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Series Preface

Planning is a universal concept based on'the_prp- a

position that if you think a bit about what you intend

q <
~

tO‘do, you are likély to do whatever it is better than

if 'you don't think about iE:“‘THis process of thinking
ahead generally involves gatherlng 1nformatlon,panaly21ng
- the 1nformatlon and then formulatlng one or more couraes
of action to follow, The plannlng_system presented here
embodies these elements in'operational proceduras for

planning for. school: districts.

The Vocational Education Planning System for Local

Séhaol Distficts~draws'haavily upon a growing body of.
:ekperience in édncational planniné whiéh has been.géne—
.ratedfby Government Studies’and‘Syétems (GéS)j The intro-
~duction desc;ibes %hgaé cdncépts. out of thia expéfienCe
:haa'evblved’a“set of_planning pechniques, pafficularlyl'
suited by design and éhrouéh actual use, to.enable'effec-’
iive°planningf The\pases fér and uses of‘indicatorfi
.planning fabtors, forééasté,'models‘and'others of these

technlques are clearly laid out in thlS manual as Lhey '

appear in the nOrmal course of the plannlng cycle,

This manual is one of several resulting from a project

to de51gn planning procedures for local and state vocatlonal

education agencies. This manual descrlbes the overall
planning process for LEAs, It 1s to be uSed in conjunction

with the following manuals:

(vii)
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« Volume I:,’“»-Local Education-Agency Users' 'Manual

-~ Volume IT: . Local Educatlon Agency USers Data Coliection

- Manual - - -

¢ Volume: III: Local Educatlon Agency Plannlng Analyst s

Volume VIII: Tralnlng Materlals

Volume IX: Guide to Pro;ect~Manuals-

.

The most important ingredients in

V

-Procedures i
L Vclume.IV: State Anplication Funding Prdcedupes
| Volume'V: . Enrollment Forecasting Procedures
‘,Vplume VI: Procedures’for-Estimating:hdﬁlt and.
)—r . .~ . Post- Secondary Potential Enrollment
'Volume=Vii; Job Demand Forecastlng Program

L
effective planning,

however, are the_peoéle who do the planning. The planning

team itself should include,.at-the very least,‘thCSe who

are going to be directly‘responsible‘for the execution

‘, of thevplan, once developed, and:thOSe

directly affected by the plan. People
~in the‘planning process, who see their
X ’ [ : '
in a plan, tend to be petter advocates

of that plan.

i
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who are otherwise
who participate
input take shape

and implementors



INTRODUCTION:

* 'SOME BASIC IDEAS ABOUT SCHOOL DISTRICT PLANNING




-

Objectives *

"The.purpose of this initial section is to introduce
some_basic concepts of formal planning. 'The concepts pre-:
sented are the basis for the detailed planning system

! [l

documented in this sgries of manuals.

e . . e : ' T
The discussion begins with general definitions of

i

"planniﬁg" and related terms, illustrated with "a simple
anaicgy;-vTo illustrate the concepts a "pure" or ideal

planning process is then described. Because contemporary

~

rplanning relies on forecasts and predictions,: the section

concludes with comments on computational aids.:
1

o
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- Planning - A Definition

‘Planning has two definitions depending on. who you are.

If you are a decision maker, a manager, superintendent, or
o L

director then you have to make decisions;leaﬁing;tOfthe

~allocation of funds, the authorization of programs and so

on. Some of these' decisions have ldng-term.conseqﬁenéeé and
}are'haxd to réve;Se.‘ It Would"be:&ifficuIERto'"unbuild"'a-
building once constructéd. Other major decisions are: fhe
Jmitroduction of é major p}ogram; ﬁhe addition-of large
q@nbup59of tenured staff or a majdr organizationalichénge
‘(reassigning who reports to whom and who has: authority to
‘make dertain décisions). f@r yod.planniné:té:thegprocesé of

i
thinking out and making these decisions.

L

. ) ! L] . s . .
iSince: these decisions are critical, many decision makers

call on their staff for special amalyses and éupport. For a

zstaffiperson,’planning means making the analyfes to help in
! . .

making such decisions. How are these analyses best made?

Planning

- Making decisions that have long-téerm

hard-to-reverse conseguences

Facilities
Major program changes or additions
Major additions to tenured staff

- OrganizationalAcﬁénges

" = Analyses leading up to such decisions




Results of Planning

- Semantically, it is natural to think of the result of

f

"planning" as a "plan." It is more useful, however, to
realize that the results of planning analyses and decision
making épe-budget allocafions, program authorizatidns and

the others listed here.

Organizational changes may imply the assignment of
certain personnel to existing positions or the reassign-

ment of functions to specific positions or groups. - i

e

7 Results of planning

Budget allocations
_Capital program allocations
Program authorizations
budget ' -
personnel
facilities
facilities
Project approvals

Newl regulations or guidélines
(policies) . '

Organizationél changes
personnel - position

function - group

(Not a "plan")

Q _ -4-
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An Example of Planning

| Consider the more visible process of'plénning an ;ir—
plane flight. The plane is in flight. The destination
(the goal) has already been‘chosen. " The situation might

~look like that shown in the figure. v~

The firstﬁthing the crew has to do is collect data

(what is their present-location, how much fuel is left).

The second step is to forecast the environment, what is

the terrain ahead, what is the Weather in' the area, whether

there are intermediate airports for emergency landing. .

The next process is to see where the plane will go on
its present path. We will call this the base case (the
status and trend repért). The base case analysis also esti-

mates the fuel (resburces)'required. Note that this analysis
I N . . . . ~ - .
requires a prediction of flight path, presumably using know- '

ledge of the theories of flight..

Now a comparison is made to see if the base case péth
will reach the goal, the destination. Assume, as is often
the case (at leaét in edpcafidnal planning) it will not.

(At this point a réview could ke ﬁadg to see if the desti—xk
nation needs to be changed.) The difference between the
predicted position at some point in the future and the
destination is called a g§g or.discrépancy; Obviously one

purpose of planning is to eliminate, or at least reduce the

gaps-.
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There may be several gaps, in relation to the several
_different aspects 6f the géal. The obvious‘possible gap
is that ghe present flight path will miss the destiﬁationf
Another gap could be hetween the extrapolatiog Qf the

present flight plan and the closeness to an obstacle.

A thirdlindicator of the progress toward a goal is the
passengers' level of comfort. The desire to reduce a gap --
eliminaﬁe_a discrepancy -~ to a certain lé&el by a speéified
date is called an objeétivé. Since a crash is worse than
miss}ng_the deStidation, avoiding thé obstacle is a higher

priority objective.

In order to reduce gaps —-- meet objectives -- various

alternative flight plans- are considered. This implies some
process of thinking-up alternatives (e.g., suggestidns from
crew members or ground centers). Each alternative is care-

1

fully defined, in terms of the path and the resources used.

Now there must e a process of comparing alternatives. They

are compared in terms 6E_probability of reducing the gaps
l

and in terms of fuel requirements'. This .is a cost-effective-

ness analysis and again requires an ability to predict the
l "

consequences of undertaking the alternativé. To predict .
requires sqme.method of interrélating'many'factors (in this
case: wina, séeed, obstacles;-fuél, weather) to compute
the future location of{the plane. One way to do thié is in

one's head (intuitively). (Many intuitive pilots end-up



N | . \ . . . ’ [
located six feet underground.) Experience proves that more

formal prediction methods lead to better results.

More formal grediction procedures are explicit, so that
they can be checked and corrected. They also are based on
models or theories, which means they are embodying the
experience =-- and thinking of many people, not just that of

the one. intuitive decision-maker.

Finally, a decision is made and the new flight path set

into motion.

- What can we learn from this example about the logic of
planning? It appears that formal planning requires these

steps:

Collect data
Forecast the environment

Predict consequences of present activities --
base case

Révise-goals; if necessar§_ _“

.:Analyze gapé -- cdmpa;ison
Set objectives‘and prior%ties
Propbse alternatives

Predict consequences of alternatives




. Select bestalternative (s)

. Put plan into effect (authorizations and ‘
budgets)

Process
characteristic
(distance from

destination)

Base Case

Alternative 2 o

Alternative 3




Choosing an Alternative

We have identified three'féasible alternatives, numbers
1; 2, and 4. In the upper right hand corner of the chért,

" we sée hqw these are rated in terms of the two principal
indica?ors, comfort and timeliness. Timeliness has a specific
measure, number of hours late. Comfort is rated on én arbi-
trary opinion scale. (Notice that the decision maker_must

-predict what the comfort and_timeliness will be along each :
aiternative path. This précess of prediction is relatively
easy in the aircraft example but difficult in a real educa-

tional situation.)

Next we have the prob}emiof cémbining confort and

fimeliness into one overall measure. Often this cannot

bé done. Assuming it can be, we might get an overall

estimate of benefit or effectiveness shown in the figure

on the center of the chaft. We see that ﬁhe altérnatives

are increasingly costly (in terms of gasoiine used and

operating costs) but with: increasing behefiéé. The choice
- Dbetween these alternatives must be made as a value judgment

'by the decision makers. They might, for example, take

number two as being a good compromise between benefits and

costs. (Alternative four costs more and does not add much

benefit.)

ERIC 0




€ oATIRUISATY

osed oseq

180D

T+

"3I0JWOD

.

T

SATIRUIDOITY

——

S

_ | 313oued

DAT3RUISITY UR bupsooyd

!
-
-

4




O

ERIC

Aruitoxt provided by Eic:

Review of Concepts

chart.
dicators first, next measure the gap
expect to go and where we would like

objectives. (Some of the literature on planning implies

It is important to note that

This example brings out the concepts shown in this

that objectives follow directly from goal statements,

which is difficult to do.) We also have been in;ro—

duced to the concept of a base case or no change plan and

an alternative.

management, but I will speak especially of its application

Thisi planning process can be applied at any level of

to the agency or school district level.

gt

/s

Review of Concevts

Goal - general statemeht of the ideal or
desired future

indicators - measures of progress toward goals

Process Characteristics - meaéure of fhe gxtent
and qguality of the process, {(not directly
related to goals) : .

Gap - diffefence between predicted and desired
level of an indicator : :

<

Objective - gap to be closed

Priority - rank of impértance of objective
- to goals

7

‘Base case - no-change plan

Alternative - different plan

~
-

-12~-

we must develop in-
between where we

to go and then set
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Comparison of the Education and Air Planning Examples

Just to be sure we see the relationships, this chart

district.

" shows corresponding concepts for the example and a school

Comparison of the Education and Air Planning Examples

Education
Goal: Basic Skills
Indicator: - Test Score
Process : Student/
Characteristic: ‘Teacher

" Plane

Be on time
Lateness in
hours

Distance from
destination

.Miles per gallon

The Process of Planning

-In most agencies, there is .an annual cycle which focuses

on budget. preparation. Preceding budget preparation there is

a period of planning. Foilowing the budget approval, the

.activitieé,'authorized by the budget, are carried out.

ment" is the process of insuring that these activities are

"Manage-

carried out according to plan and gther institutional guidelines

and constraints.

-13-
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You may not recognize thgrplanning period as a specific
function because in most insti}:utiori_s it is quite informal.
It:coﬁsists of all those activities, many taking place in
the hallways, where' people negotiate and bargain with each
other. Sometimeg they undertake specific isolated studies
in order to justify their own budget requeéts. Much of the

informal planning takes place in peéple's head or in unrecorded

discussions.

The main point of this discussion is that this planning
process can be done on a formal‘basis; thaﬁ'is, as a series
of prescribed steps. Each phase of the analysis and .decision-
making is predefined, although of course, the.specific values
and décisions are not; The roles of the various people in the
proces; are cleariy established as is the way in which»they

are appointed to the role.

.Process of Planning

] beci- [Budget Management
} sions |Process
: 4 Action

Planning
Analyscs

< Pl";nning.T____.g. .

Annual cycle

-14-



Details of the Planning Process

This chart shows, in some more detail, those steps .

which are required for good planning.

To accomplish proper planning an agehcy should have a
'firmly established annual proceés which involves the

following steps:

A A. The planning staff estimates what the future (next 10
years) will be like:

1. Forecast the population's status and desires.

2. Forecast enrcllment levels.

3. Forecast the levels of revenues that will be avail-
able for financing health services. These forecasts
will utilize general demographic and economic fore-
casts; generally available from other sources.: -

B. The planning staff predicts the future of the educational
system assuming present pOllCleS, plans and program
activities and the needs (or demand) forecast in A. (The
“base case" plan prediction.) :

1. Measure current levels of activities, services,
expenditures and resources (facilities, manpower)
and results as a starting point for the prediction.

2. Predict school operations by estimating future levels
of the factors listed in B-1.

C. The decision-making group sets priorities for this cycle.

1. Analyze the base case prediction (B-2) to determine
where predicted indicators are less than the desired
. levels. (Desired levels are set by the decision-
making body with input from the community.) The
differences between desired and predicted are “gaps.”

2. Set objectives which are statements of a gap to be
partially or completely closed.

-15-
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Process of Planning IX

Informal
' ' Negotiations
Bargaining

" Special studies

Formal
Analytic processes predefined

Roles predefined T

" Sequence prédefined
1

STEPS IN PLANNING .'

A.: FORECAST ENVIRONMENT

1. Population status
2. Enrollment
3. Revenues

B. PREDICT EDUCATION SYSTEM OPERATIONS
1. Current status e
2. Prediction

c. SET PCLICY

1. Analyze prediction
2. Set objectives

3. Set priorities-

.4. Announce

 D. DESIGN IMPROVEMENTS

l. Determine what is likély to work
2. Design o .
3. Submit proposal

E. COST-EFFECTIVENESS

1. Select promising proposals
2. Predict
3. Compare costs & results

r, DECISION

1. "Select cost-effective proposals
2. Approve & implement

-16-




3. . Set priorities between objectives.

et . . i
4. Announce the objectives and priorities.

D. Faculty (and others) design new programs and changes in
existing programs ‘to meet objectlves (and so close gaps)

l. Utilize previous experience, emplrlcal studies and
research results to suggest fruitful changes to
move a part of the system toward an objective.

2. Des1gn the new or changed course, act1v1ty, service,
1nformatlon program, etc. :

3. Prepare and submlt a proposal Proposals can be for
program descriptions (types and extent of change) ,
as well as appllcatlons for specific projects.

~E. .The planning stafflanalyzes the proposals to rank them.

1. Select proposals mostglikely to accomplish high
priority objectives (several dlfferent groups
might be selected) | \ o

2. predict (us1ng same technlques as for B-2) the
indicator levels and resource requlrements for
each group of prOposals.

3. Compare the costs, in "dollars and manpower require-
ments,- and the beneflts, in terms of outcome indi-
cators. Identify for%flnal decisions, the group of
proposals which most nearly meet objectives (and,
hence, overall goals) within feas1ble revenue levels.

F. The dec1s1on-makers make dec1s1ons for this cycle.
1. Select the group(s) and, hence, proposals for approval
- based on the analyses in E and other considerations  as
the council  feels relevant Ce

2. Support the 1mplementatlonfprograms by:

+ a. Review and selective approval of project appli-
" cations that :fit into proposed programs throughout
the year.

i

b. Monitor the new agtivities to 1nsure they are-
carried out per plan

_17_n




Prerequisites for Formal Planning

This discussion is not meant to imply that formal
planning is always better than the infermal mode. How-
ever, should an agency decide that formal pianning does
have some advantages, and it does, then there are certain
;rerequisites. The adVantageS'of formal planning‘afe
largely twofold. .(l) It forces all participants to
examine alternative and weiéh carefully their outconmes.
Charisma, emotiens; friendships and irrelevant factors
ate somewhat redueed.ﬁ (2) Formal planning tends te pro-
vide the documentation necessary to explai~ the resulting
decisions and budgets to the ta#—paying publie, as well

as to faculty, staff and students.

In ordexr to accomplish sach a planning cycle, the agency
must have developed a positive attitude towards awfo;mal
! process. The leader of the agency mnst give it supﬁert. An
| ' appropriate'planning analyst must be aVailable whowcén quide
\ the process, see that the steps are earried out and have the

‘necessary computations performed.

The agenCY must have established the appropriate goals

and have chosen indicators for measurement of progress

Y

towards them. -

The agency must have decided on how the.various costs and
results will be reported so that analyses can be made and. so
theat the decision-makers can understand the results of them.

-18~




One aspect of the rsport format is the so-called program
{

structure.
! ‘One essential feature of formal planning is that a.
common data base is available which contains information

. ' Loy .
which everyone can utilize for analyses and comparisons.,

Thus, an information system is required. It need not be
a complicated computer-based éystem, but there must be a
conscious effort to accumulate, record and report the

- necessary data - which is usually more than just account-

ing data.

Prerecquisites for formal planning
L

Attitudes
Leadership
Staff
Goals ~
Indicators a

Report formats
(program structure)

Information system

Computational aids (models)

Computational Aids . : ‘

Finally, sophisticated agencies may wish to use.
formal computational aids for forecasting factors such
as enrcllments and revenues and for computing the re- {

source redquirements necessary for various alternatives.

(These computational aids are sometimes called "models".)

Q - -19-
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In education, another computational aid tﬁat would
be very desirable would be one which would compute the
educational effectiveness of a proposed project or program
change. The state of the research in education does not,
however, permit the development of such a forecaster and

expert judgment must be used.

~Computational Aids for

Enrollment forecasting

Revenue availability

Resource reqguirements predictor
T?ersonnel
Facilities
Eguipment

——— ——— . o ot S o s o

u
?? Educational effect predictor ??

9

Information System for Plahning

Infogpation for planning can usually be derived
from other data systems which are used for operational
activities, such as, aécounting_systems, personnel record
sysfems, test score processing and so on. That is, much

of the data is already available.

One of the advantagés of developing models to aid
in the-decision making is that the models specify very

exactly what data is required.
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-Information System for Planning:

Should utilize other data systems
Much of the data already available

Models help dcfine data requirements

o -21-
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Preparing for Planning. Teacher orientation, tradi-~-

tional budgeting, contract negotiations, and student schedul-
ing are each programmed intd the routine operation of the
school district and proceed along a somewhat standard string
of steps to produce an exéected result. As with these other
administrative activities, planning involves 6rganized efférts
of district personnel scheduled as a series of specific

activities. Figure 1 charts these activities.

During the Spring months, in preparation for planniné,
the éuperintendent is encouraged to appoint the following
season's planning committee. Appointed early, the committee -
members are able to prepare for £he fast moving bﬁt thorough
planning events in Spring énd Fall. 1In April, saf, staff

are assigned data collection responsibilities in support of

the planning committee.

Finally, the superintendent schedules a planning kick-
off session for May involving planning committee members

and other interested board members, staff, faculty, students

and employers.

Data Collection and the District Planning Model.
At first glance, data collection may appear to be a thank-
less, albeit necessary, clerical chore. The truth of the

matter is that data is the fuel of effective planning. Analysis
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A. Preparing for
Planning

APRIL

B. Data Collection
and the District
Planning Model

APRIL

C. Analysis of the
Data and Setting
Goals and Objectives

MAY-
«JUNE

D. Designing and
Selecting Projects

SEPT.

NOv.

ERIC

Aruitoxt provided by Eic:

Figure 1

LEA VOCATIONAL EDUCATION PLANNING SYSTEM

SUPERINTENDENT

Set up Planning

STAFF -

PLANNING COMMITTEE

Provide opportunity for
Planning Committee members

Committee

L

and appropriate staff to
actend Spring Workshop

Planning Committee
Training (formal or
informal)

]
Make staff

Assignments

P

}

Data Collection and
Manpower and Social
Démand Forecasting

i

Running the Base Case

. Review Base Case and Forecasts

. Brainstorm Goals and Objectives

]

'
Project
Evaluation
1
lst Planning Committee Meetin
[Kick=off Meeting| g 3
2nd Planning Committee Meeting
3rd Planning Committee Meeting
- Approve Recommendations for
Board :
J
Board Meeting
Igsue Policy Memo
b Receive
g . Project
" Proposals
1
\ Project Review .
, Review |proposals
\ Tean I
Translate
For Model
1
Run Model
Simulations

\\\

4th Planning Committee Meeting
. Selection of Best Plan

|

f
Board Meeting

Plan Approval

L]
[ggeparation of the Budgetl
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Yof information about the school district, the county, and the
field of vocational education forms the basis for actions which

are subsequently developed and executed.

Eight categories of data about the school district are

collected:

- Manpower and Social Demand

- Programs

- Stuaent enrollment

- Courses

- Teachers

- Facilities

- Material, supplies, and travel

- Equipment and equipment maintenance

- Overhead costs

Data in these categories is collected for the year just
completed, the current year. Some data must be projected
five years into the future. Forms for detailed descriptions
6f each item of data are provided to facilitate data collec-
tion. . {(See Volume II: Local Education Agency Users' Data

Collection Manual.)

Once data is collected, a computerized model of the
school district is used to prepare snapshot views, in report
form, of the eight categyories or sectors and of the school

district as a whole. This model serves many other purposes

-26=



throughout the planning process, such as:

. training or orientation of the participants in
planning, ,

. facilitating analysis of the district's activities

. aiding the investigation of alternative proposed
actions and,

. enabling greater communlcatlon regarding district
operations.

gpaiysis of the Data and‘Setting Goals and Objectives,
Once data about the district has been collected and p;esented
throuszh use of the model, the planning committee members
take a hard look at the data and predictions made by the
model to see what's happening in the school district and the
county. During a series of sessions, the planning committee
members explore Questions such as: where is the district
trending with regard to teacher requirements, student
enrollment, progfam costs and facility use? And what QO
these trends mean? What county trends in manpower neeés
and social demand are afoot with implications for the
distriét?

The focus of the planning committee or the board shifts
then to questions of "where to?" What. ought the district be
doing in this county at this time in its development with
regard to its program? Courses? Equipment? ﬁhat should
our objectlves be over thls coming year° Over the next

five years?



The first series of planning committee work sessions
culmiriates in a school board action establishing district

objectives for the short and long term.

Project Design and Selection. A second and final series

of staff and plénning committee sessions leads to the approVal
of operating plans by the board for subsequent budgeting and

implementation. ¢

Project proposals are solicited from teachers, students,
administrative staff, and perhaps, éﬁploye;s. Each proposal
provides a description of specific proposed activities or
policy changes, a stétement of the anticipated outcomé, an
aﬂalysis of'the proposed changes' impact on operations, and

a justification or rationale fox .the proposal.

The proposals are reviewed, then translated into data
for the computer model of.the district. Outputs from runs
of the model for each of the proposéls and for selected
combinations of them provide the planning committee with
projections of their impact. |

-

Working with the district objectives, the proposals,
and the model reports, the planning committee fashions what
it believes to be the optimum package of changes for

recommendation to the school board., ‘The data in the ‘proposals
. N *g -

N

N
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for the changes which the board ultimately accepts, with all
data produced by the model or established by the administra-

tive staff and the planning committee, is then used as input

to the budget for the coming year.
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11, PREPARING FOR PLANNING
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Setting up for an analysis of a school district and the
establishment of ‘goals and objectives'begins in the Spring f(for
LEA's whose budgets are approved-the next Sprlng) It is then'

that the planning committee for the following year is appointed

and an opportunity for training of the committee members provided.

‘A, FORKING THE PLANNING COMMITTEE, This committee is called
upon to assist the board in proviaing direction for voca-
tional activities. To attain.responsiuehess of planhing to
the constituents of vocational'educationé an LEA might chose
a committee comprised'of ten;to—fifteen members drawn approri—
mately equal number from members of the board,zthe student
body, the faculty, administratiVe Staff 'and ths local busihess
community. The superintendent is automatically consldered one
of the members on the commlttee and also the convener of the

group.

Inltlally; the superintendent might appolnt all of the
commlttee membets “oxr . he mlght perhaps call on teachers and"
student groups to aop01nt members.;»ﬂnce the dlstrlct s |
first planning commlttee has been establlshed the sup .;;-

" tendent might ask that group to recommend to the board |

alternate methods of: selectlng future plannlng commlttee

members.

The planning commlttee should be app01nted in. the Sprlng, o
well in advance of the start of the formal plannlng cycle,
and, often, of course, will be a contlnuatlon of the ex1st1ng

committee.
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B. TRAINING THE PLANNING COMMITTEE, The superintendent should
~ see that each member\of the'cbmmittee gets a copy of this’
user's manual. HoweVer,.no'other'oreparatron would be more
productive'thanlto give thefnewly'appointed committee members
an orlentatlon in issues and background important to voca-

,-‘V

tional educatlonal planning; for example:

. Current problems and efforts in the measurement of

' student achierement.i

. Vocational education‘financing

. Current trends in curriculnm and technique
.rSchool district operations

The plannlng model 1s uSeful in helplng committee members
see some of the relatlonshlps and data. Its use in orienta-
tion w1ll be made exp11c1t.below.u The orientation could at
a minimum consist of selected readlng material prov1ded each
member. A more thorough approach would be the establishment
of_a Spring series of,semlnars which would also be open,
space permitting;‘to”the entire_board—as weli as to other

students and faculty.

While the form of orientation is certainly-at the discre-

. : ) !

tion of"theuschool district, it should be apparent that the -
more effort expended in such training, the more meaningful

and productive will'be>the“planning.
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C. PLANNING COORDINATOR AND STAFF WORK. In the Spring the plan-.

ning coordinator will perform three support activities for the °

planning committee in preparation for their work sessions,

The activities are:
. data gathering and computing forecasts

. running the base case

In the Fall, he is responsible for supporting project
design and analysis and for the final proposal selection

analyses.

1. Deécrigtion of staff Work

" 'The person assigned to support the planning activi-
‘ties will have to perform the tasks described here (the
background and experience requirements for the staff are
described in the next secticn). He should have as his
%full;time jéb performing this staff work, supporting the
planning committee, and seeing that the planning process
.stays on schedule. ;

a.  Data Gatherihg
Staff will have to extract da£a from the schools'
files in order to complete.a series of forms. These
forms are set fofth'in Volume II of this series

of manuals: The staff member assigned should

‘be supported by a clerk. ‘The effort required

to collect this data is shown in Table 1. Soﬁe of

this data is already available in reports prepared

for the State, or for other purposes. Some of it

has to be extracted directly from individual course
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Table 1

EFFORT REQUIRED FOR DATA COLLECTION

First Year ‘ Subsequent Years
Staff 20 Mandays 10 Mandays
Clerk . 3 Mandays ' 20 Mandays

ST ot
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records. Some of it has to be estimated by the '

faculty or administrative staff.

Some years the administration will require

this planning coodinator to make surveys in order
to determine (a) the social demand or potential
enrollment for vocaﬁionai education (see Volume VI
of this Series of manuals) and (b) the manpower

demand or job oportunities. Each of these should

be estimated for approximately the next five years.

b. Preparing forecasts
The coordinator will analyze this collected
data in order to make forecasts of certain.factors,
such as the social demand and manpower démand,‘pos—

sible revenue levels, and costs factors.

c. Preparing the Base Case
He will have to complete the data forms in the
; ‘ préséribed manner and forWard these to £he computing
service which has been set up to do the cbmputa4

tions. (The compﬁting service will keypunch the
data and run it through the computer system.)
Staff will be egpected to check the computer-produced .
outputs (botlk intermediate and final} for accuracy
and COmbletenéss. He is responsible for making
corrections and inéuring that the base case reports
arexprqperly prepared. Instructions forlpreparing
the base case and interacting with the computer
service are presented in Volume III (Locél.Eaucation

Q Agency Planning Analyst's Procedures).
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The planning coordinator is résponsible for
disseminating the base case outputs to the planning
committee and e%plaining it to them. He is respon-
sible for working with them to insure that they

analyze it and then set objectives and priorities.

d. Project Analysis
The coordinator is responsible for working with
varidus faculty, studeﬁt, administration and other
groups to prepare proposals for projects Oor program

changes which will help meet the cbjectives.

e. Proposal Analysis
Helis responsible for analyzing the proposals.
to insure that they cohtain the required data. He
re—-runs the computer.model with various_combinations
of proposals. Thié is done in cooperation with plan-
ning comittee in order to help them explofe the

consequences of adopting varicus proposals or plans.

2. Experience

The staff member should have the following qualifi-

cations shown in Exhibit I.

Some staff work can be provided by a consultant,
but at least one full-time staff menber should be given
the responsibility of insuring that the planning pro-

cesses are carried out.
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EXHIBIT I

EDUCATIONAL PLANNING COORDINATOR

Job Descripticn

General

A planning coordinator works under the direction oflthe
administrator of an agency or a planning committee and is_respon-
sible for coordinating the efforts of all parties to produce the
information required by the deci;ion-making body for planning,
for the production of the annual plan, and for insuring that the
budget and plan are consistent. The coordinator would be respon-
sible for seeing that the information required to support plan-
ning is available and the analyses are properly made on schedule.
He wculd be responsible to see that the planning process is conti-
nually improved and that new personnel entering the agency {(or
related organizations) are trained for their role in the planning -

process.

Specific Responsibilities

l. Insures that local educational agencies, the State
Department of Education, collaborating industrial organi-
zations, unions, and other public agencies provide the

data required according to schedule.

'

2, Sees to it that the data is .edited, corrections are made

as necessary, and that the data is placed in the planning
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10.

Exhibit I (cont'd)

file system. He should be able to utilize a computer-

based system for this purpose.

Insures that all reports required for planning, regular
and requested on an ad-hoc basis by the decision-making

group, are provided.

Makes certain that the steps of the annual planning cycle

are carried out.

Makes certain that estimates of the consequences of
future activities are computed accurately, disseminated,

presented,. and explained to interested parties.

Works with the decision-making group to interpret these
predictions and other inputs in order to identify current
and future problems, to establish specific objectives, and

to establish priorities on all identified objectives.

Works with various schools and departments and other
community groups to develop proposals for proiects and

program changes which will help meet established objectives.

Analyzes proposals and assists the dec151on-mak1ng group
to select that set of proposals which are determlned to

be most suitable.

Works with faculty in efforts to implement approved

proposals.

Works with fundiﬂg sources to obtain the required revenues

to accomplish program goals.
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Exhibit I (cont'd)

11. Conducts training programs in the planning system and

the planning processes.

12. Consults with the decision-making group and local educa-

‘tion agency personnel on all aspects of planning.

Reguirements

Education
The planning coordinator should have graduated with at least
a B.A. or B.S. in Business Administraﬁion, Educational Administra-

tion or Engineering (or exhibit the equivalent education).

Experience

The applicant should have at least seven years of experience
in either industry or in education. It is desirable that three
years of this experience should have been in some educational

organization. If possible, the experience should include three

ryears in dealing with formal planning procedures and two (possibly

O

overlapping) years of experience working with computers and

computer forecasting processes.

General Capabilities

The person should have the facility for working with people

~'to_encourage them to provide the necessary inputs. He should be

able to present formal and informal training programs and to make
presentations before the decision-making group and other interested

bodies.

He should understand the current trends and practices in educa-

tion, ®specially in the substantive area with which the planning

system is concerned.
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Once the base case has been run, a staff analysis
should be prepared comparing last year's actual values
of indicators and planning factors, and this year's
values with the new base case prejections. Other
measures of program and project impact may also be studied

and reported in the staff analysis.

A copy of the staff report on each project should be
sent to the project's supervisor for his or her review
and comment. The reports, with comments, are then com-
piled by the staff assigned for presentation to the

planning committee.

D, / CONVENING THE PLANNING COMMITTEE, Prior to actually analyzing

the initial reports (which formally opens the planning cycle),
a kick-off session with committee members, interested board
members and supporting staff snould be called. At this
session a member of the staff (or planning consultant) should
_review the planning process.‘ The superintendent should
present the planning schedule. Queetions about user'

manuals or the time schedule would be answered.

After the first year, this first meeting will also

feature a review of last yeai's planning activity; what went

right and what could have been done better.

Most of all, the meeting serves as a preparation session
with an opportunity for committee members, board members and
staffers to get reacquainted. The stage will then be set for

productive work session ahead.
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I1T. DATA COLLECTION
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A. WHAT DATA DO WE NEED FOR PLANNING?

1.

THE PLANNING DATA SET. This section formally opens the

LEA planning cycle with an essential first step required
for effective bianning - collecting data. Presented on
pages III-3 thru III-5 is a complete chart of all of the
information which is required by the district planning
model.. These information or data elements are organized
by eight functional categories or sectors. This chart

will be referred to several times in this manual.

In addition to the pianning data set, last year's

district plén and an analysis of last year's projects

" round out the data collection needs for the planning cycle.

{"Projects" includes any change made in the past which is

" identified for follow-up.) The analysis of last year's

projects is discussed in a later chapter. This chapter
is devoted to the data requirements for the district plan-

ning model.

THEYTIME—FRAMES IN PLANNING. To assess where a school

district has béen,and is now, and to investigate alterna- -
tive futurés for the school district, thorough attention
must be given to the complete and regular (annual) updating
of the district's planning data. In addition to the
subject mattér area.of the datagto be compiled (teacﬁers,
students, facilities, etc.), i£ will be helpful to cate-
gorize whére in the time frame of events particular

elements of the planning data set are updated. This view

<
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of the data will reveal that each year three types of

data must be collected, namely:

a. "New" data about the year we're in, called the current
year. (It is "year 1" 'for which we planned 1last

year.) : ' s

b. "Finished" data about last year, the year completed

last June and for which we planned two years ago.
c. Forecagts of the years coming up (years 1 through 5).

To determine which data elements fall into each of
these categories, refe; to columns 2, 3, and 4 of the

planning data set matrix om the next page.

3. NEW DATA ZBOUT THE CURRENT YEAR. To render quite accu-

rate our picture of where the district is this current
year, the data set is updated with data which were only
estimates during the planning cycle last year. Included

in this category would be current year program enrollments,

course enrollments, staff .levels (teacher availability),
teacher salaries and other teacher benefit indicators,

overhead factors and budgeted (approved) expenses.

4. FINISHED DATA ABOUT LAST YEAR. .Data ébout last year,
used to éenerate a historic perspective of the district
by which to judge the cbntinuity (or discontinuity) of
planned futures, and génerally to aid in . the assessment

of past activity or programs.
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Included in this category are last year actuals

for:: overhead account values, inflation rates, completed

construction data, program completions and placement rates,

Voc. and Non-Voc. teacher attrition rates, teacher substi-

tutionlallowance, and direct material, supply, travel and

equipment. expenditures.

FORECASTS OF THE YEARS 'COMING UP. Some of the assess-

ment and decision-making which takes place during the
planning cycle reguires that.we.have'the best possible
estimates of conditions under which the district will be
operating and which will affect the district over the next
five'years. Forecasting models which have been deéigned
to pro?ide estimates of-manpower heeds and sociél aeménd

are discussed in the next section.

Also to be forecast are future values for overhead
account inflation rates, teacher fringe benefits and
substitution allowance and the equipment maintenance

factor.

I . .
Volume II of this series of manuals contains the

data’ input forms and detailed %nstructions.
' |
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THE DISTRICT PLANNING MODEL: WHAT'S IT FOR?

That a planning committee should undertake to plan for
a school district requires that the members of that committee
have (1) something to_contribute; either background in the
field of education cr ohe of a set of other perspectives impor-
tant in edugationél planning -~ e.g., as student, teacher,
parent, employer, etc. and (2) an understandiné of the opera-

tional dynamics of the school district.

[l

The experience and perspectives represénted on the plan-
ning committee are primarily a function of the care which gdes
into the selection or appointment of the committee. Under-
standing wh;t makes a.school diétrict tick, then, becomés an
educational task for the committee members themselves 4—"a
task which is greatly facilitated by the districf planning

Thevdistrict planning model, -described below, is com-
prised of eight sectors, each one representihg a major operat-
ing center or otherwise active component of a school district.
(See Figure 2.) Reports éroduced from the model detail facts
and conditions of each sector and also,-the'effects of the

sectors on one another.

The model fulfills_many useful functidns, among which are:
'Knbwledge : . - 2

+ Increasing our knowledge about institution%HLzed

education. The very process of having to define

~52-
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and measure variables inherent in the operation
of a school district increases knowledge and

comprehension.

Training
. As a tool for training planning committee members
and district staff in the dynamics of the school

district.

Analysis..
. Facilitating the systematic assessment or analysis

of the school district.

. Aiding investigétion of the effect of alternative

projects, programs or policies.

Communication

. As an aid for communicating district functions

. and budgets.

T

B, THE MODEL SECTORS

1. Administration and Overhead. Identification of the
school\district,and district-wide overhead cost figures
are availabie from this sector 6f the model. Overhead
projection, for future yéars are developed bn‘the:basis
of given overhead rates aéplied to future enrollments
(sector 8) , future teacher staffing (sector 2) or otherI
such criteria {adjusted for inflation).

2. Teachers. Teacher avéilability in number, periods per

i

week, and weeks per year, plus teacher cost data) are

'
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available from this sector. Teacher regquirements are
developed through interaction with student enrollments
(sector 8), programs (sector 6), and course peridds

and length (sector 7).

3. Facilities. The number of characteristics of available

space (by types) reside in this sector. Facility require-
ments are developed in this sector, much like teacher
reguirements, through interaction with student enroll-

and length (sector 7). Facility utilization as a func-
tion of student enrollments (sector 8) and course period

and length (sector 7) is developed in this sector.

4. Materials, Supplies and Travel. Per student costs of

these direct-cost items and cost-trend data reside in

this sector.

5. Equipment. Current equipment values, projected new or
replacement egquipment expenditures and equipmeht mainte-

nance costs are available from this sector.

6. Programs. Program identification dat;, completion (of
program by .student) and placement rates( desired average
class size, manpower needs and social demand are gener-
ally program—centéred-and reside at this time in
-this sectof. Manpower needé”and soéial demand "are fore—
casted through methods detailed by accompanying.manuals_
'ahd enteréd into this sector. Manpower needs met and

social demand fulfilled are developed through interaction

with student enrollments (sector 8).
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7. Courses. Course identification and characteristics,
space type used and course periods and length are avail-

able from this sector.

8. Students. Student program and course enrollments, by

program year and by grade, reside in this.sector.

It is important to recognize that this version of the
district planning model deals almost é#clusively with operat-
ing characteristics of the school district. Such a basé is
essential as a building block toward more sophisticated
educational planning. Natural'evolution of the model, through
actﬁal ﬁse in planning, will undoubtedly entail quaiitative

expansion, particularly of the sectors for Teachers, Students,

Courses, and Programs.

Summary data is also provided for all sectors, both by‘

schools and district-wide.

THE MODEL REPORTS

As a prelude to school district planning, it is important

to consider anbther "picture" of the planning model and of the

- schonl district itself.

:Described in the previous two sections are the basic
se;tors or components of a schoecl district. Pictufed here
is a conceptualization of how these sectors inferact in "real
life" to produce the phenomenon we know of as a échooi dis-

trict. (See Figure 3.)
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FIGURE 3

THE LEA VOCATIONAL EDUCATION PLANNING SYSTEM

Manpower Needs
and Social Demand

Planned Program Enrollmeént

Courses
Y Y i
Overhead Teachers Facilities Materials Equip l
‘ Required | " Required Supplies
Travel

= COST/BENEFIT ANALYSIS

..57_




As shown, student enrollment has perhaps the greatest
impact of any factor on all other companents of a vocational
school district. Program enrollments beget course enrollments,
which translate directly into teeoher, facility and other
resource requirements. This picture of the model also under-
scores the desired subordination of all operating components

to higher-level comnsiderations of educational goals.

On the following page are found both examples and
descriptions of the key reports produced by the district plan-
ning model. (The next pages is a list of these reports.)

The reports are organized to permit a logical orogression of
review: From indicators of district objectives to enrollments
to subSequent operating charactefistics and finally to a
summary of‘operating costs. (Volume II contains examples of

all the reports produced by the model.)
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PLANNING MODEL EXAMPLE REPORTS
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1. Planned Program Enrollment ; 60
2. Manpower Needs Fulfilled _ : : _Jﬂ : 63
2a MaﬁpowerfNeeds Fulfilied - Summary - ; . 68
3. Social Deménd Analysis | ' z - 71
3a Social Demand Analysis - Summary ' 75
4, Planned Course Enrollment ' ' 77
5. Program Descriptions (two parts) 81 & 84
6. Teaching Requirements ‘ 87
7. Teaéhing Expense - 92 .
7a ,Teéching Expense - Summary : ' 97
8. Stations Required (by_péogram) : ) - .99
"9. Facilities Status o : : 104
10. «Equipmen£ on Hand and Maintenance EXpense‘ 108
11. .Material - Supplies and Travel'Expehses ‘ 110
lla Material - Supplies and Travel Expenses - Summary 114
12. LEA Overhead on Pér Unit Basis ) - 116 .
13. Total LEA Costs Co o 118
14. Total Program Costs - | 120
l4a Total Program Costs - Summary : | 124
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REPORT TITLE: Planned Program Enrollment - By Program

DESCRIPTION: The enrollments listed in this report are

decided by tﬁe planners. These are the number of full-time

majors in each program in the current year and for five
years of the planning period. These.enrollments represent

all voc-ed students in any year of the program.

DEFINITION OF FIELDS:
1. Level - This code will identify the appropriate instruc-

tional level:

E - Elementary
S - .Secondary :
P - Post Secondary
As - Adult
2. Program Identification Number (PRO-IDEN) - A unique five

digit number assigned by the LEA to each of its

programs.

3. Program Name (PROG-NAME) - The program name assigned

corresponding with the identification number.

4. PLAN-YEAR - In each of the reports there will be six

o yearsﬁlisted ﬁnde:‘plan—year. The first yeér
will always be the current school year, and the
othef five years are the subsequent years ing%he

planning cycle.

5. Program Enrollment - The enrollment by "major" or program
area of interest. (This is related to, but not the

same as, course- enrollment.)




6. TOTAL - Sum of program enrollments in each year of the

plan.

PURPOSE: These enrollment levels are a very basic deciéioh.
They represent the extént to which the LEA plans to meet-
demands. On thé basis of anticipated program enrollment;
course enrcllments, resource requirements will be calcu-
lated. The planhing group should cérefully-review these
levels within‘each year of each program. If there are several
different assumptions about future enrollmehts under discus-

sion, the model can be re-run for each.
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REPORT TITLE: Manpower Needs Fulfilled

DESCRIPTION: Each program can be evaluated according to the
peréentage of estimated manpower needs it meets. A detail

analysis of that process is described below.

DEFINITION OF FIELDS:

1. County Manpower Forecast (COUN=MAN-FOR) - A forecast of

manpower openings expected in the county for the occupa-

tional area corresponding to that program. (See Volume VII.)

2. LEA Requirements (LEA-REQT) - The job openings that the

LEA will be trying to fill from graduates of each program.
This figure is based on the percéptage of the county man-

power forecast'this LEA will serve.

3. Students in Last Year of Program (STUD-IN-LSTYR) - Taken

from the program enrollments, these are the students

shown as being in the last year of their programs.

4. Students Completing (STUb—COMP) - The number of sﬁudenti
_completing their prégram and ready for job placement
(whether graduated or not). This figure is calculated by

_ .
,.takiné*the pumber of students in the last year of. their
program, and ﬁultiplying 5§ the completion_rate‘(op%osite

- of dropoutérate).

5. Students Placed (STUD—PLCD) - The students completing a
program, multiplied by the placement rate associated

with it.
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6. Percentage of Ménpower Needs Met (PCT-ND-MT) - The com-
parison between students placed and the LEA's require-.

ments in that occupational area.

PURPOSE: Fulfilling éettéin:manpower requirements is one of the
essential goals of:vocationalneducation. ‘Ahaiysis of these
figures will show to what extent inaividual programs of
instruction are meeting those'needs,land in what areas pro- -
blems-may be developipg. Each progrém can be checked to .
determine its effectiveness ih this regard. This may lead
to a neec for alternative plans with different enrollment
pa#terns. . .t # ‘ . ) -

, . _ ,
. It is recognized that these are only approximate fore-

.casts, because of uncertainity in regard to the county fore-
caét, the LEA_percentage, and so on. Nevertheless these
estimates should be a useful guideline.
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REPORT TITLE: Manpower Needs Fulfilled - Summary

DESCRIPTION: The data presented in this table is summary infor-
mation to reflect the overall LEA factors relating to man-
power. It is a summary across all programs of the data in

the previous table.

DEFINITION OF FIELDS o ' \

e Coﬁnty Manpower Forecast (COUN-MAN-FOR) - The sum of

county,manpower forecast openings for all programs in

(thét year. . . ;

2.  LEA Requirements (LEA-REQT) - The sum of individual

¢

program requirements.

3. students in Last Year of Program (STUD-IN-LSTYR) - A sum

of all students in the last year oflﬁheir programs.

i

. 4, . Students Completing (STUD-COMP) - Tﬁe total number of
{ : - o '
students completing across programs. '’

\

5. Students Placed (STUDFPLCD) - Of the stﬁdents completing

the last year of their programs, these are the total

nunber finding employment in £heir skill area.

FENPTER A

6. LEA Manpower Percentage (LEA-MAN-PCT) - This is ;ﬁgmm
overall percentage of county manpower requirements bening

- met by.the LEA.forfany year,. across’ all progfams. It is
calculated by dividing the total:LEA requirements by the’

.total County Manpower Forecast (X 100.0).

. -68-



7. LEA Comﬁletion Percentage (LEA-COMP-PCT) - This is the

calculated actual percentage for the LEA in any given
year. It is derived by dividing the total students
completing by the total studeﬁtewiﬁTthe“;ast year. of

program (X 100.0).

8. LEA Placement Percentage (LEA-PLAC-PCT) - An actual calcu-

lated placement rate for the LEA. Total students placed
divided by total students completing (X 100.0) will give

this figure.

9. Total Percentage of Manpower Needs Met (PCT ND MET) -
Across all instructional vocational programs, this is the
overall percentage of manpower needs met. It is the

ratio of total students placed to total LEA Requirements

in that year.

PURPOSE: These composrte flgures identify trends by year.
POllCleS which affect the future course of decisions to be

- made in an LEA may first appear clearly in this area.
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REPORT TITLE: Social Demand Analysis

DESCRIPTION: A comparison between the estimated student popula-
tion that would like to be in a program, determined by surveys
N ,

(see Volume VI), and the actual number of student enrollments

planned for in that year.

DEFINITION OF FIELDS:

1. Socia; Demand (SOC-DEMAND) - An'input which represents the
staff's best’approximation of the~number of students who
wonld like to enroll in a program in a given year (that

-is,kthe enrollment in the_srtuation where everyone who-

applied could be accommodated).

2. Sstudents in First Year of Program (STD _IN FSTYR) - Also

2

input data, this is the nunber of students currently

planned for in each program. These figures reflect a

o
i

decision made and take into cons1deratlon the numerous
constraints in the LEA (physical size, economics, environ-

ment, etc.)

3. Percent Demand Served (PCT-DMD-SVD) .~ The ratio of those

students in the first year of their programs to the "stated ‘
demand.

i

PURPOSE: Because enrollment éenerally reflects bﬁilt in constraints
- (plant, teachers, revenues available, etc. ),'the comparison
— to soc1al demand\hlghllghts the extent ‘to which those otudents
| who have expressed an 1nterest in a program cannot be served.

1‘ .
For‘many.dlstrlcts, olos1ng this gap will be a primary objectlve.
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REPORT TITLE: Social Demand Analysis - Summary

DESCRIPTION: This is a compilation of the social demand factors
across all vocational programs in the LEA. It is’'a summary

of the previouéereport.

DEFINITION OF FIELDS:

1. Social Demand - Sum for all programs for that year;

2. Students in First Year of Progréms - The total figure

-

across all programs.

3. Percent Demand Served - This is qaléulated}in the same

manner as the program social demgnd served.
PURPOSE: While the social demand analysis by program prevides
a more sensitive measurement, the overall analyéis-of this
reed will also be useful for the LEA. The trend in this

indicator will undoubtedly affect decisions in the district.
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REPORT TITLE: Planned Course Enrollment

DESCRIPTION: Within eachAprogram;there ére many possible courses
which a progfam major may tak%g This report. is a detailed
breakdown of the current and future course enrollment; At
the present time course enrollments are estimated;by the
staff in such a way as to be consistent with program enroll-
ments. (Later a mpfe automatic estimation of course enroll-

ment may be developed.)

DEFINITION OF FIELDS:

. 1. Program Year (PROG-YR) - All of the yvears in the curriculum

of each program are accounted for. These may vary by

program.

N

2. Course Number (COURSE) - Course numbers as-assigned by

. the district. -

3. :Cburée Type (COURSE-TYPE) - éode used fof distiﬁ&uishing
between instructional areas: |
vV - Vocatibnal.Cogrses_
K - keléted Courses (Appliéd écience,'Applied
Math, etc.) _ .‘ :
M,S,E,G, -ANon—Voéational Coufées_cbaed'by subject,

E for English, etc.

4.  Office -of Education Codes (OE-CODZE) - An eight digit

rumber applicabie.fof the Woeational course,

=77- L i




5. Course Name (COURSE-NAME) -.LEA course name assigned to

correspond with course number. .

6. Grade - The grades in which a particular course is given

i

within a specific program y2ar.
PURPOSE: Analysis of this report will indicate, among other
thlngs, Wthh courses have reached enrollment capaclty, or
are far underutlllzed ThlS data should be checked for

accuracy, because it-lnflpences further computations.
v i -
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REPORT TITLE: Program Description - Periods Per Week by Course

DESCRIPTION: The basic descriptive dava is displayed, for
‘every. course within a_prégram that has a current or projécted
enrollment. This report is *he periods per week that each

course meets.

;o A -
PURPOSE: Among the many possibilities that may be altered during
" the planning Cycie is basic Course,data.*’Neithef'thg periods
per week.a-course meets, nor coursé length, need be a fixed
value. Alternative combinations can be tésted'and'evaluaﬂ
tidns médg o%_the results._ Th?sireport, and also the;

,followihg repért,'provide the ﬁlanners with an up-to-date

record of this essential decision information.
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REPORT TITLE: Program Description - Course Length in Weeks

DESCRIPTION: The number of weeks each course meets for each of
the years in the planning peribd. See "Program Description -

' Periods Per Week Per Course®.
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* REPORT TITLE: Teaching Requirementse
DESCRIPTION: . This report displays the teachers required to
operate the programs and courses at the planned levels of

enrollment. The data used to compute these requirements is

: . P
“also presented. ' 'f_ﬁ%
DEFINITION OF FIELDS: 7 5§QR
1. Average Class Size (AVER-CL-SIZE) % This figure is input..

[N & e

It is a decision: the desired clas8 size for the courses
within each program for each of the five planning years.
The  current year- flgure is. calculated on the following

b-:iéis : . / o . . -
. . ) - ”/1/ )

AVER-CL-SIZE

(course’ enrollment X course periods/week x
course/length)
(teachers avallable X teacher perlods/week X
teachlng weeks)

/
Student Periods
Teacher Periods

o/ T

-2. Teaching Periods (TCHR-PDS) - The numker of periods per
week a full-time teacher is available to teach this _

-

program; an input.

3. ‘Teaching Weeks (TCHR-WKS) - The number of weeks a jear

a teacher will be lnStructing_this prOgram;uanlinput.

4. Teachers Required_(TCHR-REQ) - Caloulated by:

(Course Enrollment X Course Perlods/Week x Course Length)
(Average Class Sl7e X Teachlng Perlods X TeachlngLengbh)

-

87



For the cur}ent yeér, teachgrs required will be equal
to the teache;s évailablé. If the-heading."Rounded_to
Nearest .5," appears on the réport page, the required
teachef figure has béeh round~=d either up or down to

the nearest half teacher. (This option can be specified

before running the model.)

5. Teachers AVéilable (TCHR-AVL) - .Current Year teachers
| available is input. Otherwise, TCHR—AVIL = TCHR=-KEQ x
(l - Vocational Tez-her Attrition Rate); that is, the
-;teachers in thg last year less attritﬂon.

PR

6. Teachers to be Hired:(TCHR-HIRES) - The difference

. - i
between teachers required and teachers available. A

negative number indicates an excess of teachers avail-
able.
f

PURPOSE: Given’Cerﬁain_basié'teachef load information and"

*

a

desired average clzss size, the teachers required in any

-
[
f

given yéarvare.célculated. This information is helpful in
_planning future hiring. It is also used in calculatingi
4prdgram cos# data.

[N

- -88=
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- REPORT TITLE: Teaching Expense
DESCRIPTION:v_A detailed report on teachiﬁg expenses for each of
- the programs in the planning period. - o i
. - t . !
. . ..‘ ) . f\v
DEFINITION OF FIELDS: s ,

. - - \

1. Entering Salary (ENT-SAL) - Current yéar'average enter-

ing salaries for enteting téééhers‘(ilé;,'new“teachers)
jare'supplied for;each program. The entering;salaries
for each of .the ﬁlan years are calculated according to - -

the entering saladry increment (aisoiinput)‘Which is like.

H
A

an adjustmeﬁt fdfﬂinflation,

3 2. Averaéé'Saiary (AVER-SAL)" - This ié handled.;h the same
manﬁef;aé ehte£ing saiary:__éurrent-year is input and’
subseéugnt.years calculated on the basis-of average
salary inéréménts.

S

3. Base Salary,(BASE-SAL) ~ Teachers Salariés.fOr the

_program based on'both'those_returﬁinggahd'newly hired:
[ _ .
BASE-SALARY = (AVER-SAL x TCHR-AVL) + (ENT-SAL x TCHR-HIRES)

4. Fringe Benefits (FRINGE-BENE) - The fringe benefits rate
- - s
times the base salary yields the dollars for benefits
. _, _

in each program. » _ .
| : : . : . ST . _ 1
[ ‘ .

5. Substitution Expense (SUBST—EXPf - This is cbmpqted as

the base salary #iﬁes a substitution present allowance.

_92_




6. Total-Teaching‘Expenses (TOT-TCHR-EXP) - The sum of the

‘base Salary, frfnge‘benefits, and substitution =xpenses
for any year. . '

v
e

g
t .

PURPOSE: To identify the costs associated with teachers in each

program. . - : . ,

-93-
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 REPORT TITLE: Teaching Expense - Summary

DESCRIPTION This reportbprotides in ah aggregate form the
prOJected teachlng expenses in vocatlonal educatlon pro-
grams within the LEA, with a breakdown of the varlous
'components of that cost Each of the data flelds -— Base .

‘SalaryJ Fringe Beneflts, Substltutlon Expense, and Total

Teachfng Expense -- are totaled across. all programs for

each of the years in the plan.
T
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. REPORT TITLE: Stations Required By Program e

\.‘ ' . ;-

' DESCRIPTION: Tﬁié*réport\presenté,the.facilitieé (classrooms or
' : o e Lo .
- - labs), stations, and corresponding calculated amount of square

feet required'for_eéch program.

DEFINITION OF FIELDS:"

1. Space Type - _ The uhi&ue code number aséigned'specifically>
. o to a particular facility type (e.g., auto
' mechanics. lab).

Y
\

- ‘ 2; SEace Use - .A éade uéed”%b identify whether tﬁe
| facilify~is uéed'for: ‘ B : ‘o
'V - Vocational |
N - Non—Voéatipnai

R - ‘Related ~

3 Facilities,Required (FACREQ) - The facilities required}

calculated for each Spacé Type by dividing.
. R : the total number of stations réquired by
the desired aVéraée class size designatea’
- N for that space typé. | |

I

4. Stations Réquired (STATREQ) - A calculation which com-

pareé'total student periods to total
facility periods; the actual .formula used
is:

STATREQ = (Course Enrollments x Course
’ Periods/Week x Course Length)
(Weeks Open x Periods/Week
= " Pacility is Available x Station
- Utilization Rage)

-99-~



oo _ The utilization rate makes this figure
realistic by accounting for the fact that
-a room cannot be scheduled to be exactly

full every period it is used.

ASLJLSquére Feet Required,(SQFTREQ) - The footage required for
each station,'times the stations required,

produces this figure.

PURPOSE: Shows the facility resource-rgqﬁirements for each
program. Where several ﬁypes of space'are used in a
i
* program, each 1is shown separately. ‘
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REPORT TITLE: Facilities Status
|

DESCRIPTION: A comparison, by space type, of facilities and
stations available, against the calculated facilities and

‘stations required. = . !

DEFINITION OF FIELDS: ' S |

1. Facilities Available (FAC-AVAIL) 2 The number of rooms

of this space type availabie, an input. This will
include changes due to constructionuproﬁects to be

completed during the. planning period.

2. Stations Available (STAT—AVAIL)'— The number of stations
available .in the particular space type. Changes by

year are_reflected.

o
.

3. ﬂStatioﬁ'Utiliéation (STAT-UTILIZ) - Desireﬁ.levels of
station qtilizatioh.supplied';s an'input baséd on'typicalj
experience (but adjustable to‘expldre thé effecté of
new scheduling procedures). This figure ‘is a ratio of
expected actual .use to_cépacity. (Becaase of schedul-

-ing realities, this is-rarely”over 90%.)

_ fUBéOSE: While‘the previous report displayed various facility
- '1évels by program} this set'of reports collects daté by space
type (since it may be shared by several programé). The pur-
. ' pbse in doing this is to allow fér the ahalysis 6f basic
" facility requirements. The éémparison of facilities required
and availabie,or of stations rgquired and available, provides
keys to What type of additional facilities wili be required

o ) and when.

~1.04-
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REPORT TITLE: Equipment on Hand and Maintenance .Expense o

DESCRIPTION: - Program eguipment maintenance costs are allocated
' on a per pupil basis. The factors involved are contained

in this report.

DEFINITION OF FIEILDS:

1. Vocational Equipment on Hand (VOC-EQUIP) - The dollar

value of all vocational equipment in the district. The
current year figure is input, the subsequent years are
determined by new ‘equipment .added to each program or by

construction projects. -

2. vKuipment Maintenance Percentage (EQP-MNT-PCT) - A per-

centage of the value of the vocational equipment on hand

that will be expended for maintenance of that equipment.

3. Meintenance Expense (MAINT-EX) - The dollar value of

eqﬁipment maintenance, calculated as the vocational

equipment on hand times the equipment maintenance percent.

4, Maintenance- Expense Per Pupil (MAIN-EX-PP) - Maintenance

" Expense divided bylthebnumber of students in each

vocational program.

PURPOSE: In this report,.prdjections of maintenance costs are
made, and the basis for allocating this cost to specific

vocational programs is also established.

] . . -
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REPORT TITLE: Material - Supplies and Travel Expenses

DESCRIPTION: 1In this report are the factors that are used in
the calculation of these two expenses, and the projected

dollar costs.

DEFINITION OF FIELDS:

1. Materials and Supplies Cost Per Student (MTLS-COST-ST) -

Current years costs are input{they are then inflated by
year; according to a materials and supplies percentage

increment (also input). .

Tfavel Cost Per Student - Current year figures are input, .

9]

and the subsequent years calculated using the travel

cost inflation increment.

3. Material and Supplies Expense (MAT-ANS-SUP)} - Calculated

by multiplying the material and supply cost per student
factor by the number of students in the program that

year.

- 4. Travel Expense (TRAVEL) - Calculated by multiplying the

- travel per student cost factor by the number of students

in the program that year.

PURPOSE: To ‘identify supply and travel costs by program for

each year in .the plan.

EBiq‘ ’ -110-
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- REPORT TITLE: Material - Supplies and Travel Expense - Summary

4

DESCRIPTION: The total expenses for materials and supply and

for travel in the voc-ed activities of the LEA.
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REPORT TITLE: LEA Cost Less Direct Vocational Cost On Per Units
: Basic
DESCRIPTION: A presentation of the cost factors used in the

projection of overhead costs. -

>

DEFINITION OF FIELDS:

1. Overhead Inflation Rate (OVER-INFL-RT) - A.figure input

for each account, representing the expected annual rate

of inflatibn.

2. Overhead Base Type (OVER-BASE-TY) - Each oVerhead cost

wiil be relafed to one of the following (called the
"base") : )

'S - Total Students or

T. - Total Staff or

Q - Total Square Feet

3.. Costs Per Baée - For the current year this is equal to
Tofal LEA Costs Less Current‘Year Direct Vocational
Costs divided by £he;value of the correspondihg-reigtién-
ship (students,:staff, SQuare feet) for the account.
For each of the plah7yearé, this‘formula is used:.
.Plan Xéar Amount Per Base = Current Year Amount Per Base x

(1.0 + Overhead Inflation Rate)
raised to the power‘(Plan Year - Current Year)

o

PURPOSE: This bases are used in the calculation of Total LEA
Costs and Vocational Overhead.

1
H
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REPORT TITLE: Total<LEA Costs (With Computed Direct Vocational
Costs) . :

DESCRIPTION: These costs are the rxesult of adding the data

from "LEA Costs Less Direct Vocational Cost Report," and

the computed-<direct vocational costs. The direct costs

f
are added in the following accounts:

0200a, Instruction Direct - Base salary, fringe benefit,

and substitution allowance.

0700, Plant Maintenance - Replacement equipment and

-equipment maintenance.

1200, Capital Outlay - New equipment.

These forecasts should approximate the overall financial
picture for the LEA in the next few years (asswming a "base

‘;; | ] ..
case" for the non-vocational part of a comprehensive dis-

trict).
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REPORT TITLE: Total Vocational Program Cost With Overhead
I .

DESCRIPTION: These are the total program costs including allo-

cated overhead distributed to each program for all years.

DEFINITION OF!FIELDS:

l.

Materials, Supplies, and Travel Costs (MIS-TKV) - The

sum of Material and Supply Costs, and Travel Cost

together.

Equipment Costs (EQPT-COST) - The sum of both new and

replacenient equipment for a program in that year.

Overhead - Overhead (from LEA Cost Allocated to Voca—

tional Programs) allocated to all vocational programs

on a per pupil basis. First, the total LEA Cost Allo-

cated to Vocational.Programs-for each year ig‘divided by

the total number of vocational students, to eéggbl{sh an

overhead cost per student. Then, that'figure,mul?gglied
: - : Y

by the number of students in each program, determines

the overhead assigned to that program.

PURPOSE: In order to fully understand the total costs and

resources required for any program, total costs with over-

head (indirect) should be considered. This report presents

{

those costs.
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REPORT TITLE: Total Vocational Program Cost With Overhead -
Summary

DESCRIPTION: As in the previous Total Vocational Program Cost
report (without overhead), all values are added across
programs to arrive at yearly figures for comparison. Cost

Per Student figures all also listed.

-124-



£S°LSLT
g46°84991
gytensl
v6*vanl
6d*5unl
6Y° " Hen1

11S-44d~-1502

UNLS=00A

1
]
t
1
‘
.
i
[}
i
'

154

*2rLuded
*2692u02
ML TAT A
*uPSlLvl
*nusEsnl
*9tovlicl

-————

1S02-1ul

‘699781
*6lbyuoyl
*dnar st
CTivivel
M AANIL BT
*divuloe

Gv Indanu

Lol

*666tl
*udell
*OHAN
“NS6L
*60L01
MTWRA

pE=Y- 3414
AT R
*eetwl
*Helill
*enth
* Loyt

- — o - - - ——— -

1500-1d04 AlZwalitlowe

LT3

*Zlvlo
*lnlln
*qundl
*lndey
ChlbuS
*ynnyL

4
*luuudt
*uUNHL He
*Hubdne
*welildd
to4L1dnd
*lylyne

Arl=54n  ardl=101

101MA1S10 TONOLLIVIUR

-125~-

LL61
vi6l
uln{
7161
(WA
clol

SYVg

O

HY3A-149 1

UVEHS AL HiLk 1500 vwivabUad TVNOLLVIOA viod
Jvnoivda eI INKIIL AL

C

E

QA 11701 Provided by ERIC



V. ANALYSIS OF THE DATA AND SETTING GOALS AND OBJECTIVES
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The link between data collected about a school district and
policy is the effort which goes into analysis or interpretation
of the data. The analysis must be accomplished in a few short
weeks to permit review of the analysis and the development of

policy by the board in early November.

A, PLANNING WORKBOOKS, 1In May, planning workhbooks prepared by
the staff are distributed to the members of the planning
committee. The workbooks (looseleaf) contain:

. Last year's plan (final model simulation)
. Last year's project descriptions
. Current base case reports

. Current project evaluations

Committee members are askgd to review this materi;l thoroughly
in preparation for their first work session. 1In order that
the base case reports can be presented by committee members
themselves, two or three of the members are asked to meet

with staff to review the base case repcrts.

VB, THE COMMITTEE’S ANALYSIS, This section and the- next are
presented as alternatives for the school district; depending
on whether tﬁe school board wishes to lean on the planning
committee (1) only for initial data review (Alternative 1) or
(2) for both data review and an analysis leading to recom-

mendations (Alternative 2).

~
S~

If the board is likely to want to participate actively
in goal—and objective-setting, the major contribution the

planning committee will make before meeting with the board
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is to preview and help digest the data. Thus preparéd,
the planning éommittee members will undoubtedly be a strong
catalyst in the goal-and objective-setting of the combined

group.

County vocational districts may favor the limited plan-
ning committee role more than those vocational districts

which are integrated into the comprehensive school districts.

In either alternative, the committee will come together
in Mid-October, following an agenda somewhat like that

shown below:

Meeting of the

District PlanninéiCommittee
AGENDA

I. Data Collection review - Moderated by the staff member
assigned to data collection. This review briefly out-
lines both the source and content of all data-collected

or otherwise newly added to the district planning model.

II. Base Case Reports - Moderated by two or three of the
committee members. This discussion includes specific
reference to major changes from last year and the status

of indicators and planning factors.

III. Project Reviews - Moderated by the superintendent. The
superintendent presents both fact and opinion with regard

to the performance of each project.

IV. Forecasts - Moderated by the staff member assigned to

forecasts.
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Taking note of questions asked and insights gained, the
presentation is modified and compacted in preparation for

presentation to the board.

THE COMMITTEE’S ANALYSIS - ALTERNATIVE 2. This alternate

role for the planning committee flows is similar to

B. above, through presentation of the forecasts.

The committee then brainstorms possible goals and
objectives for the school district. If the committee is
so_inclinéd, they might split up and schedule further presen-
tation and brainstorming sessions with assemblies of students,

teachers, and business leadexs.

The planning committee reconveneé to hammer out a
realistic and representative set of recommended goals and
objectives, with priorities and ﬁeasurements specified. 1In
the présentation to the board, committee members describe

the proéess by which the recommendations were compiled. ’

Assuming that the committee's work has been open and
thorough, the board then has a significant head start in its

deliberations on policy for-the district..

THE POLICY MEMO, The policy memo is a statement of the

‘objectives which the board approves, stated in the form of

a request for proposals by which the district can be expected

to meet the objectives.
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Whether the board develops its own goals and objeétives
or directs the planning committee to come up with recommenda-
tions, the board's final decisions will be expressed in the

policy memo.

At thé.élanning committee's presentation, the board
will want to examine the guantitative goals previously set,
the progress that was méde toward meeting them, and whéther
or not the objectives and priorities are to remain the_samé.
External factors -- econoﬁic, legal, or political ---

may require changes in the LEA's objectives.

The revised ﬁndicator targets and priorities that.
emerge from the board's deliberations become the basis for

the Policy Memo.
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VI, PROJECT DESIGN AND SELECTION
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INTRCDUCTION

At this stage the process is opened to teache;s;
studeﬁts, parents, and employers, as well as the planning
staff and Board, to provide an opportunity for broad
participation. Thé project design process thus.becomes
in itself virtually as impqrtant as the results it produces.
And élthough the process is desigﬁed to be open enough to allow
for this rénge of participation; it is also structured
enqugh SO that‘it is "workable." A flow cﬁart on the nexf
page describes the activities and participants involved.
‘Following this is an'explanation of each.of the steps

in the process.
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Project Design and Selection

Participants | , ' ACTIVITIES
Board ‘ POLICY MEMO
' ISSUED
Students, Teachers, DESIGN PROJECTS
Parents groups, : | , AND
Industry, etc. SUBMIT PROJECT
. PROPOSALS
Project Review Team REVIEW
PROPOSALS
Staff ‘ ' . SUMMARIZE
FOR MODEL
Staff and Computer ' PROJECTIONS

USING MODEL

y
Planning Committee SELECT
BEST PLAN
Board A ACCEPTANCE
BY BOARD

Q -135=
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SUBMIT PROJECT PRGPOSALS

Within the constraints defined in the Policy Memo,

‘project designs are now solicited from the range of

interested parties. Because a creative idea is only a

start toward a project designed to achieve educational

chahge, the proposals must address the following

points:

ll

Project Description - A brief description of the

project proposal, highlighting its salient. features.

Anticipated Outcome - A statement of the indicators

(results) that will be affected by the project and

how they will be affected.

Impact on Operations - The anticipated resources

required for the project, including costs, staff,

space, equipment, and materials.

Justification - A rationale or defense of the idea,

showing the reasons that4the designer believes it
will achieve the pfédicted'results; this includes
ruseafch data, expert opiniéns (documented), in-
formation about similar programs in other school

districts, etc.

Capital Projects - In the case of facilities con-

struction projects, there should e an estimate

~of the number of student stations ¢r recoms by type
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B.

of space that will become available, and the years

in which they will become available.

In addition to proposing new projects and conﬁinua-‘
fions of projects, it is alsoc important to develop
"negative" projects which discontinue some activity
or service. Eliminating programs and activities is
as valid an approach to a problem as developing
additional projects. The same procedures and data
requirements are necessary, although many of the

values (e.g., costs and staff) will now be negative.

bn the next page is an example of a condensed
| , .
form an LEA may want to use as a model for project design.

PROPOSALS REVIEM

The project review team should then examine the
various proposals for conformity of design requirements
and accuracy. One of three possible courses of action
shouid be recommended:

1. Rejection ~ If the proposal requires more than

a reasonable limit of resources or:

is found to be weak in its proba-

bility for success.

2. Re-Writes = For the proposals that have a good
‘basis but need some revisions or

additional thought or data.
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LEA PROJECT SUMMARY

Date Prepared

Objective Number
Project Span (Years)
A. PROJECT DESCRIPTION: Indicate the scope, activities, schedule,

etc.

ANTICIPATED OUTCOME: Describe the changes this project is
anticipated to produce in indicator levels, planning factor
values and/or other measures.’ :

PROJECTED OPERATING CHANGES OR ADDITIONS: Specify what direct

changes or additions implementation of this project will require

in manpower, space, materials and equipment, direct costs, program
and/or course enrollment, and planning factors.

PROJECT DEFENSE: Support this project by supplying research data,

document expert testimony, or information about similar programs
in other districts.
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3. Acceptance - Of those proposals that the review
group finds within the bounds of

the policy memo and educationally valid.

SUMMARIZE PROJECTS FOR MODEL

At this point, acceptable project proposals will
be summarized to produce the input elements that cén
be used by the LEA planning system model. (See Volumes
IT and III). Designers from outside the educational
system, as well as some from within the district,
may be unaware of certain facts such as salary schedules,
data on pupils and teachers, or legal requirements.
Consequently, the planning staff will amend the data,

and prepare the proposals for analysis.

RUN MODEL

The model iterqtions can be viewed as two distinct,
yet related, subgroups. Ih the first situation the
LEA planners may desire to run each accepted project
proposal individually with the base case plan. This
will enable them to see specific effects of each al-
ternative in terms of indicator\lgVels, resources, and

costs.

Upon noting the effects of the individual projects,
the planners will then want to try various combinations

of projects to assess their cumulative results on both

. indicators and or costs.
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SELECT BEST PLAN

Following this process, the planning committee in
the LEA will eventually arrive at several alternative .
plans (combinations of projects) which ought to be
seriously evaluated. During this evaluative process,

a few courses of action may become apparent.

'in one instance, it 1is conceivable that within the
given set of indicator targets, cbst guidelines, or
other policy constraints, that none of the alternative
plans are acceptable for final approval.. The difficulty
could be either in the 1ncompat1blllty of the project
combinations or in the ba51c underlylng assumptlons of

}

the projects. 1If, after thlsﬁanaly51$, a ser;gs of
acceptable alternative plans still cannot be géﬁe;atedﬁﬂ
a call for new projects should be issued. Under tﬁé.
most unusual of circumstances, it is possible that there
will -still be unsatisfactory plans from which to choose.

In this case, and only as a last resort, the board will

be asked to reevaluate its policy decisions and to set’

" new objectives. However, because the levels previously

set by the board alrzady reflect their collective intent

as to what direction the LEA should be taking, this modi-

fication would be very unfortunate.
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The other, and more likely, situation is that
there will be several plans which meet the cost and
resource constraints and address the priority ob-
jectives. Selecting the "best" alternative plan
which is economically feasible can be approached in
one of several ways. If there are a large number
of indicators, planning factecrs, priority ratings
and alternative plan§,'several formal decision schemes
can be utilized. However, in this version of the LEA
planning system, it will probably still be possible to
observe by siméle inspection that plan which achieves
all or most of the desired levels in indicators by
Year 5 and is still economically acceptable. This
search should be carried out by the senior staff and
policy makers in the school district, and reviewed by

the plznning committee and board.
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VII. APPENDICES
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APPENDIX A

A BRIEF GLOSSARY OF PLANNING TERMS

Base Case Plan =~=-==w=~====- The projection of the LEA's
operation over a five year period.
assuming that no new decisions
are made concerning the alloca-
tion of resources during this
period. Changes in the environ-
ment, such as increases or de-
creases in enrollment, however,

are taken into account.

Best Plan =====—meecema———- That project and program set which -
produces the most benefit within

the given cost range.

Budgg;,—-;—--a' ------- ~==-- A document which specifically
authorizes the next year's ex-
penditures; to bes derived from the

first year of the plan.

Constraint —-===-===c—=~-- A boundary or limit on the variables

within the LEA, predicated on either
legal, political, physical, or

practical policy matters.

Q. -145-




Decision-Making Group

Indicator

Operating Characteristic =----

The group of individuals respoi-
sible for determining policies,
plans, programs, and budgets

for the LEA.

A quantifiable factor that can
be used to judge the benefits
of an educational activity to
the LEA (examples might include
drop-out rates or county man-

power needs filled).

A measure used to relate outputs
to other criteria of quality,
'efficiency, or effectiveness.
Examples may include: cost per

pupil per program; successful

graduates per program; étc.

The quantity of end results from

a project or program.

Specific and quantifiabls measures
of relative importance amony the

several objectives in the LEA.
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Plan ——-==~=——--——--ms-om——c—eoo- A descfiption of activities to
‘‘‘‘‘ | be undertakeg by the LEA ovér a
. ' specified period including:

1. a statement of resdurce level
in terms of manpower and other
expenditures for each project
and program;

2. an estimate of the total costs
of all activities;

3. an estimate of the lévels of

indicators to be expected

during the planning period.

Program =—======—=—--ceccmmcecceo- The designation of a set of

continuing activities which are

intended to educate a specific

client group.

Program Completions ===-=—=======-- The number of students completing

a program and ready to take a job.

[
Project =—====m=-—e- e A set of activities which have been
designed to fulfill an educational

objective and are not continuing.

Project & Program Set ===—=—==—=====— A combination of projects and

programs (which can be either
opeiatiohal or capital improvéments)
in the LEA planning system. Any
change in'a single program or group
of programs is considered to be a

ERi(i : S project.
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Appendix B

1

Illustrative Agendas for a District Planning Committee

The following five agendas of planning commiftee meetings
are presented_és illustrative of both the content and
possible form of planning committee work. The_cbmmittee
acts as a subcommittee of the school board to assist the
development of objectives for a district'and‘plans tb
achieve those objectives. The five meetings span a period
of three months - November through Januéry. They assume

a certain amount of activi?y between meetings of coﬁmittee
mempers, especially in.theZdevelopment of adequate measures
for objectives and later, in the development of projects or

strategies to achieve the objectives.

In the fifth meeting agenda, project development is depicted

as occurring during the course of that work session. Actually,
the developmeng of projects in résponSe te objectives would
span at least a month's time and would involve more meeting
work than ény other step of the planning cycle. Oﬂce objec-
tives and adequate measures of tﬁose objectives paveibeen
developed, project development stands out as the most c;eative
and powerful step in the planning proéess:' the design of
planned activities and prograﬁs in the disfrict in direct
response;to stated objectives and specific measures of those

objectives.
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These example agendas are in no way intended to be limiting.
The frequency and scope of meetings or work sessions will

vary from district to district.

1. The first meeting.* This meeting gets the planning

committee moving and takes it deep into the analysis
of data about the school district and about the

environment within which the district is working.

First Meefing: Agenda

I. Role of the Planning Committee: Project Schedule
IT. Report on Data Gathering Effort

ITT. The Data

A. Base Case
B. Current Year Budget
c.’ County Census Data

D. Issues for Planning‘

Additional Materials .
. Alphabetized Heading Index
. Report;Descriptions

. EPPBS Article

! C - ,
2. Second Meeting. This meeting 'concludes the presentation

and analysis of data and takes the committee through

a structured process in the development of a first draft

of ijeétives,fof the district.

o
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Second Meeting: Agenda

I. Close-cout Review of Data

. Base Case

. Manpower Needs
II._'~Brainstorm School and District Objectives
III. Review-Previously Developed Objectives
IV.. Establish ?riorities

V. Develop Recommended Set of ObjectiVes

3. Third Meeting. At this meeting the objectives for the
dlStrlCt are refined and work is begun in develop—
ing expllc1t measures of how the achievement of those

objectives will be recognized.
1 -

PR

Third Meeting: Agenda

'I.  Review Goals from Previous Meeting
II. Develop Inclusive List of Goals and Priorities
IITI.  Discussion on Quantification of ObjectiveS"

‘IVﬂ> Small Group Development of ExpllClt Goals éﬁd
Priorities.

V. Resolution of Small Group Results by Entire
Planning Committee

VI. Data Assignments.

4, Fourth Meeting. “At this meeting, the development of

the means by which the achievement of the objectives
are to be méasured (measures) is compietéd. The
recomméﬁaed objectives are then stated explicitly in

terms of the measures.

-J;BJK;, | E . T , | . 7151-



Finally, the objectives are prepared for presentation
to the board for adoption as district policy, with or

without modification.

Fourth Meeting: Agenda

I. complete Development of Measures for Recommended
Objectives

Fifth Meeting. Once a set of objéCtives (with measures)

has been approved by the school board, the planning
committee ‘commences work on a project which ultimately
comprisesS the school board's plan and budget, once

approved, for the following year.

- Fifth Meeting: Agenda

I. Review Sub-Committee Refinement .of Measures for:
A. Student and Graduate Feedback

‘B. Integration of Academic, Related and Shop/
Trade Course Work

C. Community Public Relations

II. Presentati;n on Reiaﬁing.P;oject Development to:
A. Objectives . |
B. Quantitative (cbmputer) and Qualitative Output

C. Computer Input Requirements

III. Group Work on Project Development

Iv. Presentation of Group Results to Entire Planning

Committee
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