set
up a filing system that takes the program component breakdown into lc-
count, so that, for example, travel reimbursements can be filed by
program component.

In-Kind Contributions

A significant cost factor in many programs are resources provided
to the program that the program. doesn't pay for out of its own budget.
These "in-kind" contributions might include:, office and classroom
space, utilities, diagnostic services through another agency, and
volunteer support. While the project doesn't actually spend dollars
for these resources, they should be taken into account when analyzing
program costs. At the least, each in-kind resource or service should
be identified and described. If possible, the cost of each service,
should it have to be purchased, should be determined.

Such information will contribute to showing the true and total
costs of the program. Another project might have to purchase those
resources or services in order to replicate the program. It can also
show community support for the program in a tangible way.

Bene its of Cost Analysis_

There are several benefits for the project which prove essential or
dictate an ongoing analysis of program costs.

Improvement of Fiscal Efficiencl

An ongoing cost analysis system shows when there is a need for
budget revisions and simplifies the preparation of new budget revisions
and simplifies the preparation of new budgets. It can provide com-
plete and accurate budget reports that can be correlated directly with
program activity report's.

ration, and Contribution toExpansion of Understandin of P oram 0 e

TO_Pro-tin-rnEfficienc

The major costs for any HCEEP project are personnel costs, i.e.,
salaries and salary-related expenses. An analysis of a program's
personnel costs shows how program staff actually spend their time.
Such a time analysis can lead to improvements in how staff members carry
out the work of the project. It can also contribute to the project's
ability to communicate staff roles and responsibilities to others.



Contribution to Knowledge of Costs of Service Delivery to Young Handi-
capped Children

A cost analysis system can aenerate more accurate figures on direct
services costs. Most HCEEP projects would not look very cost efficient
if the total number of children served was simply divided into the
total amount of federal dollars received. Of course, an HCEEP project
does much more than serve its children. It is developing new methods
and

is

it is evaluating program effectiveness; it is serving
families; and it s disseminating information to the community. But,
unless direct service costs can be separated from other development
and demonstration costs, someone may simply divide the total costs by
the number of children servA and say, "Nice, but too expensive."

Allowance of Hel to 0 hers in the Financial Dimension of Program
Planning

As other sites attempt to replicate all or some of a project's pro-
gram, one of their immediate needs will be cost information. They will
want very specific and detailed information such as: "What equipment
should we purchase and what is a good deal?", "What supplies should we
order?", "How much money should we set aside for child find and screening
activities?" While one program's costs will not necessarily be the
same as another's, it is useful to be able to exchange program cost data.

Provision __Demonstration of Competencythat_can Reflect on an Entire
Program

A project director's ability to speak clearly about the costs of
his/her program is extremely useful because it is a subject to which
any audience can relate. Cost figures that are authoritative and concrete
imply that those qualities are true of the entire program. In other words,
they can demonstrate that a program is solid even to audiences that are
not sophisticates in early childhood/special education. (The very act
of presenting detailed cost data is usually receivedas an

,
unexpected

and appreciated bonus.)

There are also some risks in presenting cost data on a project. Cost

data can be easily misunderstood. It can be boring. It can be owl,- -

emphasized to the point of distracting audiences from the program's
activities and accomplishments. Careful planning and integration o
cost data into the overall dissemination plans by the director can mini-
mize these risks.

The need for more and better cost information can only increase in
the years ahead. Service provider's, advocacy groups, and policy makers
want and need accurate information on the costs of services for young
handicapped children as they consider future program initiatives. HCEEP
projects that take the time and effort to capture cost information in
a way that can be shared with external audiences as well as their own
program staff will contribute significantly to the future of services for
young handicapped children.
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DATA COLLECTION AND ANALYSIS SYSTEMS
SOME EXAMPLES

troduction

-_,

The problem of collecting, analyzing, and presenting cost data has been
approached from different points by the four projects described in this sec-
tion, yet they contain similar elements. Three of the projects, F.I.T. in
Nashville, Tennessee, the Early Lifestyle Project in Columbia, Tennessee,
and the Macomb 0-3 Regional Project in Macomb, Illinois, routinely use com-
puters for data storage and retrieval (although the systems can be used with-
Jt instrumentation). The fourth project, the Handicapped Children's Early

Education Project in Moscow, Idaho, could easily be adapted for computer use
With the advent of relatively low cost micro-computers, such technological
systems are easily available in rural areas without undue expenditure.

The papers represent two of the three levels of cost data collection
and analysis described by Gentry in Part I. Level 2, assembling cost data
by components, is represented by F.I.T. and the Macomb 0-3 Regional Project.
The third level, determining costs by objective is represented by the Early
Lifestyle Project and the Handicapped Children's Early Education Project.
Examples of the first level, determining total costs expended by budget cate-
gories, may be found in another monograph that describes cost effective de-
livery strategies for early childhood programs operating in rural settings.
It will include both program descriptions and cost data.

Each project emphasizes personnel costs, as well as factors related to
time and activities. All reflect the need to capture time with some form
of log. Since the four projects also use a form of ongoing data collection
they have no need to use the "looking back" strategy identified_by Black.

The systems used by three of the projects are also able to reflect some
non-personnel costs. F.I.T., the Handicapped Children's Early Education
Project, and the Macomb 0-3 Regional Project provide for travel cost in their
systems. The Idaho Project also is able to provide costs for materials, but
the other three do not directly reflect expenditures for supplies.

The Early Lifestyle Project system is the only one that is designed to
provide ongoing data about the current status of an objective. The others
provide summative data regarding task accomplisiment.

The systems used by the four projects can be used to divide costs in
order to differentiate between costs related to model development and those
related to service delivery. Such discrimination provides more accurate
data about actual costs per child than can be obtained when the two kinds of
costs are combined.

The previous numbered page In
the original document

was blank
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jT All four projects describe the benefits of keeping and analyzinn cost
data, as noted by both Gentry and Black in Part I. The F.I.T. Project noted

that since their goal was local continuation of services after termination

of federal funds, they needed information about time, activities, and cost

in order to inform potential funding sources. The F.T.T. Project also uses
their system as a management tool, as do the other projects. The Early Life-

style Project indicates that the functional cost analysis not only simplifies

the preparation of new budgets, but also keeps staff on task. The Macomb 0-3
Regional Project uses their system to determine job descriptions and to pro-
vide a comprehensive view of the project's operation. The Handicapped Children's

Early Education Project finds cost information useful for decision making re-

lated to program activities as well as for a basis for future planning. Addi-

tionally, the act of maintaining the necessary records leads to greater staff
attention of accountability and task accomplishment.

It seems important to point out that whether implicitly or explicitly
stated, all four projects had a clear picture of their basic reasons for

collecting cost information, and included such Justification in their planning.
Use of such systems as reported here requires a degree of flexibility since

the systems tend to be in constant evolution. Because of changes in pro-
gramming focus, reflected in system changes, projects carry on continuous
evaluation leading to decisions regarding the effectiveness of program com-
ponents for both internal and external audiences.

Finally, cost information nenerated by the systems discussed in the
following papers may easily be adopted by projects serving young handicapped

children for use in meeting the unique demands placed on special e.fiieation

programs. Political and economic events which have occurred since January, 1981,

including slated legislative action related to block grants to the states,
require that cost information be available for use in defending programs for

handicapped children.



PERSONNEL ALLOCATION COSTS

IN A RURAL EARLY EDUCATION CLINIC

Judith A. Davis, Vaughan Stagg, Harris Gabel

Protect Description

The overarching aim of the Family, Infant and Toddler (FIT) Project*
is to enhance the development of young mentally retarded children in pre-
dominately rural areas by providing a family-implemented educational pro-
gram. The approach is based on assumptions that rural communities contain
major resources that can be mobilized to benefit mentally retarded children
and their families.

The project capitalizes primarily on two types of resources: 1)

families, including nuclear and extended families, and 2) professionals
whose responsibility includes providing services for young mentally re-
tarded,children, but whose training or experience is insufficient for the
task. These persons have been identified as local allied professionals.

One goal of the project is to develop a replicable service delivery
model for the target population. The model provides for establishing
educational clinics in rural communities. The project operates from a cen-
tral base at George Peabody College for Teachers of Vanderbilt University
in Nashville, Tennessee. Project staff travel to rural areas and meet
with small groups of children and families at suitable locations in their
own communities in order to provide programming for the children and for
nuclear and extended family members. These clinics serve as vehicles for
enhancing the family as a resource for the education of young retarded
children.

A second project goal is to develop a replicable inservice training
program for local allied professionals. These professionals, from the
fields of mental retardation, psychology, public health, early education,
and others, are trained so that they may be better able to serve the educa-
,ional needs of the young retarded children and their families. Training

*The Family, Infant and Toddler Project is a component of the John F.
Kennedy Center for Research on Education and Human Development, George
Peabody College for Teachers of Vanderbilt University, Nashville, Tennessee.
This workmas developed with funds prbvided by a grant from the Office of
Special Education, Department of Education ((rant No 0007802932) with
matching funds provided by the Tennessee Department of Mental Health and
Mental Retardation. The,content-of this paper does. not reflect the posi-
tion or policy of the U.S. Department of Education, and no official endorse-
ment of this paper should be inferred.



of the local allied professionals takes place coordinate with the delivery
of services through the model service delivery component.

'Lastly, the project is directed at increasing the overall level of
educational services of young retarded children in the rural areas served.
The entire project is closely coordinated with state and local agencies
with the aim of ensuring the continuation of the program in each rural
community after the termination of federal funding.

Need for Time/Activity Analysis

The goal of the FIT Project is the local continuation of project
services in rural communities after the termination of federal funds. This
goal necessitated the analysis of staff time, activities, and cost in order
to inform each community what to anticipate in op('ating a preschool inter-
vention program. In order to give a time and cost analysis to the local
communities, the project undertook the development of a comprehen3ive
system designed to ascertain resources within the project staff and how
staff spend their time. In addition to specification of time and cost per
activities (i.e., model development, service delivery, planning, dissemina-
tion, record keeping, staff meetings, and so forth), this system enables
the staff to determine the amount of time for serving particular children
and families, as well as the types of activities needed to provide services.
In addition to cost and time analysis, this system was available for use as
a management tool in monitoring how project staff used their time and what
changes might be needed for most effective and efficient use of time.

For purpose of illustration, a general breakdown of only personnel
time and costs using this monitoring system is represented in this paper.
It is possible with this system to generate a more detailed description of
the allocation of staff time across 61 project activities. However, in this
paper we have collapsed several categories. Indirect charges, and admini-
strative and material costs are not represented in this paper.

Pescriti9noffin-_Ssteni

The FIT Project, during the second half of the first year of opera-
tion, designed r J implemented a system of monitoring staff allocations of
time and activities.. The intent of this monitoring system was to provide
an easily accessible record of staff members' daily activities. The moni-
toring system was conceptualized as nine major domains including 1) general
activities, 2) educational/clinic operations, 3) allied professional train-
ing, 4) inservice, 5) site selection, 6) coordination with other agencies,
7) coordination/site maintenance, 8) evaluation, and 9) administration.
These major domains reflect overall project activities.

A total of 61 specific activities were designated and coded with
numbers 01-61. A manual defining the specific activities was developed by
the program evaluator. Examples of genera ctivities include staff meet-
ings, technical assistance and consult4tqon with other agencies general
record keeping, dissemination activits, and informal staff meetings.
Education/clinic oerations include activities such as child and family pro-'
grams Model .development, direct services, planning, communications with

ti



families, travel time, liaison with other agencies serving child and family,
home visits, child screening and child evaluation. Allied_professional
training activities include model development, planning and conducting semi-
nars, travel, supervision and the like. Inservice, site selection, coordi-
nation and evaluation domains include activities such as planning, model
development conferences and community meetings, communications, travel
related to the domain, data analysis, and training. Administrative activ-
ities include budget, personnel recruitment, office management, report
writing for fundirq agencies, and like activities.

In addition to activity codes, codes were designated for each staff
member, each community participating with the project, and each child and
family served by the project. Concurrently, aFIT activity sheet was de-
signed so that information could be recorded, (See Table 1.)

Table 1: FIT Activity Sheet

Amount
of Time Child

Project
Activity Site

Staff
Member Date

.4 0 3 1 0 3 0 4 3/27
1.0 1 2 3 0 2 0 4 3/27

Time was delineated in tenths of an hour. Thus, six minutes equalled .1,
12 minutes equalled .2, and so on. With this recording system, the project
was able to encode the information directly for computer analysis A pro-
gram was designed to construct contingency tables reflecting the amount of
time spent on various activities, using any two combinations of the follow-
ing variables: staff member, child, activity, and site. Thus, the.alloca7
tion of staff time could be determined for each child, each site, each acti-
vity, or any other combination of variables.

Time and Cost Analysis

Table 2 and Table 3 are breakdowns of monthly activities for two
staff members, the infant/family trainer and the training coordinator. This
information was collected during the middle of the first year of operation,
February through May of 1979. General activities for both tables include
regularly scheduled staff meetings, record keeping, dissemination activities,
technical assistance and consultation with other agencies, informal staff
conferences and miscellaneous activities.

Table 2 depicts a breakdown of time per activities for a full-time
infant/family trainer. The table gives calculations for a monthly percent-
age of time per activity, the average time spent in hours, and the cost.
These figures were derived as using a 37.5 hour work week with four weeks
comprising the monthly total. The annual base salary used was 510,000 or
5875 per month.
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Table ly Trainer Monthly

Activities of Time Hours

Clinic Services
Model Development 5.32 7 '29 S 46.3P
Planning 27.04 14 S234,02
Direct Services 28.52 3 $249.7C

General 23.84 91 $208.77

Inservice 9.46 $ 82.90
Other 5.78 S 50.66

Table 3 is a breakdown of cost and activities per month for train-
ing coordinator. This position is a part-time position at 60':(, time 2A

hours per week. Figures used for calculations were on annual base salary
of $7,200, $600 per month. Direct services include travel to rural commu-
nities, conducting seminars for training local professionals, and practicum
supervision of professionals and staff.

Table 3: Training Coordinator Monthly Allocations

Activities % of Time Average No. of Hours Cost

General 33.35 29.79 $186.19
Training Program

Model Development 13.24 11.83 $ 73.94
Planning 15.23 14.17 $ 88.56

Direct Service 26.69 23.86 $149.13
Inservice 4.5 4.08 $ 25.50

Other 6.7 5.99 $ 37.44
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detailed information and a manual of definitions of this monitoring system
can be obtained from the authors. For further information, contact Harris

Gabel.



COMPUTERIZED IANAGEMENT
APPROAOH TO AORLYSIS OF PERSONNEL COSTS

Parse

The Early Lifestyle Program (ELP) at the King's Daughters' School
Columbia, Tennessee provides services to moderate to severely retarded
children from birth to eight tears of age, living 41 rural areas as oE7
as concerning itself with dissemination and coordination strategies Tor
service delivery. The program, serving a total of twenty-eight children
at this time, is composed of two preschool classes and a home-based infant
education component. Individual training and small group instructional
activities are major components of the children's program, while parent
training and mobilization of community resources are also objectives of
the project. Learning is the basis of C-ild progress evaluation, as
opposed to performance being the criteria for measurement. For evaluation
and record-keeping purposes, the Early Lifestyle Program utilizes a comput-
erized management system, a multi-purpose tool which provides for on-going
Formative project evaluation, as well as capturing data fr Ise in summative
evaluation tasks.

Systems Approach to Project Management

The purpose of using the systems approach is to monitor progress and
time expenditures as the project activities are completed. It is used by
the staff when involved in projects in which the completion of specific
activities is designed to reach certain objectives. A team of professional=
can sometimes, because of concentration and involvement in a serious study,
forget that certain activities have to be performed in order for others to
be undertaken. They als neglect to note that sometimes the activity
next on the agenda cannot be accomplished until the results of the precedi g
activities are known.

In other words, competent educators or researchers are not always the
best project managers. gTo manage the many parts of the workscope (reporting_
responsibilities, meetings, form completion, approval requirements, and
other activities), it is possible, using a computerized mar ciegent system,
to receive periodic reminders and summaries of activities for each object-
ive. Capturing time spent on project activities also aids in future'program
planning tasks. The syttem is designed to consume minimal record keeping
time and is used monthly.

For summative evaluation purposes, the system allows staff to easily
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A unique feature of a computerized system is that changes can be made
easily. Dates, time to be spent, changed wording and even complete activity
changes are possible. At the annual reporting period, these changes may be
summarized to evaluate planning effectiveness.
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Summarizing Data from the Management System

The Activity Status Reports are summarized by objectives and eleHni.s
as shown in Figures 3 and 4. The project manager receives these reports
monthly. The three summary status conditions are given as behind schedule,
on schedule, and ahead of schedule. To the right of each summarized category
are the number and percentage of items as of the last reporting period,
then the committed work for the current period and then the actual work
accomplishments. The last column shows the future plan. The totals for
the summary are found at the bottom of the page.
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Those activities that are behind or whose status is um :hanged corn the

previous orting period are summarized for each component. This alerts
wujt..t-L oldna9u1 t= LousQ, ul

The ongoing analysis of personnel time requires the comitment of the
entire project staff and certain time expen .. for implementation. How-
ever, the benefits more than pay for the effort in terms- of increased project
efficiency and preductivity

Data Collection for project Review and Cost Analysis

Time recorded on the Activity us Reports is retrieved from daily
time logs maintained by each staff n fiber ((figure 5) Individual time logs
reflect each person's assigned activities, and space for other activities
to be added if needed. Logs are reviewed weekly and summarized monthly to
determine personnel costs.
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Individual activities are catego-ized in terms of demonstration activ-
ities, direct serliees and frequency of occurrence (Figure 6). Demonstra-
tion tasks are generally considered to be those that will not continue after
the HCEEP funding period and may include, but not be limited to conceptual-
ization or initial planning tasks, product development, some evaluation aild
dissemination tasks. Direct services are therefore, those that are anti-
cipated to continue after the demonstration funding period. Frequency of
occurrence is determined by the nature of the activity and whether it is a
one time, periodic or ongoing event.

Figure 6. Component Summary by Frequency
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Time spent is translated into money. A separate cost rate for each staff
member is calculated which may be either based on an hourly rate or converted
to a percentage of a monthly rate Figure 7).

Figure 7. Personnel Costs
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A functional cost analysis system can greatly improve a prole( 's fiscal
efficiency. The capture of actual personnel costs demonstrates and iestifies
the need for budget revision. It also simplifies the preparation of new
pudgets. Ongoing time analysis influences the way in which staff members
carry out their work. it tends to keep staff on task thus increasing preducL-
ivity. Time and cost analysis enable projects to more accurately communicate
staff roles and responsibilities to others and to assist others in the pur-
suit of similar programs.



A COST ANALYSIS APPROACH
USED BY THE UNIVERSITY OF IDAHO

HANDICAPPED CHILDREN'S EARLY EDUCATION
PROGRAM

Dale Gentry

The handicapped children's early education project provides educetonal
intervention for handicapped children from birth to school age who reside in
Moscow, Idaho and in surrounding areas of Latah County. _Three-to-five year
old children are served in an integrated center-based classroom that provides
for parent involverr'ent through parent groups and individualized parent training
and participation in their child's program. Birth-to-three year old children
are provided intervention through home and center-based programs in which the
parents serve as their child's teacher.

The early education program is based cn 'feral assumptions th
incorporated into the service delivery model:

-parent involvement is essential for ma.imal child progress

-handicapped children should be served with normal children
to the greatest extent possible

-chldren should receive individually designed and deliver
instruction

-curriculum should be.functional and comprehensive, and
include all developmental domains important to young
children

-support personnel should work through teacher. and parents
when possible

dre

The instructional model, itself, consists of a direct and systematic
instruction approach that includes:

-specification of curriculum domains and sequenced tasks

-child assessment in relation to curricular content

-formulation of individual child objectives that include
mastery criteria

-individual instructional plans that include a description
of instructional materials, teaching procedures, child
responses, feedback, reinforcements, and correction
procedures

-daily measurement of child progress, and use of the
data in making instructional decisions

- periodic summative evaluation of child gains
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To assui that, preschool children between birth and five years
of age who are handicapped Or high risk fnr handic-apping (on-
ditions are identified and rocnive diounrl'Jir r!nd
assessment servics.

L. To assure comprehensive, _untinuous service delivery to all
children between birth and five years of ane. until they
enrolled in public school programs.

To assure parent and family involvement in providing edL 't-Jonal

To assure coordination with different agencies and services to
maximize the benefit to enrolled children.



alop and document info.m.
dissehlinahleand replicable.

pr,iido a proc!'am evaluation that assesses individua!

child pr -__ s through direct measurement, evaluates parent
change, assesses overall progress of enrolled children, and
evaluates implementation of project objectives and actiVities.

Each goal was detailed into two or more specific objectives. For 3xample,
the obJe..c,ivesf tne goal of assuring conLinuous service delivery °al

1. To arrange for placement of all identified children in
ongoing intervention programs.

To utilize a direct intervention model in providing services
to enrolled children,

io assure narent and Imilv involvement in rroviding educational
intervention to their nhai pped child.

At an
tive.

ific time, the management system may contain

Each objective was further divided into a ser as of chronological enabliag
activities. For example, for Objective 2 above, some of the enabling activJ-

es include:

Review and select assessment instruments.

' child and tatliSh progra1..AAWL-4

Review and select apprcpriate curriculum for each program goal
identified.

Formulate long range and immediate intervention objectives.

Plan an intervention program For each immediate objective.

6. Formulate an ongoing measurement plan for each instructional
objective.

7. Implement intervention and m=la= u anent program-.

8. Conduct outcome evaluations.

For each enabling activity several additional related elements were specified,
including the anticipated outcome or product, the scheduled due date, and the
staff person responsible for the activity.

Anumbering stem idon_ifies goals as well a the objectives, chabli
activities and other relevant information associated with that goal (i.e.,

2.2.1). In the example above, the first numberal 2 identifies the second
goal, the next 2 identifies the second objective for goal 2, while 1 identi-

fies the first enabling activity for the second objectiVe. Sometimes in
normal operation, accomplishment of activities that do not fit any of the
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Once project activities are determined, information is transferred by
the secretarial staff to cards that can be used by both the project manager
and the staff person responsible for theactivity. The manager places the
cards in a file, organized by assignment and due dates, and provides the
appropriate staff member with a copy of the assignment date indicted. A

copy of the assignment card is shown in Figure 3.
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Note that the system actually makes use of two kinds of recording
devices. The assignment card is used for single activities which are
expected to be accomplished in a short period of time (for example, the
development of a brochure) while the time log is used for recurring
activities such as home visits for particular children,

The column titled "report' on the Activity Assignment and Report
Card is most frequently used to record exceptions to expectations. The
brochure project, used as an example, took only 12 hours of staff time
compared to the projected 16 hours.

All staff members are given weekly time logs (see Figure 4) on which
they record the number of the activity and the amount of time spent. They
record their achievements and other relevant information on the card and/or
the time log (whichever is appropriate). When a given activity is complete,
the staff member submits the report to the project manager on the assionwnt
card, accompanied by a copy ofthe product, where appropriate. In the case
of recurring activities, the staff member submits a copy of the time log.
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Figure 4. Weekly Time Log

IILLKLY III1L LOG

EDUCATIONAL SERVICES FUR HANDICAPPED INFANTS AND CHILDREN

Name- J. Olson

Time
,start I st,T Event 0 PRODUCT

-,--
:00 1 9:00 1 hr 7.4.1 Review intake and diagnostic information with staff

9:10 9:40 § hr 2.3.1 Preparation for home visit to Jones family

9:45 :10*00 hr 7.3.9 Travel to Jones home

0:00 111:15 4=1/4 hr 2.3.4 Home visit - Jones child and mother

11:15 :11:30 1/4 hr 2.3.9 , Travel to office

2/9 11:30 :17:00 1/2 hr 6.4.2 Answer letters about project

2/9 1:00 : 2:45 3/4hr 3.7.1 Plan materials for parent meeting

2/9 3:00 1-- 7.9.7 Re '.cord keeping

Assignment cards are turned in when an activity is completed. Time
logs are collected monthly except in the case of new staff members. In

order to insure that a new person is using the time log correctly, logs
are collected weekly for the first two months the person is on the job.

The films-used have undergone a number of changes since the system
was started. For example, the column labeled "required resources" was
added to the Projett Planning Sheet. The original form contained a column
titled "scheduled cOmpletion," but this was changed t' "start/stop dates"
on the form shown in Figure 2. The system tends to be in constant evolu-
tion, enabling it to be tailored for specific situations.

The project manager summarizes the collected information on a form
such as the one shown in Figure 5.



Figure 5. Cost Record Form

Submitted by: . Smith

Date submitted by: 12/22/79

Time spent: 12 hours @ 7/76

Scheduled
Oue Date

12/.10-9

_ Graphic artist time (4 hours) S 60.00

_ErjAtiAg-__Iudesaer, platey__ S 215.00

(List remaining materials an back)

COMENTS:.

First printing, 2.000 copies

TOTAL

1
S 368.12

xamples_of Comet 'Mita Summaries

Costs are figured by taking the hourly 'salary of the relevant staff

member(s) then multiplying that figure by the hours and/or parts of hours

spent on the activity of interest. For example, staff costs for production
of a project philosophy pamphlet totaled $93.12, or 12 hours at $7.76 per

hour. Indirect costs and fringe benefits are not entered into the data
presented here; however, both could easily be added by including a propor-
tional amount in the hourly wage figures. Other relevant costs are also
added into the cost when recording on the Cost Record Form. Travel expenses
include both hourly wages of staff members who are actually traveling and
17t per mile times the total r leage involved in a particular trip. Mate lai

costs include those for paper, office supplies, xeroxing, and consumable

resouces.

Once data are collected and ecorded, they can be summarized in a

variety of ways. Displays of representative costs on project activities

are shown below.
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Sample Cost Data for Different Products

Product Staff Costs Materials Costs Total Costs

Advisory Cow;:ii
Meeting 7 hrs. 05.78 25.00 x.78

Agreement with Child
Development Center 12 hr=,./ 12 93.12

Evaluation Lattice 40 nrs./310.40 14.50 324.90

Home Based Programs: Average Cost Per One Hour Home Visit

Child Direct Service Planning Travel
Total Cost Per Hour

Visit

1 7.76 4.70 12.04 24.50

2 7.75 6.26 18.21 32.23

3 7.76 5.82 13.58

4 7.76 4.85 12.38 24.99

Center Based Programs: Average Cost Per Hour

Child Direct Service

2

5.63

5.59

Planning

7.08

2.87

Travel Total Cost Per Hour

12.71

3.46

Follow-up Visits: Average Cost Per One Hour Visit

Child Direct Service
Planning &
Consulting Travel Total Cost Per Hour

1 7.76 3.10 10.86



Conclusion

There are at least three cautions with respect to the above examples.
First, the recorded costs may not represent all costs for a given objective,
even of project resources. Also, outside personnel, for example, families
of handicapped children, may expend time and money to serve their children
that is not shown on the existing form. Second, some costs are difficult
to record, for example, secretarial time receiving phone calls. Finally,
such an accounting system itself is quite costly. Any decision to exten-
sively collect such data should be evaluated in terms of the cost-benefit
to the project

Advantages of using the system for collecting and analyzing cost infor-
mation are threefold. First, it provides a workable breakdown of project
costs which can be used in making judgements related to various activities.
Those judgements can then be used in making management decisions about the
project and its operation. Second, the cost information provides a sound
basis for future planning since it conveys a clear picture of the amount
of money different activities are likely to cost. Additionally, a clearer
notion of the resources that are likely to be necessary to accomplish
those activities is also provided. A third benefit lies )n the area of
accountability. Use of the system results in staff who seem to have a much
greater sense of accountability as well as a more defined focus in terms of
their own job efforts.



COLLECTING COST ANALYSIS DATA IN A RURAL HOME-BASED
INFANT PROJECT: THE MACOMB 0-3 REGIONAL PROJECT

Patricia L. Hutinger

The Macomb 0-3 Project, a rural home-based program for handicapped
children from birth to three and their families, has developed a com-
prehensive system for collecting cost data on an ongoing basis. De-

pending upon the analysis procedures used, it can provide a variety
of data that is either highly specific or relatively general. During
the three-year model development phase, a computer-based system, the
Staff Activities Accountability Program (SAAP) was adapted from a system
used by William Gingold's project in Fargc, North Dakota. Gingold's
work was later reported in Cost AccouritLtigarldlEmpfltiiitty (see
Gingold, 1980). The Macomb 0-3 Project's SAAP system is used to code
and record ongoing data related to time and a broad range of project
activities as they are accomplished. It also captures information about
time spent by staff members in various locations in Contacts with specific
clients. When used in conjunction with salary figures 1,a,per hour basiS
(with fringe benefits-figured into the amount) fairly specific costs
for selected discrete activities can be identified.

Although SAAP. can be used as a cost accountability instrument, it
also is useful for other functions. As the staff used SAAP, it soon
became apparent that there were many additional'benefits when staff
members documented the time they spent on various activities. When
analyzed, such activity data yield often surprising and almost always
useful information. Certainly SAAP has proven to be an effective instru-
ment for determining specific job descriptions and duties among the staff
members, based on past data From the director's point of view, the
SAAP print-outs yield a comprehensive overview of the entire project,
including information related to percentage of time spent on delivery
of services, dissemination, writing and editing, administrative activ-
ities, evaluation, and inservice.

S,stem Structure

The SAAP System is divided into five major categories: 1) staff

identification, 2) elapsed time, 3) contacts, including specific clients,
4) locations, and 5) activities. Time is converted into hours and
fractions of hours by the computer program. The contact category
provides an identification for each family receiving services, in addi-
tion to general codes for public schools and agency personnel. The

location category includes hospitals, schools, government buildings,
homes of client families, and other sites needed for documentation.
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The categories in SAAP include five.program components: 1) Entry
System, 2) Deliveryiof Services, 3) Assessment and Evaluation, 4) Intra-
Organizational Services, and,5) Commuhity Services. The first three
components provide direct information regarding service delivery to
children and families. Entry system activities are related to children
entering the program. The fourth component, Intra-Organizational Ser-
vices, includes both activities related to service delivery. and to
aspects of administration and operation of a model demonstration pro-
gram. Community Services contains activities indirectly related to
both service delivery and,model development. For actual service de-
livery costs, th first three components and a portion of the fourth
are of primax*- nteret.

One of the - advantages of this divisiOn of categories, or facto
s the capability for extracting many kinds of information from the
.owed data bank. Both general data and highly specific, diary-like

data is provided by SAAP. The provision of small, discrete data units,
as oi3Posed to data of a more general nature, leads to specific and des-
criptive information related to the functioning of staff members of an
infant project. 'Data can be grouped and recalled in general categories
or in combinations of-specific items of interest for-providing an answer
to a specific cost question.

Daily activities are coded on.a weekly record sheet, then each
entry is keypunched into a data card and stored in a data file. Data
are analyzed through use of SPSS (Statistical Package for the Social
Sciences) programs, "Breakdown" or "Cross Tabs," Many combinations of
data may be obtained, such as an analysis of Time x Person x Major
Activity, Time x Person x Location, or Time x Contact x Activity. Other
combinations are available as needed. Data recall is possible through
use of a portable computer terminal and telephone, by taking the deck
of cards to the computer terminal, or by online terminals. When reports
are due, it is a simple matter to go to the computer bank of stored data
related to staff activities to determine the number of hours that are
spent with particular clients in accomplishing specific activities.
One can easily find how many hours staff member 02 spent with family
072 in home visits, sharing centers, or in evaluation aCtivitie:.=.

For example, Table 1 shows the number of hours spent by staff mem-
bers in selected activities during a 10.5 month period, while Table 2
showsexamples of the time spent by Child Development. Specialists with
some of the famines in their caseloads in the same time period. Table
3 shows examples of more general documentation, the time spent with
selected families in major program components in 10.5 months. Table 4
provides an example of yet another way the same data can be analyzed. It

shows the numbe-of hours spent in major program components in selected
locations.
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Table 1. Total Hours Spent by Staff in Individual Activities

Activit Activi_

102 Home Visits
105 Sharing Centers
106 Parent Study Group
111 Water Activities
203 Diagnostic Evaluation
205 Speech, Language Evaluation
206 Hearing Evaluation
208 Physical Evaluation
211 Computer Evaluation

Hours

661.6
51.2
7.5
21.9
25.8

6.5
5.2
52.5
27,6

Source: Program Performance Report for Handicap ed Children's"Early
Education TFli'ram, Department oT Health, Education & Welfare,
Office of Education, Bureau of Education for the Handicapped,
July 1, 1977 - July 31, 1978, p. 52.

Table Time Spent by Staff in Direct SerVices With Selected Individual
Families*

Staff Member

Child Development Specialist II

Child Development Specialist III

Child Development Specialist IV

Family # Hours

(collective)** 19.3

048 .7

022 9.2
047 5.9

018 10.1

063 4.2

029 9.5

(collectiv )** 29.2

020 31.7

024 10.5

030 17.5

063 7.0
031 18.5

(collective)** 44.1

030 4.1

020 3.4

046 23.6

*Does not reflect total family population
**Families collective means more than one family together at one time

Source: Pro ram Ferformence Children's marl

rogrIlm. DepartifTW1th, EduifT6K41Te'hfare, Offlce
of tOucatlon, Bureau of Education for the Handicapped, July 1, 1976 -
June 30, 1977, Appendix J, p. 5-8.
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Table 3. Time Spent by Staff -mbers With Family Contacts in Major

Program Components

Famil

016

021

Activ Hours

Direct Services
Screening; Assessment. Evaluation
Intra-Organizational Services
Direct Services
Screening, Assessment, Evaluation
Intra-Organizational Services
Community Ser. es

026 Direct Services
Screening, Assessment, Evaluation
Intra-Organizational Services

046 Direct Services
Screening, Assessment, Evaluation
Intra-Organizational Services
Community Services

050 Direct Services
Screening, Assessment Evaluation

28.5

2.0
.4

24.7
2.3
2.0
.2

36.5
3.0
2.0

18.2
3.0
3,2

13.7
1.0

Source: Pro ram Performance Re ort for Handica ed Children's Earl
Eucat on_ rogram, Department ofHea th. E ucatton W6 Tfare,

Office of tducation. Bureau of Education for the HandicaPPed.
July 1. 1976 - June 30, 1977, Appendix J. P. 18-21.

Table 4. Time Spent by Staff x Location Components

Location Activit Hours__

Macomb YMCA

McDonough County
Day Care

McDonough County
Church

Fulton County
Nursing Shome

Direct Services
Intra-Organizational Services
Community Services

Direct Services
Screening, Assessment. Evaluation
Intra-Organizational Services
Community Services

Direct Services
Community Services

Direct Services
Screening, Assessment, Evaluation
Intra- Organizational Services
Community Services

20.3
1.4

2.0

23.8
4.0
4.7
6.8

28.0
2.0

2E.0

.5

Sco.ce: Program _Performance Report for Handicapped Children's Early

Office
Pro ram. Department of Health, Education S Welfare,

Office of E ucation. Bureau of Education for the Handicapped
July 1. 1977 - July 31, 1978. Appendix G. p. 15-17.
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System Operation

The SAAP activity data is recorded daily by Project staff, and is
classified by date, location, contact, activity, the number of persons
involved, and the staff member's identification number. A sample coding
sheet is shown in Figure 1. The system for coding is kept as simple as
possible. The staff member records approximately how much time he or
she spends on- a particular activity. This may be as little as five
minutes or as much as eight hours.

Figure 1. Sample Coding Sheet

Meekly Event Record

Macomb Ol_Regional PrqLLL

Week of 12 1 12/2217$ Staff Person Cath Hommel

_ate
Yr71110-Day_ Contacts

Activity
Code

me
ns Location

Off
100 Descri 4tion of Activit F. Corr, ents

78-12-1C 099 311 20 001 31 Gather toys

78-12-18 099 323 1 029 Travel

78 12-18 076 102 1 010 Home Visit = F.

78-12-18 208 102 1 010 Home ViSit - A.

78-12-18 112 102 1 010 Home Visit - L.

78-12-18 014 305 40 001 C lscussion 6 Participation

78-12-18. 099 320 15 001 Weekly Event Record

78-12-18 014 303 1 15 001 Staff meeting

78 -12 -18 014 317 45 001 Supervise 0-3 Assistant

78 12-18 099 315 35 001 Plan

78-12-19 099 311 15 001 Gather toys

78-12-19 206 102 1 010 Audio - Visuals

78-12-19 099 323 1 15 029 Travel

78-12-19 099' 320 10 001 Weekly Event Record

78-12-19 099 315 4 001 Phone call, plan, update file, letters

78-12-19 110 102 1 010 Home Visit - U.

78-12-20 030 102 1 rno Home Visit - H.

78-12-20 203 102 1 010 Home Visit -

7812-20 099 323 1 10 1129



An effort has been made to include all the activities in which a
staff member engages.in order to determine costs for particular kinds
of activities. For-example, a record is kept'of the number of hours
each staff member spends with each client. The, hours spent on computer
evaluation (keypunching and running various programs to analyze the
data and the storage) are also documented. Activities provide detailed
information'necessary to determine what kinds of things people in infant
projects do, how much time they spend, with whom th6y engage in these
activities, where activities occur, and the cost of such a program.
The cost analysis results as a final product after all- staff members in
the 0-3 Project record their activities on a daily basis and the data
are analyzed for a selected time period.

Rbutine procedure calls for staff members to turn their recording
sheets in to the Project coordinator each. Monday. It is desirable
for each staff member to record activities day by day, since emphasis
is placed on the amount of time spent on various activities. These
records are only as accurate as the recording of the individuals
involved. If faulty information'is processed, the result is also
faulty. For example, if someone waits until the end of the week to
do the recording for an entire week, the estimates on how much time
was spent on particular activities is apt to be inaccurate and render
the data useless for most practical purposes, as well as for scientific
exploration. The focus of SAAP is on staff activities. The project
uses another type system for recording child progress and parent
satisfaction.

Routine Start-up Problems

Recording SAAP activities takes approximately.45 60 minutes
.

all infor-
mation

week per staff member. In the beginning, recording all nfor-
mation in the various categories of the SAAP program seems a cumbersome
activity. 'Once the staff learns the coding system, the next step
involves mutual agreement as to the categorization of common
activities. This is an area where problems arise. For instance, one
staff member may code a staff in-service as a 'conference' while
another may code it as 'in-service.' If ambiguous coding takes place
over a prolonged period of time, the data produced are inaccurate and
do not reflect a precise picture of what occurs in the project.
The problem of varied interpretation of specific activities can be
redUced to a minimum by staff meetings at which confusion and
ambiguities are resolved through a consensus of definition by the
staff members involved in'the activities in question. Once mutual
understanding and familiarity with the coding 'system have been achieved,

the task of daily coding becomes far less burdensome and the data are

more reliable.
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Examples of Cost_ Data Generated from the_SAAP VIL.tm

Analysis of SAAP data can be used to obtain cost figures on any
activity or group of activities engaged in by the Macomb 0-3 Project
staff. The data presented represents a time period of ten and one-
half months during the Project's third demonstration year (1977-78),
A sample of selected activities and their cost is contained in Table
5. The Child Development Specialist (CDS's) each served approximately
15 children for a full caseload. The number of children varied from
time to time, depending upon the geographical location of the child's
family and travel time Hiring this period Macomb 0-3 CDS's spent
slightly more time in tra ig than they spent in actual home visits.
Travel included travel to ;?rences, sharing centers, in-service,
and for dissemination purposes, in addition to travel to homes. The
number of hours spent in home vis4p does not include-other time spent
with children and families in sharing centers, evaluation, and parent
study groups. Child evaluation done by individuals, such as language
specialists or occupational therapists who were not part of the Macomb
0-3 staff is not documented in the present data Evaluation by other
professionals is evidenced on the child information sheets kept by the
Project.

Table 5. Sample of Hours and Cost for Selected Activities for
a 10.5 Month Period according to SAAP Data*

Ac vities Hours Total Cost

Interview 29 180.96
Refer; al 14 87.36
Locating Referral 7 43.68
Referral to Other Agency 4 24.96
Home Visit 662 4130.d8
Attempted HOme Visit 11 68.64
Sharing Centers 318.24
Parent Study Group 7 43.68
WADE 22 137.28
7ransportatiOn (of families) 93.60
Diagnostic Evaluation 26 162.24
Speech and Language Evaluation 7 43.68
Hearing Evaluation 5 31.20
Physical Evaluation 53 J30./2
Computer Evaluation 28 174.72
Staff Evaluation 7 43.68
Parent Evaluation 3 18.72
Direct Service Staff Meeting 164 1023.36
Materials Preparation 171 1067.04
Curriculum Development 1104.48
Client-Related Administration 631 3937.44
Toy PrOduction 19 118.56

* Hours for entire direct service staff are included in this sample. Oust
are figured at actual salary costs in 1977-78, $6.24 per hour. Fringes
are not included in this figure.



-Table-6 shows the percent of hours spent by v%rion.: . :oject staff

members in major program components for the ter --id ,o.0-Nfte month

period. While only 10% of staff time was spent Jr direct services to
children and families, it is important to note chat indirect service
delivery, a component intimately associated with direct services to
children, occupied 55% of staff time. Also related to direct services
is the community service component, which occupied 9% of total st\-FF
time. All Project members spent about 79% of total time o.i Tint a

organizational activities. Development of the model assumd a rajer
priority in addition to serving handicapped young children;
only 15% of total staff time was. spent on those activities.
Services contained activities relating to dissemination Tf -1,;orw.tion
about the Project to various service groups and local agenck's Pra:.-
tally, it encompassed the continuing awareness activity ncee,, to obtai(1
greater public interest in the Project's activities. Time it in
this category, 9% of total staff time, resulted in eFAablisli,(, ct;ve
channels of communication so that referrals are made to the
from many different sources including physicians, parents, '.rested
persons, public health nurses, homemakers from the Departmof Child-
ren and Family Services, and school people.

Table 6. Percent of Time Spent by Macomb 0-
Components for a 10.5 Month Period

Sta in Major Program

*
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D Se c Deliver ntra-Organizational
Model
Develo- Confounded`-staff- =mth =r

Direct
ery s

Screening
ASS:ssmen t

Indirect

Serv. Delivery__

50%

Common y

Services

Director 361 2'. 10%

Coordinator 1% 1% 1% 53% 18% 12% 16%

Child Dev. Spec. 1 1% 19% 50% 11%

Child Dev. Spec. 11 1% 15% 53% 3% 11%

Child Dev. Spec. III 1% 4% 1% 64% 10% 10% 8%

Child Dev. Spec. IV 1% 16% 2% 7% 131

Total % of All Staff
Time Spent in
Components 1% 1% 15%

Activities in this component encompassed both model devcloprnt and indirect service.
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Procedures used in SAAP could easily be adapted by other rural
projects using the data storage and retrieval capacities of a micro-
computer. The SAAP system, which can be used to document staff activ-
ities on an ongoing basis, provides a variety of information that can
be used to establish accurate cost figures on project operation.
Easily adopted to fit a variety of needs, SAAP has proven useful in
both service delivery and in an adopted version, for Outreach activities.
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About the HCEEP Rural Network

The Plandicapped Children's Early Education Program (I iCEEP) Rural Network is an association of
professionals representing educational programs for young handicapped children in rural communities.
Members are drawn primarily from projects supported by the HCEEP, Office of Special Education, De=
partment of Education. Formed in 1978, the Rural Network undertook to provide a voice for rural Ameri-
ca's young handicapped children and their families. Inv network aimed to increase educational oppor-
tunities for this population through the accomplishment of a variety of activities. Participating projects
also intended to enhance their own effectiveness in providing educational and supportive services in rural
areas. For further information, contact:

Harris Gabel
P.O. Box 151
Peabody College of Vanderbilt University
Nashville, Tennessee 37203

or

Patricia Hutinger
Outreach: Macomb ©- 3 Regional Project
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Western Illinois University
Macomb, Illinois 61455
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Connie Garland
731 Wax Myrtle Lane
Houston, Texas 77079
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