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COST EFFECTIVENESS STUDY
OF REGIONAL INSTRUCTIONAL MATERTAIS CENTER

Purpose

This study is designed to examine the costs involved in a
hypothetical situation in which each local school district participating
in a Regional Instructional Materials Center establishes its own media
center and duplicates the services they now receive in several cate-—

gories:

l. 100 per cent duplication by purchase of materials.
2. 50 per cent duplication by purchase of materials.
3. 100 per cent duplication by rental of materials.
L. 50 per cent duplication by rental of materials.

The expenses incurred in undertaking such a venture are
partially reimbursable under the basic subsidy formula, and as such
would increase costs to the Commonwealth as well as to the local
school districts. The purpose of this study is to examine the costs
involved and to determine the cost to the Commonwealth in increased
subsidies under the hypothetical circumstances. The question is
whether it is more economically feasible for the Commonwealth to
subsidize Regional Instructional Materials Centers directly than it
is to subsidize local school districts via the basic subsidy formula,
for providing their own instructional materials.

Scope

Data was gathered from the Westmoreland RIMC, the Clarion
RIMC and the Northeastern RIMC. There are a total of 74 school
districts participating in the three RIMC's. These districts exhibit
characteristics that include both high and low aid ratios, weighted
average daily attendance and actual per pupil expenditures. They do
not appear to be atypical of the total population and do not seem to
represent either extreme. A1l of the school districts participating
in the three RIMC's were examined as part of this study.

Background

The RIMC's have depended primarily on three sources of funds:

1. Assessment of participating school districts.
2. National Defense Education Assoclation funds:
3. Funds from the Appalachian Regional Commission.

Using these sources, which include increasing assessment for partici-
pating districts, the RIMC's have expanded their programs and services
to the present levels. However, several problems have developed which
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not only threaten further expansion of RIMC service, but which hint at
problems relative to maintaining present levels of service.

The three major problems faced by the RIMC's are:

l. A more rapid increase in demand than the increase in the
ability of the RIMC's to service that demand.

2. Rapidly increasing costs of media materials and equipment
without a similar increase in revenue reduces the ability
of the RIMC's to update and expand its stock of media
materials available for distribution. This also forces
& reduction in secondary service such as in-service
training and maintenance and repair of equipment.

3. The continued reduction of NDEA funds eliminates a major source
of RIMC revenue and, therefore, hampers program expansion
and the program itself.l

The withdrawal of federal funds is a particularily acute pro-
blem, since in the past this source of revenue has amounted to as much
as 25 per cent of some RIMC budgets. Increased assessments for parti-
cipating districts will be needed to merely maintain present levels of
distribution and service, without accounting for purchase of new items,
increased service or replacement of worn materials.

In consideration of the above, it appears as though RIMC's
will have to find additional means of support or curtail present pro-
grams and postpone expansion. An alternative to decreasing service
and eliminating expansion is direct state aid which would take up the
slack created by the loss of federal funds.

Procedures for Estimating Costs

1. The following data was obtained from the Comptroller's
Office for each school district involved in the study:

a. 1970-71 Net Reimbursabie Expense

b. Weighted Average Daily Attendance _

c. Actual Instructional Cost Per Weighted Average Daily
Membership

2. By applying the basic subsidy formula to this data, a
projected subsidy for each school district was calculated.

IAn Audit Report of the Regional Instructional Materials Center in
Pennsylvania, Division of Program Audit, Budget Bureau, Office of
Administration, Commonwealth of Pennsylvania, March 1970, p.52




3.

The amount contributed to a RIMC by each district was
subtracted from that district's net reimbursable expense
to create a revised net reimbursable expense that would
have occurred if the Jdistrict had not participated in

an RIMC.

The estimated expenditures for establishing a media

center in each school district were then calculated.
The following provides explanations as to the manner
in which these estimations were made.

Films

1. RIMC's maintain distribution cards for each film,
however, they do not keep records of the number of
individual film titles each participating district
received. In order to establish cost figures, it was

" necessary to develop a procedure for estimating the

number of individual film titles each district received
on the assumption that if they were going to duplicate

RIMC service, they would need to obtain that number of

titles.

2. A stratified random sample, representing 10 per cent

of an individual RIMC's film titles, was pulied from the
population of film distribution cards. The data was
analyzed to determine a "ratio of usage per film title"

for each district. An example will more clearly illustrate
this procedure.

a. If District A used 100 titles of the sample 300
times, it was estimated that only 33 per cent of their
total usage, availble from records at the RIMC, in-
volved different film titles.

3. The assumption is that a school district would endeavor
to obtain only one copy of a film rather than multiple
copies of the same titel.

L. The RIMC maintains records of the total number of films
delivered to a school district, however, it does not take
into account that the same film can go to a district any
number of times during the school year. Taking thece
figures of total distribution of films and applying the
"ratio of usage per film title" as explained above, the
estimated number of film titles used by an individual
school district was arrived at. An example at this point
will also help to clarify the procedure.

a. If District A's total film distribution, as re-
flected by the RIMC records ‘was 3,000 and the '"ratio

of film usage" of 33 per cent is applied, the estimated
number of film titles used by District A was 1,000.

. o



Since film libraries contain films of different length and
both black and white and color films, it was necessary to determine the
number of film titles of each length and color in an average film
library and apply these percentages to the number of estimated titles
used by each district. Table I illustrates the percentages used.

TABLE 1
CLASSTFICATION OF FILMS WITH RESPECT TO

PERCENTAGES OF TOTAL HOLDINGS, DIFFERENT LENGTHS
OF FILM AND WHETHER THE FIIM IS IN COLOR OR BLACK AND WHITE

Classification Estimated
of _ Per

Films Cent

Less than 10 minutes, black & white 3.8
Less than 10 minutes, color 34.0

10 to 24 minutes, black & white L.2

10 to 24 minutes, color 38.0
Over 24 minutes, black & white 2.0
Over 24 minutes, color ‘ 18.

The percentages of total fiim holdings presented in Table I
were derived from two sources:

1. It was estimated by the Bureau of Instructional Media
Services that 90 per cent of a library's film holdings
are color and 10 per cent black and white.l

2. The percentages for films in the three categories less
than 10 minutes, 10-~24 minutes and over 24 minutes were
obtained from the Department of Education Computerized
Catalog Project which cataloged films from 13 Regional
Instructional Materials Centers.

The number of film titles in each category was then multiplied
by an estimated cost to purchase and rent films in that category.

(See Table 2 )

1Even though many libraries have more than 10 per cent of their holdings
in black and white films, almost all new films purchased are color and
the percentage of black and white films is decreasing. It is assumed
that school districts purchasing films would buy mostly color films and
that in the creation of a new film library, the percentage of black and
white films would be considerably less than 10 per cent.
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These costs were determined by averaging prices for each category as
found in catalogues from McGraw Hill, Encyclopedia Britamnica and

Bailey Film Associates.

Using these procedures, the cost of a school district to
duplicate film usage, provided by an RIMC, by purchase or by rental,
was calculated.

TABLE 2

ESTIMATED COST TO PURCHASE AND RENT FILMS

Less than 10-24 Over 24
10 minutes minutes minutes
Purchase
Black & white $ 175.00 $ 107.00 $ 195.00
Color 126.00 197.00 382.00
Rental
Black & white 7.00 10.60 19.00
Color 9.00 12.50 23.00

Although it is unusual to describe procedures in such detail,
the proportion of the cost projections, attributable to film usage,
was so great that such detail was necessary, lest the reader doubt the
credibility of the results. In all instances, attemps were made to
insure that the data used reflected "conservative!" estimates, in order
to avoid arriving at inflated cost figures.

B. Personnel

l. An assumption was made that if a school district
were to duplicate RIMC services, it would be necessary
for them to employ additional personnel. The following
listing represents the kinds of personnel assumed
necessary for each category. '

a. If duplication by 100 per cent or 50 per cent,
by purchase, the district would need a professional
employe trained as a media specialist, a clerk
typist and at least one technical employe.

b. If duplicated by 100 per cent by rental, the
school district would need a professional employe
trained as a media specialist and a clerk typist.

c. If duplicated at 50 per cent by rental, the.

school district would need a professional employe
trained as a media specialist.

7



The above assumptions do not meet the recommended require-
ments of the American Library Associationl or the Department of
Education, Commonwealth of Pennsylvania.?

The estimated salaries of persomnel required were arrived
at by averaging the salaries of persons within an RIMC who were
already working in the capacities listed above.

C. Other Costs

1. Costs for other items distributed by an RIMC, i.e.,
transparencies, models, transparency masters, etc.,

were arrived at by either actual cost per item distributed
or an estimated cost of per item distributed.3

2. Costs for film supplies and replacement footage were
arrived at by estimating the individual RIMC costs per
film and applying this cost to each district estimated
title usage.

D. Total Costs

1. Total estimated costs for each category of duplication,
i.e., 100 per cent purchase, etc., were calculated. These
costs were added to the revised district net reimbursable
expense creating an estimated net reimbursable expense
that included the costs of establishing a media center
for each district. Applying the basic subsidy formula

to this figure provided the estimated projected subsidy
for a school district if it established its own media
center. The difference between the projected subsidy
derived from the actual net reimbursable expense and

the estimated subsidy derived from the net reimbursable
expense with a media center is the estimated increased
cost to the state. The difference between the total
projected cost of establishing a media center and the
projected increased state subsidy is the estimated
additional cost to the school district to establish its
own media center. '

1 Standards for School Media Programs, Chicago: American Library
Association, 1959, pp. 12, 16

2 Recommended Quantative Guidelines for Instructional Media, Department
of Public Instruction, Winter 1967-68, pp. 9-10.

3 Costs estimated for these items were made by personnel at the
individual RIMC's based on their experience with these figures.
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Findings

Tables 3, 4 and 5 represent estimations of first year costs
to the Commonwealth and to the local school districts if these districts
duplicated RIMC services by:

l. 100 per cent purchase of materials
2. 50 per cent purchase of materials
3. 100 per cent rental of materials
L. 50 per cent rental of materials

The tables are self-explanatory. Even though these costs
represent first year expenditures, and they would possibly decrease
significantly the second year, it does not seem likely that the
maintenance and expansion of a media center in the years following its
inception would allow these costs to stay at relatively low levels.
Rather it appears as though the costs would continue to rise after the
initial expenditures used to establish an inventory of materials were
accounted for. Therefore, although the costs in Tables 3, L and 5 are
first year expenditures, and in the categories of purchase would
decrease after initial outlays are absorbed, the creation of this
service in a school district would seem to require continually in-
creasing expenses for both the Commonwealth and the school districts.

Also, the figures in the tables do not reflect school district
expenditures for film inspection equipment and other capital outlays
required for the establishing of a media center. These items are
not reimbursable under the basic subsidy formula and would require
additional expenditures beyond those mentioned in this report.

The RIMC's alsc provide other services that have not been
added into the totals in Tables 3, 4 and 5.

1. Conducting in-service training.

2. Providing school districts with the opportunity to
select from a variety of materials.

3. Supplying school districts with catalogs of thelr
holdings so as to facilitate the selection of materials.

L. Maintaining complete sets of transparency masters, -
which are available for duplication by the school
district or which will be duplicated by the RIMC.

5. Providing equipment for duplication of materials, such
as microfilming and transparency reproduction.

6. Maintaining inventories of art objects and models for
use in the classrooms of participating districts.

7. Serving school districts in an advisory capacity on
such subjects as equipment purchase, equipment use and
the kinds of materials available for purchase.



The Northeastern RIMC provides two additional services
which deserves special mention if the entire scope of services
available to school districts is to be examined.

1. The Northeastern RIMC provides complete repair facilities,
which include a summer preventative maintenance program,
a repair shop at the RIMC and a traveling repair service.

.2. The Northeastern RIMC has a television studio in which
programs can be taped for local district use.

Although these two services are unique in terms of the
three RIMC's studied, they are services that could be provided
throughout the state if funds were available.

Tables 6, 7 and 8 compare the current contributions made
to RIMC's by participating districts with the estimated additional
costs to the district if they established their own media centers.
These figures illustrate the relative inexpensiveness of school
district participation in regional media centers.



Summary of Findings

1. The estimated increase in state reimbursement for the
first year of operation of media centers in the school
districts in the three RIMC's studied would be $2,457,151,
$1,419,635, $472,404 and $161,991 for duplication of
RIMC services by 100 per cent purchase, 50 per cent
purchase, 100 per cent rental and 50 per cent rental
respectively.

2. The estimated increase in local district expenditures for
the first year of operation of media centers in the
school districts in the three RIMC's studied would be
$6,844,656, $3,243,659, $1,020,400 and $448,079 for
duplication of the RIMC services by 100 per cent
purchase, 50 per cent purchase, 100 per cent rental and
50 per cent rental respectively. '

3. The total contribution of the school districts to the
three RIMC's studied is approximately $210,272.

L. The RIMC's provide participating districts with services
that are not reflected in cost figures based upon
distribution, and these services are an essential element
in evaluating relationships bstween the RIMC and the

school district.
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Gonclusions
/—‘_

l.

10

It is gifficult to project the data from this study to

the entire population of 26 RIMC's, primarily because

the RIMcrs used in this study were selected for their
individyual characteristics rather than as a random

sample. However, it can be concluded, if school

districtgs established taeir own media centers throughout
the state, there would be a considerable increase in

state sypsidies and also local school district expenditures.

The duplication of RIMC services would result in increased
cost to the Commonwealth and to the school districts,

even if the services were only duplicated at 50 per cent
of estimated use by rental of the materials.

From g gross cost basis only, it is reasonable to conclude
that if the Commonwealth is concerned with the use of
media in the schools, then it would be less expensive to
subsidize regional centers than to reimburse school
districts, under current subsidy formula, for operating
their oyn media centers.

It is legs expensive for local school districts to
participgte in RIMC's than it would be for them to
establish their own media centers.

It seems unlikely that local districts could duplicate
the entjire range of services furnished by an RIMC.

12
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