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Series Preface

Planning is a universal Concept based on the pro-

positionthat if you think a bit about what you intend

to do, you are likely to do whatever it is better than

if 'you don't think about it:. This process of thinking

ahead generally involves gathering information, analyzing

the information and then formulating one or more courses

of action to follow. The planning system presented here

embodies these eleMents in operational procedures for

planning for school districts.

The Vocational Education Planning System for Local.

School Districts-draws heavily upon a growing body of

experience in educational planning which has been gene-

rated by Government Studies and Systems (GSS). The intro-

duction describes these concepts. Out of this experience

has evolveda- set of planning techniques, particularly

suited by design and through actual use, to enable effec-

tive-planning. The bases for and uses of indicators,

planning factors, forecasts, models and,others of these

techniques are clearly laid out in this manual as they

appear in the normal course of the planning cycle.

This manual is one of several resulting from a project

to design planning, procedures for local and state vocational

education agencies. This manual describes the overall

planning process for LEAs. It is to be used in conjunction

with the following manuals:



Volume I:- Local Education Agency Users"Manual

--- Volume II: .Local Education Agency Users' Data Collection
Manual ..

Volume. III:

; Volume IV:

Volume V:

-Volume VI:

Local Education Agency Planning Analys&s
-Procedures

State Application Funding PrOCedures .

Enrollment Forecasting Procedures

Procedures for Estimating-Adult and.
Post-Secondary Potential Enrollment

Volume-VII: Job Demand Forecasting Program

Volume .VIII: Training Materials

Volume IX: Guide to Project Manuals

The most important ingredients in effective planning,

however, are the people who do the planning. The planning

team itself should include, at the very least, those who

are going to be directly responsible for the execution

of the plan, once developed, and those who are otherwise

directly affected by the plan. People who participate

in the planning procesb, who see their input take shape

in a plan, tend to be better advocates and implementors

of that plan.

'



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

doCumented in this series of manuals.

The discussion begins with general definitions of

"Planning" and related terms illustrated with-a simple

analogy. To illustrate the concepts a "PUre".Or ideal

planning process is then described. Because contemporary

planning relies on forecasts and predictions,; the section

concludes with comments on computational aids:,



Planning - A Definition

`Planning has two definitions depending on who you are.

If you are a decision maker, a manager, supetintendenit, or

director then you have to make deccsion :the

allocation of funds, the authorization of programs and so

on. Some of these' decisions have long-term consequences and

=are :hard to reverse.' It would be difficult to "unbuild" 'a

bulIdIng once constructed. Other major decisions are: the

linIttroduction of a major program, the addition of large

zsToups, of tenured staff or a major organizatlonal change

(reassigning who reports to whom and who has: authority to

make certain decisions). For you planningtheess of

thinking out and making these decisions.

Since:these decisions are critical, many decision makers

roall_:on their staff for special analyses and support. For a

-is:taffperson, planning means making the analyses to help. in

making such decisions. How are these analyses best made?

Planning

- Making decisions that have long-term

hard-to-reverse consequences

Facilities

Major program changes or additions

Major additions to tenured staff

` Organizational changes

- Analyses leading up to such decisions

-3-



Results of Planning

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

"planning" as a "plan.' It is more useful, however, to

realize that the results of planning analyses and decision

making are budget allocations, program authorizations 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. --

Results of planning

Budget allocations

.Capital program allocations

Program authorizations

budget

personnel
facilities
facilities

Project approvals

Newlregulations or guidelines
(policies)

Organizational changes

personnel - position

function - group .

(Not a "plan")

-4-



An Example of Planning

Consider the more visible process of "planning an air-

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.

The first, thing 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.
1

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 report). The base case analysis also esti-

mates the fuel (resources)required. Note that this analysis

requires a prediction of flight path, presumably using know- 1

ledge of the theories of flight. .

Now a comparison is made to see if the base case path

will reach the goal, the destination. Assume, as is often

the case (at least in educational planning) it will not.

(At this point a review could be made to see if the desti-

nation needs to be changed.) The difference between the

predicted position at some point in the future and, the

destination is called a gap or. discrbpancy". Obviously one

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

gaps.

-5-
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There may be several gaps, in relation to the several

different aspects of the goal. The obvious possible gap

is that the present flight path will miss the destination.

Another gap could be between the extrapolation of the

present flight plan and the closeness to an obstacle.

A third indicator of the progress toward a goal is the

passengers' level of comfort. The desire to reduce a gap --

eliminate a discrepancy -- to a certain level by a specified

date is called an objective. Since a crash is worse than

missing the destination, avoiding the 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., suggestions from

crew members or ground centers). Each alternative is care-

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

Now there must be a process of comparing. alternatives. They

are compared in terms of probability of reducing the gaps

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

ness analysis and again requires an ability to p-redict the

consequences of undertaking the alternative. To predict.

requires some method of interrelating many factors (in this

case: wind, speed, obstacles,'fuel, weather) to compute

the future location of the plane. One way to do this is in

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

-7-



located six feet underground.) Experience proves that more

formal prediction methods lead to better results.

More formal prediction procedures are explicit, so that

they can be checked and corrected. They also are based on

models or theorieb, 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

. Revise goals, if necessary

. Analyze gaps -- comparison

. Set objectives and priorities

. Propbse alternatives

. Predict consequences of alternatives

-8-



. Select best alternative(s)

. Put plan into effect (authorizations and
budgets)

Process
characteristic
(distance from
destination)

Base Case

-9-



Choosing an Alternative

We have identified three feasible alternatives, numbers

1, 2, and 4. In the upper right hand corner of the chart,

we see how these are rated in terms of the two principal

indicators, comfort and timeliness. Timeliness has a specific

measure, number of hours late. Comfort is rated on an arbi-

trary opinion scale. (Notice that the decision maker must

predict what the comfort and timeliness will be along each

alternative path. This process of prediction is relatively

easy in the'aircraft example but difficult in a real educa-

tional situation.)

Next we have the problem of combining comfort and

timeliness into one overall measure: Often,this cannot

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

estimate of benefit or effectiveness shown in the figure

on the center of the chart. We see that the alternatives

are increasingly costly (in terms of gasoline used and

operating costs) but with, increasing benefits. The choice

between 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.)

-10-



C
h
o
o
s
i
n
g
 
a
n
 
A
l
t
e
r
n
a
t
i
v
e

B
e
n
e
f
i
t

A
l
t
e
r
n
a
t
i
v
e

C
o
m
f
o
r
t
.

T
i
m
e

1
+
1

-
3

2
J
.

-
1

-
1

4
+
1

-
2

C
D C
o
s
t

b
a
s
e
 
c
a
s
e

1
/

A
l
t
e
r
n
a
t
i
v
e
 
3



Review of Concepts

This example brings out the concepts shown in this

chart. It is important to note that we must develop in-

dicators first, next measure the gap between where we

expect to go and where we would like to go and then set

objectives. (Some of the literature on planning implies

that objectives follow directly from goal statements,

which is difficult to do.) We also have been intro-

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

an alternative.

This planning process can be applied at any level of

management, but I will speak especially of its application

to the agency or school district level.

Review of Concepts

Goal - general statement of the ideal or
desired future

Xndicators - measures of progress toward goals

Process Characteristics - measure of the extent
and quality of the process, (not directly
related to goals)

Gap - difference between predicted and desired
level of an indicator

Objective - gap to be closed

Priority - rank of importance of objective
to goals

Base case - no-change plan

Alternative - different plan

-12-



Comparison of the Education and Air Planning Examples

Just to be sure we see the relationships, this chart

shows corresponding concepts for the example and a school

district.

Comparison of the Education and Air Planning Examples

Goal:

Indicator:

Education Plane

Basic Skills Be on time

Test Score Lateness in
hours

Process Student/ Distance from
Characteristic: Teacher destination

Miles per gallon

The Process of Planning

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

on budget_preparation. Preceding budget preparation there is

a period of planning. Following the budget approval, the

activities, authorized by the budget, are carried out. "Manage-

ment" is the process of insuring that these activities are

carried out according to plan and other institutional guidelines

and constraints.

-13-



You nay not recognize the planning period as a specific

function because in most institutions it iS quite informal.

It consists of all those activities, many taking place in

the hallways, where' people negotiate and bargain with each

other. Sometimes they undertake specific isolated studies

in order to justify their own budget requests. Much of the

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

discussions.

The main point of this discussion is that this planning

process can be done on a formal basis, that-is, as a series

of prescribed steps. Each phase of the analysis and clecision-

making is predefined, although of course, the specific values

and decisions are not. The roles of the various people in the

process are clearly established as is the way in which they

are appointed to the role.

:Process of .Planning

I Deci- :Budget
Planning sions Process
Analyses 1

Management

Action

Planning

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 agency should have a

'firmly established, annual process which involves the

following steps:

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

1. Forecast the population's status and desires.

2. Forecast enrollment 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:

. The planning staff predicts the future of the educational
system assuming present policies, plans and program
activities and the needs (or demand) forecast in A. (The
"base case" planprediction.)

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.

'ND

-15-



Process of Planning II

Informal

Negotiations

Bargaining

Special studies

Formal

Analytic processes predefined

Roles predefined

Sequence predefined

STEPS IN PLANNING

A. FORECAST ENVIRONMENT

1. Population status
2. Enrollment
3. Revenues

-1w=Mws.I.1=mma

B. PREDICT EDUCATION SYSTEM OPERATIONS

1. Current status
2. Prediction

C. SET POLICY

1. Analyze prediction
2. Set objectives
3. Set priorities.
4. Announce

D. DESIGN IMPROVEMENTS

1. Determine what is likely to work
2. Design
3. Submit proposal

E. COST-EFFECTIVENESS

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

P. DECISION

1. Select coSt-effectiveproposals
2. Approve & implement

-16-



3. Set priorities between objectives.

4. Announce the objectives and priorities:

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

1. Utilize previous experience, empirical studies and
research results to suggest fruitful Changes to
move a part of the system toward an objective.

2. Design the new or changed course, activity, service,
information program, etc.

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

E. The planning staff analyzes the proposals to rank them.

1. Select proposals mostigaikely to accomplish high
priority objectives (several different groups
might be selected).

2. Pkedict (using same techniques as for B-2) the
indicator levels and resource requirements for
each group of proposals.

3. Compare the costs, in dollars and manpower require-
ments, and the benefits, in terms of outcome indi-
cators. Identify fortfinal decisiohs, the group of
proposals which most nearly meet objectives (and,
hence, overall goals) within feasible revenue levels.

F. The decision-makers make decisions 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,feeIs relevant.

2. Support the implementa4ion'programs by:

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

b. Monitor the new activities to insure they are
carried out per plan.

-17-



Prerequisites for Formal Planning

This discussion is not meant to imply that formal

planning is always better than the informal mode. Hcni-

ever, should an agency decide that formal planning does

have some advantages, and it does, then there are certain

prerequisites. The advantages of formal planning are

largely twofold. (1) It forces all participants to

examine alternative and weigh carefully their outcomes.

Charisma, emotions, friendships and irrelevant factors

are somewhat reduced. (2) Formal planning tends to pro-

vide the documentation necessary to explaj:._ the resulting'

decisions and budgets to the tax-paying public, as well

as to faculty, staff and students.

In order to accomplish such a planning cycle, the agency

must have developed a positive attitude towards a formal

process. The leader of the agency must give it support. An

appropriate-planning analyst must be available who_cn guide

the process, see that the steps are carried out and have the

necessary computations performed.

The agency must have established the appropriate goals

and have chosen indicators for measurement of progress

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 report format is the so-called program

structure.

One essential feature of formal planning is that a.

common data base is available which contains information

which everyone can utilize for analyses and comparisons.,

Thus, an information system is required. It need not be

a complicated computer-based system, but there must be a

conscious effort to accumulate, record and report the

necessary data - which is usually more than just account-

ing data.

Prerequisites for formal planning

Attitudes

Leadership

Staff

Goals

Indicators

Report formats
(program structure)

Information system

Computational aids (=dais)

Computational Aids

Finally, Aophisticated agencies may wish to us9.

formal computational aids for forecasting factors such

as enrollments and revenues and for computing the re-

source requirements necessary for various alternatives.

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

-19-



In education, another computational aid that 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 requirements predictor

Personnel

Facilities

Equipment

?? Educational effect prediCtor ??

Information System for Planning

Information for planning can usually be derived

from other data systems which are used for operational

activities, such as, accounting systems, personnel record

systems, test score processing and so on. That is, much

of the data is already available.

One of the advantages of developing models to aid

in the decision making is that the models specify very

exactly what data is required.



Information System, for Planning'

Should utilize other data systems

Much of the data already available

Models help define data requirements

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

tional budgeting, contract negotiations, and student schedul-,

ing are each programmed into the routine operation of the

school district and proceed along a somewhat standard string

of steps to produce an expected result. As with these other

administrative activities, planning involves organized efforts

of district personnel scheduled as a series of specific

activities. Figure 1 charts these activities.

During the Spring months, in preparation for planning,

the superintendent is encouraged to appoint the following

season's planning committee. Appointed early, the committee

members are able to prepare for the fast moving but thorough

planning events in Spring and Fall. In April, say, 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

-24-



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.

Figure 1

LEA VOCATIONAL EDUCATION PLANNING SYSTEM

SUPERINTENDENT

Set up Planning
Committee

STAFF PLANNING COMMITTEE

Provide opportunity for
Planning Committee members
and appropriate staff to
attend Spring Workshop

Planning Committee
Training formal or
informal)

Make staff
Assignments

Data Collection and
Manpower and Social
Demand Forecasting

Running the Base Case

Project
Evaluation

Kick-off Meeting
1st Planning Committee Meeting
. Review Base Case and Forecasts

2nd Planning Committee Meeting
. Brainstorm Goals and Objectives

3rd Planning Committee Meeting
. Approve Recommendations for
Board

Board Meeting

Issue Policy Memo

Project
Review
Tel=

Receive
Project
Proposals

Review
Proposals

Translate
For Model

Run Model
Simulations

4th Planning Committee Meeting
. Selection of Best Plan

Board Meeting

Plan Approval

Preparation of the Budged

May, 1973-25- Government Studies & Systems



\of 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

- Student 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

of 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 categories 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 communication regarding district
operations.

Analysis of the Data and Setting Goals and Objectives.

Once data about the district has been collected and presented

thromfh 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, program costs and facility use? And what do

these trends mean? What county trends in manpower needs

and social demand are afoot with implications for the

district?

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? What should

our objectives be over this coming year? Over the next

five years?



The first series of planning committee work sessions

culminates 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 planning 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, employers. Each proposal

provides a description of specific proposed activities or

policy changes, a statement of the anticipated outcome, an

analysis of the proposed changes' impact on operations, and

a justification or rationale for .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 proposals 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



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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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 (for

LEA's whose budgets are approved.the next Spring). It is then

that the planning committee for the following year is appointed

and an opportunity for training of the committee members provided.

A, FORMING THE PLANNING COMMITTEE. This committee is called

upon to assist the board in providing direction for voca-

tional activities. To attain responsiveness of planning to

the constituents of vocational education, an LEA might chose

a committee comprised of ten-to-fifteen members drawn approxi-

mately equal number from members of the board, the student

body, the faculty, administrative_staff, and the local business

community. The superintendent is automatically considered one

of the members on the committee and also the convener of the

group.

Initially, the superintendent might appoint all of the

committee members or he might perhaps call on teachers and

student groups to appoint members:- -Once the district's

first planning committee has been established, the superin-

tendent might ask that group to recommend to the board

alternate methods of selecting future planning committee

members.

The planning committee should be appointed in the Spring

well in advance of the start of the formal planning cycle,

and, often, of course, will be a continuation of the existing

committee.
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B, TRAINING THE PLANNING COMMITTEE, The superintendent should

see that each member-of the committee gets a copy of this

user's manual. However, no other preparation would be more

productive than to give the newly appointed committee members

an orientation in issues and background important to voca-

tional educational planning; for example.:

. Current problems and efforts in the measurement of

student achievement.

. Vocational education financing

. Current trends in curriculum and technique

. School district operations

The planning model is useful,in helping committee members

see some of the relationships and data. Its use in orienta-

tion will be made explicit below. The orientation could at

a minimum consist of selected reading material provided each

member. A more thorough approach would be the establishment

of a Spring series of seminars which would also be open,

space permitting, to the entire board-as well as to other

students and faculty.

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

tion of the sahool district, it should be apparent that the

more effort expended in such training, the more meaningful

and produdtive will b the planning.
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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. Description 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 section). He should have as his

full-time job performing this staff work, supporting the

planning committee, and seeing that the planning process

_stays on schedule.

a. Data Gathering

Staff will have to extract data from the schools'

files in order to complete a series of forms. These

forms are set forth 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. Some 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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Staff

Clerk

Table 1

EFFORT REQUIRED FOR DATA COLLECTION

First Year

20 Mandays

Subsequent Years

10 Mandays

3 Mandays 20 Mandays
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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 vocational 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 demand, pos-

sible revenue levels, and costs factors.

c. Preparing the Base Case

He will have to complete the data forms in the

prescribed manner and forward these to the computing

service which has been set up to do the computa-

tions. (The computing service will keypunch the

data and run it through the computer system.)

Staff will be expected to check the computer-produced

outputs (both intermediate and final) for accuracy

and completeness. He is responsible for making

corrections and insuring that the base case reports

are properly prepared. Instructions for preparing

the base case and interacting with the computer

service are presented in Volume III (Local Education

Agency Planning Analyst's Procedures).
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The planning coordinator is responsible for

disseminating the base case outputs to the planning

committee and explaining 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

various faculty, student, administration and other

groups to prepare proposals for projects or program

changes which will help meet the objectives.

e. Proposal Analysis

He is responsible for analyzing the proposals

to insure that they contain the required data. He

re-runs the computer model with various combinations

of proposals. This is done in cooperation with plan-

ning comittee in order to help them explore the

consequences of adopting various 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 member 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 Description

General

A planning coordinator works under the direction of the

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 decision-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 would 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

1. 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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Exhibit I (cont'd)

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

based system for this purpose.

3. Insures that all reports required for planning, regular

and requested on an ad-hoc basis by the decision-making

group, are provided.

4. Makes certain that the steps of the annual planning cycle

are carried out.

5. Makes certain that estimates of the consequences of

future activities are computed accurately, disseminated,

presented, and explained to interested parties.

6. 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.

7. Works with various schools and departments and other

community groups to develop proposals for projects and

program changes which will help meet established objectives.

8. Analyzes proposals and assists the decision-making group

to select that set of proposals which are determined to

be most suitable.

9. Works with faculty in efforts to implement approved

proposals.

10. Works with funding 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.

Requirements

Education

The planning coordinator should have graduated with at least

a B.A. or B.S. in Business Administration, 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

years in dealing with formal planning procedures and two (possibly

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, especially 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 projections. 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 should 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. Questions about user'

manuals or the time schedule would be answered.

After the first year, this first meeting will also

feature a review of last year'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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II I , DATA COLLECTION
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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 planning collecting data. Presented on

pages 111-3 thru 111-5 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 planning data set, last year's

district plan 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.

2. THE TIME-FRAMES IN PLANNING. To assess where a school

district has been, and is now, and to investigate alterna-'

tive futures 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 matter area of the datafto be compiled (teachers,

students, facilities, etc.), it will be helpful to cate-

gorize where 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 last

year.).

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

last June and for which we planned two years ago.

c. Forecaqts of the years coming up (years 1 through 5).

To determine which data elements fall into each of

these categories, refer to columns 2, 3, and 4 of the

planning data set matrix on the next page.

3. NEW DATA ABOUT 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 about last year,

used to generate a historic perspective of the district

by which to judge the continuity (or discontinuity) of

planned futures, and generally 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-

tution allowance, and direct material, supply, travel and

equipment expenditures.

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

ment and decision-making which takes place during the

planning cycle requires 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 designed

to provide estimates of manpower needs and social demand

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.

Volume II of this series of manuals contains the

data:input forms and detailed instructions.
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IV. THE DISTRICT PLANNING MODEL

/
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A. 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 or one of a set of other perspectives impor-

tant in educational planning -- e.g., as student, teacher,

parent, employer, etc. and (2) an understanding of the opera-

tional dynamics of the school district.

The experience and perspectives represented on the plan-

ning committee are primarily a function of the care which goes

into the selection or appointment of the committee. Under-

standing what makes a school district tick, then, becomes an

educational task for the committee members themselves --

task which is greatly facilitated by the district planning

model.

The district planning model, described below, is'com-

prised of eight sectors, each one representing a major operat-

ing center or otherwise active component of a school district.

(See Figure 2.) Reports produced 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 functions, among which are:

Knowledge

. Increasing our knowledge about institutiorlzed

education. The very process of having to define
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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 investigation of the effect of alternative

projects, programs or policies.

Communication

. As an aid .or communicating district functions

and budgets.

B. THE MODEL SECTORS

1. Administration and Overhead. Identification of the

school district, and district-wide overhead cost figures

are available from this sector of the model. Overhead

projection, for future years are developed on the basis

of given overhead rates applied to future enrollments

(sector 8), future teacher staffing (sector 2) or other

such criteria (adjusted for inflation).

2. Teachers. Teacher availability in number, periods per

week, and weeks per year, plus teacher cost data are
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available from this sector. Teacher requirements are

developed through interaction with student enrollments

(sector 8), programs (sector 6), and course periods

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

requirements, through interaction with student enroll-

ments (sector 8), programs (sector 6), and course periods

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 equipment expenditures and equipment mainte-

nance costs are available from this sector.

6. Programs. Program identification data, completion (of

program by student) and placement rates, desired average

class size, manpower needs and social demand are gener-

ally program - centered and reside at this time in

this sector. Manpower needs and social demand are fore-

c'asted through methods detailed by accompanying manuals

and entered 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 thissector.

It is important to recognize that this version of the

district planning model deals almost exclusively with operat-

ing characteristics of the school district. Such a base is

essential as a building block toward more sophisticated

educational planning. Natural evolution of the model, through

actual use in planning, will undoubtedly entail qualitative

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 another "picture" of the planning model and of the

school district itself.

Described in the previous two sections are the basid

sectors or components of a school district. Pictured here

is a conceptualization of how these sectors interact in "real

life" to produce the phenomenon we know of as a school dis-

trict. (See Figure 3.)
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FIGURE 3

THE LEA VOCATIONAL EDUCATION PLANNING SYSTEM

Courses

Overhead

Manpower Needs
and Social Demand
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Planned Program Enrollment

Teachers
Required

Facilities
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Materials
Supplies
Travel

V

Equip

I,- COST/BENEFIT ANALYSIS
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As shown, student enrollment has perhaps the greatest

impact of any factor on all other components of a vocational

school district. Program enrollments beget course enrollments,

which translate directly into teacher, facility and other

resource requirements. This picture of the model also under-

scores the desired subordination of all operating components

to higher-level considerations 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 progression of

review: From indicators of district objectives to enrollments

to subsequent operating characteristics and finally to a

summary of operating costs. (Volume II contains examples of

all the reports produced by the model.)
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May, 1973

PLANNING MODEL EXAMPLE REPORTS

INDEX

1. Planned Program Enrollment

Page

60

2. Manpower Needs Fulfilled 63

'2a Manpower Needs Fulfilled Summary 68

3. Social Demand Analysis 71

3a Social Demand Analysis Summary 75

4. Planned Course Enrollment 77

5. Program Descriptions. (two parts) 81 & 84

6. Teaching Requirements 87

7. Teaching Expense 92

7a Teaching Expense Summary 97

8. Stations Required (by, program) 99

9. Facilities Status 104

10. Equipment on Hand and Maintenance Expense 108

11. Material Supplies and Travel Expenses 110

lIa Material - Supplies and Travel Expenses - Summary 114

12. LEA Overhead on Per Unit Basis 116.

13. Total LEA Costs 118

14. Total Program Costs 120

14a 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 the 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

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

years listed under plan-year. The first year

will always be the current school year, and the

other five years are the subsequent years in vthe

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.)

-60-



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

plan.

PURPOSE: These enrollment levels are a very basic decision.

They represent the extent to which the LEA plans to meet

demands. On the basis of anticipated program enrollment,

course enrollments, resource requirements will be calcu-

lated. The planning group should carefully review these

levels within each year of each program. If there are several

different assumptions about future enrollments under discus-

sion, the model can be re-run for each.

(V.
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REPORT TITLE: ManpoWer Needs Fulfilled

DESCRIPTION: Each program can be evaluated according to the

percentage 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 fLgure is based on the percentage 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 (STUD-COMP) - The number of student

completing their program and ready for job, placement

(whether graduated or not). This figure is calculated by

, taking the number of students in the last year of.their

r.
program, and multiplying ay the cmpletion rate (opposite

of dropout rate).

5. Students Placed (STUD-PLCD) - The students completing a

1

program, multip1.3,ed by the placement rate associated

with it.
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6. Percentage of Manpower Needs Met (PCT-ND-MT) The com-

parison between students placed and the LEA's require-,

ments in that occupational area.

PURPOSE: Fulfilling certain manpower requirements is one of the

essential goals of vocational education. Analysis of these

figures will show to what extent individual programs of

instruction are meeting those needs, and in what areas pro-

blems-may be developing. Each program can be checked to

determine its effectiveness in this regard. This may lead

to a need for alternative plans with different enrollment

patterns.

_ It is recognized that these are only approximate fore-

casts, because of uncertainity in regard to the county fore-
,

cast, 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

1. County Manpower Forecast (COUN-MAN-FOR) - The sum of

county manpower forecast openings for all programs in

rthat 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 of their programs.

4. Students Completing (STUD-COMP) The total number of

students completing across programs.'

5. Students Placed (STUD - -PLCD) Of the students completing

the last year of their programs, these are the total

number finding employment in their skill area.

6. LEA Manpower Percentage (LEA-MAN-PCT) - This is the

overall percentage of county manpower requirements Bening

met by the LEA.for any year,: across- all programs. It is

calculated by dividing the total LEA requirements by the

6
total County Manpower Forecast (X 100.0).
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7. LEA Completion 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 studehts fi.the. last 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 composite figures identify trends by year.

Policies which affect the future course of decisions to be

made in an LEA may first appear clearly in this area.

rl
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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

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

planned for in that year.

DEFINITION OF FIELDS:

1. Social Demand (SOC-DEMAND) An input which represents the

staff's best approximation of the-number of students who

would like to enroll in a program in a given year (that

is, the enrollment in the.situation where everyone who-

applied could be accommodated).

2. Students in First Year of Program (STD IN FSTYR) - AlSo

input data, this is the number of students currently

planned for in each program. These figures reflect a

decision made and take into consideration 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.

PURPOSE: Because enrollment generally reflects built in constraints

_ (plant, teachers, revenues available, etc.), the comparison

to social demand highlights the extent to which those students

who have expressed an interest in a program cannot be served.

For many districts, closing this gap will be a primary Objective.
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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 previous report.

DEFINITION OF FIELDS:

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

Students in First Year of Programs - The total figure
.

across all programs.

3. Percent Demand Served - This is calculated in the same

manner as the program social demand served.

PURPOSE: While the social demand analysis by program provides

a more sensitive measurement, the overall analysis of this

need 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 each program there are many possible courses

which a program major may take. This report is a detailed
0

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 more automatic estimation of course enroll-

ment may be developed.)

DEFINITION OF FIELDS:

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

of each program are accounted for. These may vary by

program.

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

the district.

. -

3. Course Type (COURSE-TYPE) Code used for distinguishing

between instructional areas:

V - Vocational Courses

- Related Courses (Applied Science, Applied

Math, etc.)

M,S,E,G, - Non-vocational Courses coded by subject,

E for English, etc.

4. Office of Education Codes (0E-CODE) - An eight digit

cumber applicable. for. the motional course.
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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

within a specific program year.

PURPOSE: Analysis of this report Till indicate, among other

things, which-courses have reached enrollment capacity, or

are far underutilized. This data should be checked for

accuracy, because it inflUences further computations.
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REPORT TITLE: Program Description Periods Per Week by Course

DESCRIPTION: The basic descriptive data is displayed, for

every course within, a_ program that has a current or projected

enrollment'. This report is the periods per week that each

course meets.

PURPOSE: Among the many possibilities that may be altered during

the planning cycle is basic course data. Neither the periods

per week .a course meets, nor course length, need be a fixed

value. Alternative combinations can be tested and'evalua-,-

tions made &f the results. This report, and also the

-following report, provide the planners with an up-todate

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 period. See "Program Description

Periods Per Week Per Course.
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'REPORT TITLE: Teaching Requirements

DESCRIPTION: This report displays the teachers required to

operate the programs and courses at the plannedlevels of

enrollment. The data used to compute these

also presented.

DEFINITION OF FIELDS:

1. Average. Class Size (AVER -CL -SIZE) This

It is a decision: the desired class size

within each program for each of/the five

The current Tear-figure is calculated

basis:

AVER-CL-SIZE = (course en/rollment x course
course/length)
(teachers available x teacher periods/week
teaching weeks)

= Student Periods
Teacher Periods

2. Teaching Periods (TCHR -PDS.) - The number

requirements is

figure is input.

for-the courses

planning years:

on the following

periods/week x

week a full-time teacher is available to

program; an input.

of periods per

teach this

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

a teacher will be instructing this program; an input.

4. Teachers Required (TCHR-REQ) - Calculated by:

x

(Course Enrollment x- CoUrse.PeriOds/Week x Course Length)
(Average Class siTeTTElng Periods x Teaching Length)



For the current year, teachers required will be equal

to the teachers available. If the heading "Rounded to

Nearest .5," appears on the report page, the required

teacher figure has beeh rounded either up or down to

the nearest half teacher. (This option can be specified

before running the model.)

5. Teachers Available (TCHR-AVL) - Current Year teachers

available is input. Otherwise, TCHR-AVIL.= TCHR-hEQ x

(1 - Vocational Tea-er Attrition Rate); that is, the

cteachers in the last year less attritiion.

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

between teachers required and teachers available. A

negative number indicates an excess of teachers avail-

able.

PURPOSE: Given certain basic teacher load information and

desired average class size, the teachers required in any

given year,are calculated. This information is helpful in

planning future hiring. It is also used in calculating

program cost data.

-88-H



1

90LYTECHNICAL PEGToNAL VOCATIONAL DISTPICT - JONF. 197?
?TEACHING PFOHIPFHcNT5

-1..F_VFL FROG-MEN YP06 -Nm.1,-

00499 0J0THT9UTIVE FOOCITION

00709 HF4tH srPvIcFs

0042 C1.0fHING TEcHNOLOGY

CO
VD

01400

.01703

OFFTCF OccoPATIoNs

AOTO mECHAwICS

n1710 HoILOING T460Fs

01713 IAIDAFTING

01714 FLFC1:91CAL Ti AIIFS

01719 99TNTING WAITS

PLAN-YEA0 A1/H4-CL-SI7F TC0P-SOS .1CHR-WKS TCH9-PEO .TCHP-AVL TC:-HI0FS

107? 13.4 30.0 iN.n 1.5 1.5 .0

1073 30.0 30.0 36.0 1.0 1.? -.?
1974 30.0 30.0 36.0 1.n .8 .?
1975 30.0 30.0 16.0 1.0 .4 .?
1976 10.0 30.0 16.0 4.0 .9 .?

1977 30.0 30.0 3,6.0 I.n .9 .?
197? 1P.0 16.0 16.0 1.n 1.0 .0

1973 111.0 15.0 36.0 1.0 .8 .?
I974 1m.n 14.n 36,0 1.0 .9 .2
1975 18.0 15.0 16.0 1.0 .8 .e
1976 113.0 15.n 36.0 1.0 .8 .?
1977 14.0 15.0 /6.0 1.0 -R .?
197? 11.9 30.0 36.0 1.n .n .0

1973 25.0 0.0 i6.0 1.0 .8 .2

1974 25.0 30.0 36.0 I.n .9 .2
197s PL,.0 30.0 36.0 1.0 .9 .7
1976 26.0 30.0 36.0 I.n , .9 .2

1977 30.0 14.0 1.,' 4 .2
1972 10.9 36.0 A6.0 6-0 11.0 .0 ,

1973 10.0 35.0 36.0 PO f...9 -2.9
1974 30.0 35.0 16.0 3.0 1.6 1.4
1975 30.0 35.0 16.0 1.n 2.4 .6

1976 in.0 1S0 16.0 3.0 ?.4 .6

19/7 30.0 35.0 16.0 4.' 2.4 1.6
197? 16.5 30.0 16-0 I.n 1.n .0

.1973 25.0 30.0 36.0 1.n .8 .?

1974 25.0 30.0 X36.0 1.0 .9 .?

1075 25.0 30.0 '16.0 1.0 .8 .2
1976 25.0 30.n 16..' 1.0 .8 .?

1977 30.0 36.0 1.0 .8 .2

197? p?-0 30.0 16.0 1.0 1.0 .0

1973 ?L..° 30.0 360 ),0 .9 .?
1974 p5.0 30.0 1.6.0 1.0 .9 .?

1976 PL,.0 30.0 16.0 1.0 .9 .?
1976 30.0 36.0 1.0 .8 .?

1(177 25.0 30.0 36.0 1.n .9 .?

107? 111.0 30.0 -0,0 1.0 1.0 .0
1973 30.0 36-0 1.0 .4 .?

IQ/4 30.0 _.,500 1.0 .51 .?'

1975 26.0 30.0 36.0 1.0 .9 .?

1976 30.0 36.0 _.n .9 .?

1977 25.0 30.0 46.0 1.0 .0 .?

197? 19.s 30.0 36.0 1.n 1.n .0

1973 25.0 10.0 36.0 '.0 .4 .?

1974 25.0 30.0 36.0 1.0 01 .?

j 1975 30.0 16.0 1.0 .9 .?

1-76 ?5.0 30.0 16.0 I.n .8 .?

1977 ".0 30.0 36.0 1.0 ,R .?
197? 22.0 30.0 16.0 1.n 1.0 .n

1973 ?5.0 30.n 16.0 1-n .8 .2
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REPORT TITLE: Teaching Expense

DESCRIPTION: A detailed report on teaching expenseS for each of

the programs in the planning period.

DEFINITION OF FIELDS:

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

ing salaries for entering teachers (ife., new teachers)

are supplied for each program. The entering salaries

for each of.the plan years are calculated according to-

the entering salary. increment (alsoinput) which is like

an adjustment for ,,inflation.

. Average Salary (AVER -SAL) -.This is handled in the same

manner. as. entering salary: Current year is input and

subsequent years calculated on the basis of average

salary increments.

.3. Base Salary: (BASE-SAL) - Teachers Salaries fOr the

program based on both those returning, and newly hired:

BASE-SALARY = (AVER-SAL x TCHR -AVL) + (ENT-SAL x TCHR-HIRES)

4. Fringe Benefits (FRINGE-BENE) The fringe benefits rate

times the base salary yields the dollars for benefits

in each program.

5. Substitution Expense (SUBST -EXP) - This is computed as

the base salary V.mes a substitution present allowance.

-92-



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

base salary, fringe benefits, and -substitution expenses

for any year.

1

PURPOSE: To identify the costs associated with teachers in each

program.
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REPORT TITLE: Teaching Expense - Summary

DESCRIPTION: This report provides in an aggregate form the

projected teaching expenses in vocational-education pro-

grams within the LEA, with a breakdown of the various

components of that cost. Each of the data fields -- Base

Salary,ii Fringe Benefits, Substitution Expense, and Total

Teaching Expense -- are totaled across all programs for

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

DESCRIPTION: This` report. presents the facilitieS (classrooms or

labs) stations,and corresponding calculated amount of square

feet required for each program.

DEFINITION OF FIELDS:'

1. Space Type - The unique code number assigned specifically

to :a particular facility type (e.g., auto
a

mechanics. lab).

2. Space Use - A code used-to identify whether the

facility is used for:

V - Vocational

N - Non- Vocational.

R - Related

3: Facilities. Required (FACREQ) The facilities required,

calculated for each Space Type by dividing

the total number of stations required by

the desired average class size designated

for that space type.

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

pares 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
Facility is Available x Station
Utilization Rage)
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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.

. Square Feet Required (SQFTREQ) - The footage required for

each station, times the stations required,

produces this figure.

PURPOSE: Shows the facility resource-requirements for each

program. Where several types of space are used in a

program, each is 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:

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

of this space type available, an input. This will

include changes due to construction protects to be

completed during the. period.

2. Stations Available (STAY - AVAIL) - The number of stations

available in the particular space type. Changes by

year are reflected.

3. Station 'Utilization (STAT-UTILIZ) - Desired levels of

station utilization supplied as an input based on typical.

experience (but adjustable to explore the effects of

new scheduling procedures). This figure is a ratio of

expected actual.use to capacity. (Because of schedul-

ing realities, this is rarely over 90%.)

PURPOSE: While the previous report displayed various facility

levels by program, this set of reports collects data by space

type (since it may be shared by several programs). The pur-

pose in doing this is to allow for the analysis of basic

facility requirements. The comparison of facilities required

and available, or of stations required and available, provides

keys to what type of additional facilities will be required

and when.

-104-



v
u
T

9
E
v
e

-
-
C
4
7
2

u
I

V
'
b
e

u
I1
'
1

8
'
9
.
e

v
e
\

1
e
2

a
'

1
'
2
2
-

b
'

4
7
l
 
e

b
'

u
s
e

v
o
t
e

b
'

.
e
'
l

9
L
I

9
L
I

L
'

E
'
L
l

L
'

U
v
I

L
'

L
I
f

L
.
"

k
i
o
e

4
7
'
6
2

I
v
'
b
e

£
1
C

C
E
C

C
T

L
S
C

e
9
1
7

e
'
I
,

1
'
2
2

6
P
e
e

6
v
r
:
d

6
s
e
2

6
'

v
'
u
e

v
6
L
1

e
1

1
'
2
2

'
6
'

I
'
e
e

l
'
I
e

v
s
L
I

L
'
S
'

C
C
1

!
"
,
1

1
.
e
e

6
*

P
e
e

6
'

V
"
C
e

b
'

U
"
b
2

0
'
1

+
7
S
e

t
e
?
.

6
'

P
e
e

a
'

7
"
V
e

6
'

U
b
e

U
'
1

1
7
'
1
2

b
'

0
6
1
.

d
'
I

O
'
S
H

O
'
U
d

O
'
S
L

O
O
L

u
S
9

5
1
4

0
0
1
1

O
'
s
L

U
'
u
L

0
5
9

O
b
v

u
'
b
v

U
'
O
R

u
S
L

u
'
u
4

(
s
(
)

O
b
u

u
'
b
w

U
'
O
V

O
S
L

O
'
o
L

O
'
S
9

u
S
H

u
'
b
v

u
'
O
R

U
u
L

0
S
9

u
b
i
i

u
S
u

.
0
"
0
1
3

U
0
/

O
'
S
9

u
s
v

0
S
u

U
'
O
u

U
'
S
L

V
O
L

u
S
9

U
S
U

0
(
1

U
'
O
u

U
'
b
L

O
'
b
9

u
v
l

s
e

u
'
s
e

u
s
e

u
s
e

u
'
 
s
e

u
s
e

u
"
s
-
d

u
s
e

u
S
e

u
s
e

U
'
 
!
,
C

u
v
d

(
I
'
v
e

U
'
v
e

u
n
e

u
'
f
7
e

u
"
v
e

u
'
b
e

U
.
n
e

0
.
.
S
e

u
,
.
e

S
e

u
s
e
.

u
'
s
e

u
'
s
e

u
s
e
-
,

u
s
e

u
s
e
,

u
b
e

u
,
s
e

u
"
s
c
,

u
b
e

u
"
s
e

u
s
e

u
s
e

O
'
b
e

U
k
,
e

t
i
e

U
'
 
!
,
C

t
i
S
e

U
t
l
e

U
n
e

0
A
b
1
v
i
S

O
d
a
j
V
A

Z
I
1
I
1
1
1
7
1
V
I
S

1

I
S
J

uItiJuIu'I
N

'
U

'I'
u'l
O

I
O
l
0
I

U
.

u
'
1

0
'
I

0
'
l

o
I

u
T

0
'
1

O
I
U
I

0
i
I

U
1
0
1

U
'
I

u
I
u
(
u
l

u
I
0
1

U
.

U
I

U
IUl
0
I

0
'
1

0u
I

U
*
1
-

0u
l
U
I

U
'
I

O
'
I

U
I
0
I

U
'
I

0
I

0
'
1

U
I

U
'
I
'

e
L
h
1

S
,
Q
1
A
r
z
3
 
s
 
H
I
 
1
v
3
k

A
*
A
A

L
L
h
t

4
/
0
1

v
t
h
l

t
:
L
h
l

e
L
m
l

S
J
O
v
b
i
 
A
N
I
H
O
V
h

A
e
C
u

L
i
b
'

9
L
1
1
1

'
n
t
(

V
Z
h
i

e
L
h
f

5
 
4
0
1
,
m
1

A
n
e
u

L
L
b
l

'
i
k
h
f

7
 
/
h
l

L
i
t
:
1

C
trl

9
N
T
1
 
i
v
m
u

A
I
e
u

L
I
 
h

[

i
L
t
d
.

U
l

e
L
n
1

A
U
V
O
I
A
N
h
U
.
,

A
v
l
u

L
/
6
1

w
.
,
)
t

y
L
h
l

ti
ht

e
L
h
l

s
U
u
U
J
 
1
v
I
:
J
b
3
w
H
U
.
)

1
1
1
,
3
'

9
1
6
1

f
/
L
n
t

t
j
r
i

e
/
6
1

A
U
O
C
I
N
H
J
A
I
 
9
N
 
1
 
1
3
1
0
1
.
)

9
1
0

4
4
0
.
1

q
t
h
l

s
/
6
(

t
'
/

1
-
1
(

C
L
b
t

S
J
U
V
t
i
l
 
,
J
t
v
i
c
r
i
t
o
H

A
L
t
6
1

/
6
1

7
/
A
-
1

2
:
P
1

d
i
b
l

S
i
)
I
N
V
H
D
d
h
 
U
l
f
I
V

A
s
u
0

I
v
A
v
-
i
v
i
S

-
1
1
v
A
v
-
J
v
J

W
I
A
A
-
N
V
i
d

J
$
N
V
N
I
-
4
-
J
V
d
S

J
S
M
-
3
3
v
d
S

I
S
A

S
J
I
1
I
l
t
3
v
2

-
A
N
n
r
 
-
 
1
3
I
H
I
S
I
O
 
1
V
N
O
I
l
v
j
O
A
 
-
I
v
N
O
I
9
3
m
 
1
V
J
I
N
H
.
D
.
g
1
A
-
I
U
d



7

P
O
L
Y
T
E
C
H
N
I
C
A
L
 
P
r
-
r
;
T
O
m
A
L

F
A
C
T
L
I
T
T
F
S
 
S
T
A
T
U
S

c
p
A
c
F
-
T
y
P
F
 
,
9
P
A
c
r
-
1
1
9
1
1

0
1
4

V

V
n
C
A
T
I
0
N
A
L
 
n
I
S
1
 
I
C
T
 
-

s
P
A
C
F
-
N
,
I
f
A
F

1
4
F
A
L
T
H
 
S
F
P
V
I
r
r
s

I
Q
7
?

i
r
t
-
y
P
A
q

1
,
,
7
3

E
S
T

-

F
4
C
-
A
V
A
I
L

1
.
0

E
S
T

:

S
T
A
T
-
4
V
A
T
1
.

.
.
.
1

1

i
g
_
n

F
S
T

S
T
A
T
-
U
T
I
L
T
7

7
0
.
0

F
A
C
P
F
I
)

.
5

S
T
A
T
R
E
Q

9
.
6

1
c
.
7
4

1
.
n

1
h
.
n

m
.
0

.
5

9
.
0

l
y
t
,
-
-

1
.
n

1
P
.
n

H
0
.
0

.
5

A
.
4

1
,
1
7
(
-

1
.
0

1
1
4
,
0

M
S
.
0

.
4

7
.
9

1
9
7
7

I
.
n

1
0
,
0

8
5
.
0

.
4

7
.
9

0
3
6

V
C
O
O
P
 
I
\
O
H
S
T
d
I
A
L
 
F
O
 
L
A
M

1
'
4
1
2

I
.
n

1
0
4
0

6
9
.
0

.
2

3
.
2

1
.
4
1
1

1
.
n

1
0
0

7
0
.
0

.
1

4
.
0

1
4
/
4

3
.
1
)

1
0
.
0

.
1

7
.
9

1
.
4
/
,

1
.
0

3
1
1
,
0

1
4
0
.
0

.
2

7
.
0

1
L

i
7X

,
I.0

11
1.

0
F
A
S
.
0

.
2

6
.
6

1,
4

/7
I.

0
1
0
.
n

1
4
5
.
0

.
7

6
.
6

0
1
9

V
P
P
I
T
I
N
'
;
"
 
T
I
,
A
r
4
-
S
'

1
.
,
7
p

I
'
-
,
7
1

1
.
0

1
.
n

2
S
.
0

2
9
.
n

6
L
)
.
0

7
0
.
0

1
.
?

1
.
1

2
5
.
4

2
6
.
9

I
L

lh
1

. f
 I

P
L
I
.
n

7
5
.
0

1
.
0

2
5
.
0

1
0
,
4

1
.
0

?
s
.
 
r
1

A
0
.
0

.
9

2
3
.
4

1
'
-
'
?
'
-

I
.
n

2
-
.
.
0

A
L
,
.
0

.
9

P
P
.
1

1
-
4
7
7

1
.
n

2
,
-
,
.
0

.
0
4

2
e
)
.
1

0
4
5

V
0
1
s
T
J
I
"
I
I
T
T
V
E
 
1
-
D

1
'
i
t
2

2
.
n

4
0
.
0

6
0
.
0

1
.
5

2
0
.
1

1
,
,
1
1

2
,
0

4
0
.
0

7
0
.
0

1
.
2

1 
,-

,
7t

.
2
,
0

6
0
.
0

7
;
.
0

1
.
?

3
7
.
5

1
%
4
7
,

?
.
n

6
0
,
0

8
0
.
0

1
.
?

3
9
.
2

1
.
,
7
;

2
.
0

6
0
.
0

1
)
5
.
0

1
.
1
'

3
3
.
1

1
,
4
7
7

2
.
0

6
0
.
0

0
S
.
0

1
.
1

3
1
.
1

0
4
7

V
P
F
E
I
C
F
 
O
C
C
O
P
A
T
I
O
N
s

1
4
(
2

-

7
.
0

2
1
0
.
0

65
.0

8
.
1

8
8
.
3

1 l'a C
D
a
m 1

,
.

I
k
i
t
i
.

i
g
t
r
,

r
i
t
i

7
.
0

7
.
0

7
.
0

7
.
0

1

P
l
n
.
n

2
1
0
'
.
'
0

2
1
0
1
.
0

2
1
0
'
.
0

7
0
.
0

7
9
.
0

1
4
0
.
0

r
o
,
.
0

3
.
0

3
.
1

3
.
?

3
.
3

9
0
.
0

9
7
.
3

9
5
.
3

c
1
.
1
4

1
9
7
7

7
.
0

2
1
0
.
0

8
5
.
0

3
.
6

1
0
0
.
7

1
0
9

V
A
u
T
O
u
n
T
I
V
F
 
m
A
I
N
T
F
N
A
N
C
F
-
F
.
,

1
,
1
7
?

1
-
7
1

1
.
n

1
.
0

1
0
.
0

1
5
.
0

h
t
,
.
0

/
0
.
0

1
.
2 .
0

1
1
.
0

1
'
4
4

1
.
0

1
5
.
0

7
5
.
0

.
9

2
0
.
0

1
4
7
5

I
.
n

I
s
.
0

4
0
.
0

0
1
0
.
9

I
l
i
/
4

1
.
0

1
,
-
N
.
0

8
5
.
0

.
7

1
7
.
6

1
4
7
7

1
.
0

I
0
.
0

F
A
S
.
0

.
7

1
7
.
6

1
0
9

V
1
4
i
s
i
i
 
r
-
i
i
i
m
 
T
o
4
1
0
:
5
-
E
i
4

l
k
4
1
2

1
.
0

I
k
.
n

4
S
.
0

1
.
?

6
.
3

1
9
/
1

1
.
0

'

1
c
,
.
0

7
0
.
0

.
4

1
0
.
7

-
1,

a1
6

1
 
'
,
7
c
,

1
.
0

-
1
.
0

1
5
.
0

l
'
s
.
0

7
5
.
0

-
 
1
/
0
.
0

.
6

1
4
.
0
.

1
c
.
9
"

1
'
4
7
4

1
.
0

1
,
-
,
.
0

1
)
5
.
0

.
7

1
4
/
7

1
.
0

1
5
.
0

t
,
.
0

I
1
4
.
9

1
1
0

V
r
n
s
'
A
F
T
o
L
O
r
W
 
-
 
F
d

1
q
7
2

.
0

.
0

.
0

.
0

1
,
4
1
3

1
.
0

2
0
.
0

7
0
.
n

1
4
.
3

1
9
7
4

1
.
0

2
0
.
0

7
5
.
0

1
.
1

2
6
.
7

1
9
7
,
-

1
.
0

2
0
.
0

8
0
.
0

1
.
0

2
5
.
0

1
(
4
7
,
-
,

1
.
0

2
0
.
0

9
5
.
0

.
9

2
1
.
5

1
0
7
7

1
.
0

2
0
.
0

s
c
.
(
)

.
9

2
3
.
9

1
P
1

V
o
g
A
r
T
I
:
"
C
.
 
-
 
F
:
)

1
'
,
7
2

1
.
0

1
0
.
0

6
5
.
0

1
.
2

1
3
.
A

1
,
-
7
1

1
.
0

1
0
0

,
0
.
0

.
9

1
7
.
9



PA
oF

-
7
1

P
n
L
y
T
F
C
H
N
T
c
A
L
 
P
E
:
F
A
U
N
A
L
 
V
o
C
A
T
I
O
N
A
L
 
D
I
S
T
P
I
C
T
 
-
 
J
U
N
E
.
 
1
0
7
2

F
A
C
I
L
I
T
I
E
S
 
S
T
A
T
I
C
S

F
S
T

F
S
T

S
P
A
C
E
-
T
Y
P
E

S
P
A
C
E
-
1
1
5
F

S
P
A
C
E
-
N
a
F

E
L
A
N
-
y
F
A
R

F
A
C
-
A
V
A
I
L

S
T
A
T
 
-
A
V
A
T

1
7
1

1
4
7
.

V

n
V
A
F
T
T
N
G

I
-
P

O
F
F
I
C
E
 
O
C
C
U
P
A
T
T
O
N
S
 
-
F
P

1
7
c
-

.
1
0
7

1
0
?

1
0
3

1
0
4

1
_
0
5

1
,
4
7

1
9
7
7

1
.
n

1
.
0

1
.
n

1
.
n

5
.
n

5
.
0

5
.
0

5
.
0

5
.
0

1
0
0
1

1
0
.
0

1
0
.
0

1
0
.
0

Ic
0.

0
l
q
o
.
n

l
5
n
.
n

1
0
.
0

1
5
0
.
0

1
5
0
.
0

F
S
T

L
S
T
A
T
-
U
T
I
L
T
7

F
A
C
R
F
O

S
T
A
T
R
E
O

7
5
.
0
.

.
5

1
2
.
0

8
0
.
0

.
5

1
1
.
3

m
b
.
n

.
4

1
0
.
6

R
S
.
0

.
4

1
0
.
6

6
5
.
0

3
.
5

4
4
.
R

7
0
.
0

?
.
0

9
8
.
9

7
5
.
0

?
.
5

7
5
.
4

8
0
.
.
0

P
.
R

8
9
.
1

R
5
.
0

3
.
1

9
3
.
0

8
5
.
0

3
.
5

1
0
5
.
9



REPORT TITLE:. Equipment on Hand and Maintenance.Expense

DESCRIPTION: Program equipment maintenance costs are allocated

on a per pupil basis. The factors involved are contained

in this report.

DEFINITION OF FIELDS:

ld 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. Equipment 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. Maintenance Expense (MAINT-EX) The dollar value of

equipment maintenance, calculated as the vocational

equipment on hand times the equipment maintenance percent.

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

Expense divided by the number of students in each

vocational program.

PURPOSE: In this report, projections 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: In 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).

2. Travel Cost Per Student Current year figures are input,

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.
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REPORT TITLE: Material - Supplies and Travel Expense - Summary

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.
.5

DEFINITION OF FIELDS:

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

for each account, representing the expected annual rate

of inflation.

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

will be related to one of the following (called the

"base") :

S - Total Students or

T.- Total Staff or

Q - Total Square Feet

3. Costs Per Base - For the current year this is equal to

Total LEA Costs Less Current Year Direct Vocational

Costs divided by the value of the corresponding relation-

ship (students, staff, square feet) for the account.

For each of the plan years, this formula is used:

Plan Year Amount Per Base = Current Year Amount Per Base x
(1.0 Overhead Inflation Rate)
raised to the power (Plan Year - Current Year)

PURPOSE: This bases are used in the calculation of Total LEA

Costs and Vocational Overhead.

I
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REPORT TITLE: Total'LEA Costs (With Computed Direct Vocational
Costs)

DESCRIPTION: These costs are the result of adding the data

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

the computed,direct vocational costs. The direct costs

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 (assuming 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

DESCRIPTION: These are the total program costs including allo-

cated overhead distributed to each program for all years.

DEFINITION OF FIELDS:

1. Materials, Supplies, and Travel Costs (MIIS-TRV) - The

sum of Material and Supply Costs, and Travel Cost

together.

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

replacement equipment for a program in that year.

3. 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 is divided by

the total number of vocational students, to establish an

overhead cost per student. Then, that'figurermultiPlied

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.
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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, In May, planning workbooks 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 asked to review this material thoroughly

in preparation for their first work session. In 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 reports.

THE COMMITTEE'S ANALYSIS, This section and thenext are

presented as alternatives for the school district; depending

on whether the 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).

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 prepared,

the planning committee 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 PlanningCommittee

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.

C. THE COMMITTEE'S ANALYSIS ALTERNATIVE 2. This alternate

role for the planning calumittee 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 inclined, they might split up and schedule further presen-

tation and brainstorming sessions with assemblies of students,

teachers, and business leaders.

The planning committee reconvenes to haMmer out a

realistic and representative set of recommended goals and

objectives, with priorities and measurements specified. In

the presentation to the board, committee members describe

the process 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 objectives

or directs the planning committee to come up with recommenda-

tions, the board's final decisions will be expressed in the

policy memo.

At the planning committee's presentation, the board

will want to examine the quantitative goals previously set,

the progress that was made toward meeting them, and whether

or not the objectives and priorities are to remain the same.

External factors -- economic, legal, or political --

may require changes in the LEA's objectives.

The revised indicator 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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INTRODUCTION

At this stage the process is opened to teachers,

students, parents, and employers, as well as the planning

staff and Board, to provide an opportunity for broad

participation. The project design process thus becomes

in itself virtually as important as the results it produces.

And although the process is designed to be open enough to allow

for this range of participation, it is also structured

enough so that it is "workable." A flow chart on the next

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

Staff

Staff and Computer

Planning Committee

Board
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A, SUBMIT PROJECT PROPOSALS

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

change, the proposals must address the following.

points:

1. Project Description - A brief description of the

project proposal, highlighting its salient features.

2. Anticipated Outcome - A statement of the indicators

(results) that will be affected by the project and

how they will be affected.

3. Impact on Operations - The anticipated resources

required for the project, including costs, staff,

space, equipment, and materials.

4. Justification A rationale or defense of.the idea,

showing the reasons that the designer believes it

will achieve the predicted results; this includes

rt.search data, expert opinions (documented) in-

formation about similar programs in other school

districts, etc.

5. Capital Projects - In the case of facilities con-

struction projects, there should he an estimate

of the number of student stations or rc,oms by type
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of space that will become available, and the years

in which they will become available.

In addition to proposing new projects and continua-'

tions of projects, it is also 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.

On the next page is an example of a condensed

form an LEA may want to use as a model for project design.

B. PROPOSALS REVIEW

The project review team should then examine the

various proposals for conformity of design requirements

and accuracy. One of three possible courses of action

should be recommended:

1. Rejection - If the proposal requires more than

a reasonable limit of resources or

is found to lie 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

TITLE:
Date Prepared

Obj6.Ctive Number

Project Span (Years)

A. PROJECT DESCRIPTION: Indicate the scope, activities, schedule,
etc.

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

C. 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.

D. 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.

C. SUMMARIZE PROJECTS FOR MODEL

At this point, acceptable project proposals will

be summarized to produce the input elements that can

be used by the LEA planning system model. (See Volumes

II 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.

D. RUN MODEL

The model iterations can be viewed as two distinct,

yet related, subgroups. 1(1 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 levels, 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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E. 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 is conceivable that within the

given set of indicator targets, cost guidelines, or

other policy constraints, that none of the alternative

plans are acceptable for final approval. The difficulty

could be either in the incompatibility of the project

combinations or in the basiC underlying assumptions of

the projects. If, after this analysis, a series of

acceptable alternative plans still cannot be generated,

a call for new projects should be issued. Under the

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 already 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 factors, priority ratings

and alternative plans, 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 simple 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 planning committee and board.
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VII. APPENDICES
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APPENDIX A

A BRIEF GLOSSARY OF PLANNING TERMS

Base Case Plan

Best Plan

Budget

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.

Constraint

That project and program set which

produces the most benefit within

the given cost range.

A document which specifically

authorizes the next year's ex-

penditures; to ba derived from the

first year of the plan.

A boundary or limit on the variables

within the LEA, predicated on either

legal, political, physical, or

practical policy matters.
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Decision-Making Group

Indicator

The group of individuals respol:-

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).

Operating Characteristic ---- 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; etc.

Output The quantity of end results from

Priority

a project or program.

SpecifiC and quantifiably measures

of relative importance among the

several objectives in the LEA.
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Plan A description of activities to

Program

be undertaken by the LEA over a

specified period including:

1. a statement of resource 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 levels of

indicators to be expected

during the planning period.

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

Project & Program Set

A set of activities which have been

designed to fulfill an educational

objective and are not continuing.

A combination of projects and

programs (which can be either

operational or capital improvements)

in the LEA planning system. Any

change in a single program or group

of programs is considered to be a

project.
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Appendix B

Illustrative Agendas for a District Planning Committee

The following five agendas of planning committee meetings

are presented as illustrative of both the content and

possible form of planning committee work. The committee

acts as a subcommittee of the school board to assist the

development of objectives for a district and plans to

achieve those, objectives. The five meetings span a period

of three months -- November through January. They assume

a certain amount of activity between meetings of committee

members, especially in the development 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 development of projects in response to objectives would

span at least a month's time and would involve more meeting

work than any other step of the planning cycle. Once objec-

tives and adequate measures of those objectives have been

developed, project development stands out as the most creative

and powerful step in the planning process: the design of

planned activities and programs in the district in direct

response to stated objectives and specific measures of those

objectives.

-149-



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 Meeting: Agenda

I. Role of the Planning Committee: Project Schedule

II. Report on Data Gathering Effort

III. The Data

A. Base Case

B. Current Year Budget

C. County Census Data

D. Issues for Planning

Additional Materials

Alphabetized Heading Index

Report Descriptions

EPgB-S Article

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 objectives for the district.
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Second Meeting: Agenda

I. Close-out Review of Data

. Base Case

. Manpower Needs

II. Brainstorm School and District Objectives

III. Review Previously Developed Objectives

IV. Establish Priorities

V. Develop Recommended Set of Objectives

3. Third Meeting. At this meeting the objectives for the

district are refined and work is begun in develop-

ing explicit measures of how the achievement of those

objectives will be recognized.

Third Meeting: Agenda

I. Review Goals from Previous Meeting

II. Develop Inclusive List of Goals and Priorities

III. Discussion on Quantification of Objectives

IV. Small Group Development of Explicit Goals -Ad
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 measured (measures) is completed. The

recommended objectives are then stated explicitly in

terms of the measures.
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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

5. Fifth Meeting. Once a set of objectives (with measures)

has been approved by the school board, the planning

committee commences work on a project which ultimately

comprises 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. Presentation on Relating.Project Development to:

A. Objectives

B. Quantitative (computer) 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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