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by James E. Waters

Procedures Used in Designing and Testing the Proeram Budgeting and Accounting

System
The cormunications gap affectq m>re than the current pererations. It is

apparent that therc is a communications gap betwsen the public and the school
community. To help bridge this gap, the Califoriia State Legislature, in

1967, passed legislation that created the Advisory Commission cn £cnoold Distriet
Budgeting and Accounting. The Advisory Cormiissien was assignad 1o develop snd
test a program badgeting and accounting system and to advise the cCdaliloinlia
State Bgard »f Eduecation of rell 3ds e implement a program tadgeling systom

for California school districts. TI% also empowered the Advisory Comrission to

employ independent end quslifiea consultants to aid in the design of ithe system.

- PPBS Inplementation Calendar

Phase 1 Initial PFRS Designg Inplementation in
Six Pilot Districts « « + v . 4 0 0 s s o« o 1968269
Phame IT Oneretional Testirg of VFRS Deedom In

Fifteen Filot Districts « « o « v o + « . « 1%969-70

Phase JII Yodification and Mblicaticn of YIRS
Usersl-fanwjlo.....-.....-..1970

Ph.se IV Implementation of P8BS, Inecluding
Regulation end Training o o o o« o« » » & » 197C-72

PFRS Forrat - ¢11 California School
mstricts..a....-.aaa.....1972-7}

Oporational ¢ « « ¢ s 6 v 4 00 s s 0 oe s 1973-TH

The Advisory Comrmssion adopted a five-year implemeniation schedule that
called for two yeara of system's deaign and operatdonal teating prior to the
cormencarent of & two-year statewide inservice iraining program. 1972-73 was
designed as the target year for “he completion of the neocessary steps leading
to¢ a new program budgeting and acccunting system and the ¢absequent year,
1973-7% was cesigned us the rirst operational year for the new systen.

This scredule was adopted snd spproved a3 & plan~ing cslerdar 1y the Slate

Board. Upon a.pproval, ihe Acvisory Cormission bepun its work.
A paper for presnnbation to the American Lnucat.ioml Research Association,
New York, ew York, Febr ..ry 1971.
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The purpose of this paper is to desecribe the procedures used in designing and
operationally testing the system developed by the Advisory Commission on &
statewide basis, to delineate the procedures for involvement used by the school
district in establishing i{ts goals and objectives, arnd to present a representative

cection of the program sgtructure,

The Advisory Commission identified a management consultant firm and six pilot
districts in 1968-69, This first year of operation was devoted to the

develobn’ent of the elements of the system.

In l‘-l96:C-7O, eight additional districts ami viz pilet county superintendent of
school's office was added to the pili»t program to operationally test tiie systen,
County office personnel were trained in the system and they, in turn, trained
district personnel in four small districts in the county.

The informatiorr and techniquea developed in county superintendent’s inseivice
programs and other inservice meevings hield within the stete formed the tasis
for tre inservice Ladning progian being offored 4o Alotidct end county perconnel

during the current ycar. Additional inservice training is planned yvor 1974-72.

Several progress rerorts have been given to tle State Board of Education over the
last two years. The latest report, given on November 12, 1970, asked the State
Board to begin the process of changing the btudgeting, accounting and reporting
structure from the current format to a program format. This change would cause
financial information to be related to educational programs, such as Scicence,
Math, ©nglish, etc., instead of the traditional furctions i.e.: Adninistration-,
Instruction, eto,

The State Board is currently reviewing the Advisory Coarwission's propesal and
will soon make 8 decision wrether to proceed on the calender prorcsed by the
Advisory Corndssion or to 2lter the calendar amd choose an aliternative course of

action.
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Several perscons, both critical of the proposed change and supportive of the
change, have usked if there has been an evaluatiorn 4esign for the project.

This design, it 1s their contention, should compare the current systeiz with tne
proposed systeam in terms of the effectiveness of the systems to commurnicate to
the commudty, school board, and educator, and, in terms of dollars or some
other measure, determine the cost to the public of each system. The Ad/isory
Commission made a considerable effort to design such an evaluative tachnique.
An esvaluation design such ac this wonld require some type of beginning point.
Since there is no effectiveness measure for a managenent or communications system
or even a cost acoounting syster that can determine the cost of management of
w.o schogle, It dadenossible v build a model to derive such an evaluation.
The evaluation of the system is leflt, currently, to the Juwlgment of the Advisory
Commesion, covperating statewide organizations, pilot school distriel school
hoard rembers &nd district personnel.

Assisting the Advisory Commission in the evaluation task have been five liaison
groupa. These groups rejreient the California Teachers Association, Califomia
Schu0l Roards Association, California Asscciation of 3chool Acdministrators,
Califomia Ascociatioin of 3chool Business Officials and the Califurmia School
Emplo; ees A3sociation. Thnse grours have reviewed, analyzed and eveluated the
content of the Concertual Desig. of the manzgement system, the effect this
systers i3 having on {12 pillot districts and the calendar suggested for
implementation 0f the system on a statewide basis,

While there iz a considerable range of opinion as to the impac t of the manage- °
ment process developed by the Advisory Cormission on the school distrizt ard
the calendar adopted by ithe State Roard, all those who have paridcipeted in the
project have recognized that the involvement of community, staff and stulents
required by this syster has contrituted to the improvement of conmunications
within ttese gicups. This improved cormsunication has manifested {tself in many
ways, Within the staff of the district therc have becn significant chznges in
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the srticulation between and among grade levels within subject-matter areasy and
school beards have, for the first time, been able to see what the districts!
priorities are, in terms of dollars, within the various programs of the
district. These and other changes within the district have occurred during and
subsequent to the development of the system,

Developient of District Goals and Objectives
Involvenent of the corrmnity in the school district decision-meking process is

one of the goals of tha Advicory Comrission. Before effective decisions can
be made a specific value system for the distriet rust be cstahlished, This
value system is developed through & cureful look at the district's goalz,

While most districts have expressizne of their gnals, generally these gosl
statements do not glve W the fdistriot informative management directdon., IT
the district s to be effective In introducing change within the school distirict
and conmunity, {t is necessary that the soals of the distriet te specific in
nature snd be writien in terws of wiat tb. distriet is trying to accomplish.
3pecific goals alan vrovide Aisiriet managemont a structure for the establish.

rent of a prioriiy syscem for ihe allocation of meney, personnel and faeilitles.

The goal structure end the related priority system form the value strvcture that
aids in the development of mansgement objectives., Objectives, which give en
indication of the Lealth of the organization in moving lowards its goals, nmusti
be written so that the anticipated changes within the environment are cleerly
delineated.

Goals and obJectdves will vary fmm' district to distriet., Tiese variations are
a result of the district differences rénging from agricultural commurdties to
university oriented suburts to urban ghettos, Hevever, the procedures for the
developrent of goals and objectives are similar in e}l districts.

The developrent of specifie goals and objeetives is a difficult task. 1t

requires cormitcent by all concerned. School board . «abess, sdninistrators,
teachers, staff, stulents and parents rust give of their tire and efforts {f
the goals end objectives developed for the management of the school are to be
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meaningful to all conrcerned, All the groups mentioned above must be involved
in goals and objective definition and expression,

How four California school districts developed tneir goal structure has been
docunmented in "Evolving Educatioral Goals for California Schools - Faur Case
Studies." This pamphlet can be purchased by writing to the:

California School Boards Association
455 Capitol Mall, Sulte 375
Sacramento, Califomia 95814

and remitting $1.25 per copy.

The goals and objectives written in California sare not the final answer.
Schiool personnel are just now learning hnw to manige a school system based upon
goals and objectives., A4s educational program mansgers lexrn more about the
exact expreasion of what they are {rying to accomplish, the objectives that are
now being written will change in content. The emphasis should shift from what
the learner can demonstrate {o what the educator is trying to manage.

The Progran Stracture es a Pravework of the District's Activities

Effective manzgement requires that each task is sub-divided into managcable
units. Each unit is idmtified by the contritution it makes to the success
or heslth of the total system. To illustrete and crganize the activities of
the district, the Advisory Commisgion has adopted a program strueture.

This sbructure sub-divides the major functions of the district into instructional
programg, instruetional support programs, pupil service programs, general ’
support progrims and community service programs, Instiuctional programs are
sub-divided into general cducation, special progrems, specisl education,
vocational education, cortinudng educatlion and summer school. The oiher four
areas are tub-divided into the various support services necessary for the
efficient operation of the systenm.

.

Fach instiuctionsl mprogram {s sub-divided into identifiable subjeci-matter areas.
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If the district desires to identify sites prior to the identification of
subject-matter arcas, it is committed to a line~staff organizational chart in
vhich the principal of the site is the responsible person for the progrems
contained within that site. If the district decsires to identify site subsequent
“to the educational programs, then that district must resolve the problem of the
assignment of the esponsibility of the program. The basie questions relate 1o
whether the principal is an administrative marager and/or is an instructional
leader, IT the principal attempts to take on both roles,he may find he has
defined for himself an unmsnageable task,

The two main purposes of identifying subject-mztter areas in the instructional
program are to facilitate commurdcation between all members of the ecucational
commnity and to identify ecducetional priorities in terms of the dollars
allocated to the various school programs.

The Advisory Commission has identified eleven subject-ratter areas at the
secondary level and nine ereas at the elementary level. Thean subject-matter arcau
conform to the arcas idemtified in the California Education Code.

Over the yeare, as the comrunity and educators learn to define more clearly
what they are trying to change and support, the program stinicture should be
modified and the program idemtifications should change in character.

Conclusion

The : .ed tor better tools of conmunication in education is w0 apparent that no ’
case need to be tuilt to support this contention. The Advisory Commission on
8chool District Pudgeting and Acoounting in Califnrnia has begun te athick this
problem Ly introducing end managing o process that will affcet the budgeting
end accounting systems of the school districts of Californie.

This process requires that school district persornel identify specific goals and
objectives for the maragement of the school system and sub-divide the
identificd functional areas into mansgeable units.
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