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e QUALITY SCHOOLS APPROACH : % 1

PART {:

Wh a& is school-based budgeting involves the transfer of the authority and
responsibility for allocating a portion of the funds needed to oper-

ate a school from the central school district level to individual

SChcoau%aseﬁ schools. School-based budgeting comes in many forms: in some

approaches, from two 10 five percent of all expenditures are

t i for allocation: in others, as much as 83 to
: B udgetl ng? : assigned to the school ‘
00% is assigned.

In the past, school boards often adopted budgets that spelled
out to the penny the amount of funds a school could spend on
textbooks, library books, supplies. equipment. temporary staff,
transportation, and the like. Transfers from one fund to another
were not allowed, nor was the practice of retaining unspent funds
from one budget year to the next. Funds for regular school staff —
teachers, administrators, custodians, secretaries — were part of the
school system’s budget, as were funds for psychologists, consul-
tans, utilities, maintenance, and capital.

With school-based budgeting. each school is provided a “global”,
“block” or “lump sum” budget to allocate across 4 wiriety of func-
tions for various types of goods and services needed by the school.
This two-way scheme — function and type — is fundamennl to
building a budget in all schools. [nan elementary school. func-
tions might be classified as administration, kindergarten, primary.
junior and senior gracles. Funds for supplies, equipment. texthooks

ALLOCATING FUNDS TO SCHOOLS

Various systems exist for allocating funds to  Individual scheol units wilt be caiculated AC i & '
: o¢ anz Jian schoo! district altocates funds for
schools; most common, tradmonaﬂy'. have based on actual enrolment in January prior  ralease time for teachers (ior professional
been per pupli allocations for supplies and to the Aptil stant of the financial year. The development and field trips} and for supplies

equipment. in the United Kingdom. the 1986-89 value of i ¢ i
Local Education Authorities (LEA) — which ... [was} 630 po‘:m?i:ga welghted pupl unt ::?o?gu\.\'g:m . fs formulas for 1385 were
are committees of county councils equivalent
to North Amarican school boards — usa allo- Premises costs Elementary schools
;:%2051 formulas with the following specifica-  An allocation based on gross floor arsa for Replacemant teachers: Abase amourt of
ions: . the following: $1.000 plus $155 times one-third of the
Alloeation of Resources by Formula . guﬂcﬂng magtenance number of f":;tfm equivalent statt members
The LEA's acare ) » Energy cos ] assigned to the school in September {$185
andcti‘;i :gg;me:y s:?::r;mdg:tk:“:n:: » Caretakers and cleaners-in-charge Canadian baing the daily cost of a suéstitute
three elements: Special Factors taacher).
1} Age weighted pupil units - 75% of the i i Supplies and equipment: $3,500 base
* budget must be allocated by this method 3:) :cc;‘a;loal:?::nc e to maet partcular need amOumsplsusm 5“ ! P“nmPUP‘miBl (calcutated a3
2} Promises costs o Curticilum protection allows 8 lump sum 40% of rber @ o phis 60% of
3) Special factars . ta ensure eren the smallast schools have February enrolmar]
.g:nntpqunq!;. one of thhe iargast counties in ; :;'ssi; Isvel of service Sacondary schools
ain, implamented these guidefines as fol-  * es ' eachers
fows: ‘ 9 « Safety netting, operating for a transition fﬁt‘heplacmt ;oachore: $155 times 87%
Age Weighted Pupli Elements pericd to limit the impact lormula funding :mn::::s ;o lgﬁ-time :qchu':::m staft
The Council -. . {adopted) weighting based ‘might cause comparad (0 actual histoncal  genigmb mg;; éo the I
on current patterns of axpenditura [for age opersating cos!s °§ t o b anadian boing the dally
weighted pupil units] . . . as follows: « Salary adjustmant factor 1o protect smsller cost of & subsituta teacher).
PerPupit  School from the cost of high average Supplies and equipment: $219 per pupit
Primary Schools 1.00 unit salaries (cakulated as 50% of September enroiment
Secondary (Year 1-3) 1.58 units * Schoof with high pupil turnover plus 50% of February snrolment).
Secondaty {Year ¢-5) 1.86 units * Special needs, as established by each
Secondary (Year 6-7 - “A”Level} 2.32unkts  jumsdiction. {Sourca: Greene, 1989
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and library books — andl possibly stalf — would then be allo-
cated across each of these functions.

Although school-based, a budget may be subject to approval
by school system adminis. 210rs or. in a amall system. by the
school board itself in order to ensure that the budget conforms
to provincial/state, federal, and school district policies and. I
applicable, collective agreements. Ideally. this oversight is
restrined since excessive direction from the top or vestrictive
guidelines quickly undermine any notion that authority and
responsibility hiave been wransferred to the school tevel.

During the fiscal year, the right to transfer funds from one
fund to another is also conferred on the school. For example.
an influx of non-English-speaking students might create a
demand for English-as-a-second language (ESL) textbooks. A
quick decision to purchase fewer library books or forego the
purchase of some new equipment in order to purchase aldi-
tional ESL materials would address this problem immediately.
with no need to seek aclditionai funds or approval from higher
authorities.

At yvear's end, a fiscal accounting is prepired that describes
all of a school's expenclitures according to the ongmal hudget
categorics; some funds might be ovespent te.g.. texthooks) and
some underspent (e.g.. equipment). hut expenditures auglit not
1© exceed the total funds atlocated o the school. Differences
petveen the approved budget and actual expenditires would
be explained in a brief menw nating liow needs or objectives
changed during the year. Quite pessibly. & surplus could be

PART II:

Reilationship
of

to
Continuous
Quality
improvement
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PART I: What is School-Based N@ﬂm

crried over (o the following year, allowing the school to accu-
mulate funds for 2 major purchase or for emergencies. Ifan
error were made, and the school is in deficit, it would be
expected to make up the deficit the following year.

In contemporary school systems. all accounting would nor-
mally be done using a computer terminal at the school level;
ideally, an integrated information system linking purchasing and
accounting ~vould allow records o be kept with 2 minimum of
fuss. A well-planned and executed school-based budgeting sys-
tem allocates the authority and responsibility for the decisions
— but not the labour of paying bills, salaries, and the like —to0
the school. If such a centralized accounting and purchasing sys-
tem does not exist, then a micro-computer based accounting
system would be needed.

In practice, not all funds managed by 2 school will in fact
come from the district level. A high school of 1250 students, for’
example, may raise on the order of $250,000 per year for fund-
ing sports and music programs. excursions, and the like, and
grants might be received from foundations or other levels of
government. Depenclence on alternative sources of revenue is
increasing in many schools; some have entered into partner-
ships or fonned educational foundtions. Funds from these
other sources deserve the sume careful allocation and account-
ing as do district-level funds, and can often be used to comple-
ment district funds in order to help a school realize its vision
(see Activity 2).

At first glance, school-based budgeting may not seem to have
much to do with efforts to improve a school's quality; other
than dealing with the seemingly inevitable annoyance of a
shortage of texts in September and running out of pencils in
May, most educators concentrate on teaching, evaluation and
program, not bookkeeping. In large par, this is true |
because, in the past, the allocation of funds has been done at
the schoot district level rather than the school level.
Traditionally, senior administrators, trustees. union bargain-
ing agents, private vendors, and the like make their deals
“downtown® at the “central office”. What, one might ask, has
budgeting and accounting really got to do with improving
individual schools?
The relationship between the two arises from the view

that improving a school starts with two things:

o clear purposes or criteria to guide improvements, and

o the rescurces needed to pursue these goals.
Resources come in vagious forms — personal motivation, time,
the assistance of other people, materials, skills, and equip-
ment. If 2 schoo! comumits to a goal, but finds that resource
constraints limit its auainment — as with the teaching of
English to the ESL students mentioned above — then quality
will not improve. School-based budgeting puts more control
over the toois and resources needed to solve problems with
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those in the front line svho work directly with students.
Y

Putting control at the school will not help, of course. if
those in the schools and clusses aren’t skilled in nunaging
resources. If they purchase 100 many resourcés — or the
wrong resources — too often, then their efforts will fail.
School-level personnel may be unused tw clewrly defining
their purposes and engaging in team efforts 0 acitieve thenx
they may lack specific skills and knosviedge needed for suc-
cess. But if they are treated as internal “customers” by others
in the school system — by the purchasing agents who have
expertise in selecting equipment. by school business officials
swho are skilled at accounting, and by resource personnel
who can assist others in developing consensus — then their
responsibility (o allocate resources will be matched by wise
decisions in pursuing school-level and clissroom gouls
[Handbook: 87-100: also see Activities 3 and 4l.

PART ik

Why
Adopt
School-Based

udgeting?

PART : Relationship of SE8
to Continucus Guality improvement -

Conversely, it continuous quality improvement is sought
without a form of school-based budgeting, it is unlikely to
succeed. Sometimes. a strong commitment by an individual
or an entire staff will overcome seemingly insurmountable
odds to succeed without any externdl resources; other times,
1 sponsor for a school’s vision may be found in the central
office or an outside organization. More often. though. efforts
that cannot be systemaucaily supported will fail and lead w
alienation and cynicism among those involved. Early and
half-hearted attlempts at school improvement and school-
based budgeting are full of such unforunate stories. Too
often, schoals’ improvement initiatives are frustrated by a
central office’s routine practices and a lack of attention
caused by the overwhelming demands faced by senior
administrators and school trustees.

Adoption ol schoot-hased budgeting supports a decentralized style
of management that redefines the roles of the central administration
vis @ vis the sciwol
trict reguluions have guded the mansgement of schools through a
system of standardization and supervision. Complementing this
management stvle, “line item” budgeting senved to implement
school district priorities. S0 long s these aligned accurately with
school needs, all schools were relatively similar. and there were suf-
ficient funds 1o provide the needed resources. then this system of

Traclitionally. provincial, state and school dis-

nunagement was reasonably effective,

The weaknesses of centralized. bureaucratic systems using line-
itemy budgeting, though. are familiar to all awho have worked in
schools. Invariably, centrai allocations do not match local needs; as
4 result. funds are Spent onN UNNECEsIrY resourees in one area
while needs in other areas go unmet.

Nathng s mora lrustrating to & prircipal than tinding out that

$10.000 is languishing n a budget. ezrmarked for repaving the scheel

parking lot, but that it's imposs:ie 1 2.9 up $5.030 tar 2 Jesparats'y
need remedial program.
S.urh budnatary nonsense dccurs batause pracipals — who know
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Ceniral altocation = Misallocation

pettar 1han anyone what thaw scheols' priories are — to0 saldom
nave ary S O N IwW imaed school tunds are spent lnsgaad, s
i centrat Miicg — distant oeth geographcally and, somenimas,
Shilosonncaty — that dictat=s individual schaol budgets.

[Neal, 1989]
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HE (QUALITY SCHOOLS APPROACH PART II: Why Adopt Schooi-Based Budgeting? @ a

AL el witih the costs of subastitute twrchions and utilities cov- teachers have to make do wth materials they sould not
cred out of the central budget. there s noancentive © ceon- choose themselves. And. of course. come the end of the
omnze at the school-level, Standanhizaison of supplies — year. there is always the rush (o ensure no funds go unspent.
often coming trom a central warchouse — Also means that -

who Decides? ‘
Continuum: Support Service Decision Making
ized Model
Decentralized Model Cantraliz
1. COPIERS _ ' -
Schools Buy Ary Copler! Business Olfice identlies 26r 3, . Business c(:):x;e l;j;?:fn Sgg:am.\mde
Maitenance Agreemaent Cop:a’s Approvad for Purchase Brand of Coptet
2. COMPUTERS . ) ] )
Schools Buy Any Busiress Office igentii.es 2 ¢r 3 Business Office lnstgl}; i?-%::de
8rand of Computer Cofrgutars Ehgible tor Distrct Purchase Brand of Computer Dt
3. MAINTENANCE
Schools Sat All Priorties Basic Ailocation frem Mantenance ‘.Epn?gnancepoepa?mse:;a i«osnM
1-¢ Maintenarce Projects Depanment for Schocl-Basad Priorties Pfloqhes for ;q;eg s
' —Lirmitad District-Wide Maintenance Projects District-Wide Prionties
{Adapted from Lausberg, 1980, p. 13}

A well designed system of school-based budgeting . e _eas
facilitates not only the realization of a school's vision, A"gnment of Priorities
but also the achievement of school district and provin-
cial'stue goals. This seeming paradox belies the
notion that each school must mike is own way, or. as
one administrator put it. that “each b 18 on s own
bottom.”  School tustees and provincul state officials

are important “customers” for each schact they set School Evaluate
general expectations as (o the direction. and priotities District Resuits
of schools. Unfortunately. in recent years, politicians’
frustration with the apparent inertia or disorder in local ’ i
educational bureaucracies has prompted them to try to 4
micro-manage schools — mandating items like class I' Rﬁlslgf:(t::s
size, textbooks. percentage of the budget to be spent . ’
on administration, periodic rotation of principals, and a / Implement
the like. When central authorities pliy the appropriate \ / Programs
role of setting policy directions — steering rather than - o
rowing — then schools can ensure that their own pri-
orities are in alignment with those of the system’s lead- Scheol Endorsed
ers, while taking into account local aceds nd prefer- \ CUSgymers
ences. The two can he complementary. not contraclic-
tory.

Vision

BEST COPY AVAILABLE
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_THE (QUALITY SCHOOLS APPROACH % 5

PART V-

Wea can't hide the fact that, w date, no study has shown that
D@es school-based budgeting (or its more inclusive cousin. school-
based management) results in higher standarclized achieve-
ment test scores for students or lower per pupil expenditures.
While this lack of positive evidence can be accounted for by

Budg eting the relatively short time that school-based budgeting initia-

tives have been in place, by the failure of officials to grant
2 adequate authority to schools, by 2 lack of ki. .wledge and
wo Vk - skill at the school level, or by effects of student and adminis-
trator transiency, it is still the most often quoted reason for
opposing the inwoduction of school-based budgeting.
Offsetting this lack of statistical evidence is the clear and
evident need to make educational systems more efficient
and effective, and the lack of competing alternatives for
change that hold greater promise of success. As well, many
testify as to its effectiveness at improving educational envi-
ronments for educators and students when it has been prop-
erly implemented.

Answering Skeptics . )
People who are unconvinced by the philosophical arguments behind LFM [Local Financial Management} often askme 0.
‘prove’ that it has made education beuter for the pupils in my school. 1 am unable to do so in any clear and statistical way.
Instead T would point to what has been done and I would argue that these actions have brought significant advantages to the
education of the pupils, mainly through making teaching conditions better for their teachers. For example, the fact that we
now have a part-time librarian incuns that the lbraries are open more often and the books berter organized than before. . .
We can point to specific items of equipment, particularly in the sphere of technology and computing. and say that we would
not have been able to buy those when we did had it not be for LFM. 1 can indicate that we have able to reduce the occa-
sional over-sized class by buying-in an extra couple of teaching periods (0 enable a class 1o split. Perhaps the [most} impos-
tant, yet intangible, advantage 1o the school as a whole is that , . . we are to 2 much greater extent masters of our own des-
tiny. This helps to foster a pride in our own establishment and encourages initiatives and a measure of independence of
action. In a word, it can produce. at all levels, greater job satisfaction,

{Downes, 1986, p. 6§

One factor has often Linshed te reprtition of school- cthinic. union. departmental and other mierests tike priority
hased budgetng: it s intoduced ata tme of cconmme over the interests of students  We believe — and all evidence
hardship as 3 means of translernng responsiiliy tor making to date points owvird the conclusion — that a consensus-
difficult decistons from the cential levet to the schoal Inthe hased model for decision making for school coundils leads o
United Kingdom. New Zealind Chucago. and severd success (Handhook: 85-1311 So lang as the focus of the
Australian states. schonldhuaed hudgetng was muoduced an schoal is on providing the best possible education for the stu-
ime of econonic visis The same Bobds oeday 10 several Jents. the composition of the school counil is not entical and
Canadian provinces ought not be a mutter for excessive debate or prescription. A

school council svorking on 4 consensus decision-making
model can provide the synergy needed 10 bring vision and
school-hased budgeting s its contemporancous introduction hudgeting together i the generation of continuous uality
with 2 power-based madel of achool councils that assumes improvement

BFST COPY AVAILABLE
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PART V:
Areas for

School-Based
Decisions

@ 6

Perhups the most controversial aspect of school-based budgeting
concerns the breadth of responsibility that is assigned to the school:
will it be a modest level. restricted to the right to transfer funds
between hine items assigned o the allocation for supphies and mate-
nalyy Will it be expanded to include expenditures for utilities. rou-
tine maintenance. substitute aching and professional development?
will it include all staffing, capital for durable equipment. and trans-

portation. with only major capital expenses and central administra-
tive costs retained for the school system?

Edmonton. Alberta, in 1979-80. budgeted only 2% of the total
operating budget of the district direcdy to schools for discretionary
expenditures on minor items. By the 1988-89 school year 7% of
the total budget was “allocated directly to individual schools to
cover the costs of certificated and noncertificated staff members. as
well as the costs of supplies. equipment, services, utilities. and
muaintenance” (McConaghy. 1989)

Edmonton set i pattern followed by other junisdictions such as
New South Wales. Austealia and the Commonwealth of Kentucky by
expanding the scope of school-hased budgeting one stage at 1 time.
Edmonton took a decade to complete the process. New South Wales
three vears (1989-1992). and Kentucky five years (1991-1996)

(Kentucky Office of Education Accountability.199+4). In wach
case. strong political and administrative leadership drove the
change. Other systems, such s Rochester. New York. have
founct that a _

moderate level of fiscal decentralization suits local conditions
(Lanvton. 1992: Handbook: 78-79; 99-10a)

Based on the experience of these and other junsdictions. the
transfer of authority and responsibility over budgetary items can
be placed into three tiers:

Tier I Supplies and materials for xchool-level administration
and instruction; telephone: equipment repair and replace-
ment: and textbooks and library hooks  (Approximately 375
of total current expenditures)

Tier £ All of Tier [ plus tunsportation for co-curricular
activities; substitute teaching for ficld nips and professional
development leave; 50% or more of professional develop-
ment funds: 50% or more of transportation for professional
development: utilities (gas, electricity. oil, waste removal);
temporary support and cleaning staff: routine building main-
tenance; consulting services such as curriculum support; and
psychological and social services. (Approximately 13% of
total current expenditures).

BEST COPY AVAILABLE

Percent of Total Current Expenditure
Allocated to Various Functional Categories
for Budget Years 1994-1995 and 1984-85 in

the United States

All Reporting Disir:Cts
1994-95  1984-85
2er Pupil Expanditure 85,767 $3.178

Parcent of lotat current
exgendituras altocated

Tota! instructional Serwices £9.4 65.2
otal Studsnt Services 7.2 7.9
Socnool Site Leadership 5.5 52
Central Administration/ 47 59
Schoot Board Senvices )
Maintenance and Operaticns 78 a9
Envircnmental Conditioning 2.6 4.
Other current expenditures 2.7 3.0

(Adapted from Table 1, Protheroe, 1995}
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Tier 11 All of Tiers I and 11 plus school-level saluries. cal-
culated on the basis of either average cost or actual Cost,
for teaching, teacher aides, administration, suj.port services.
cleaning and routine building maintenunce. Also included
may be pensions and benefits for stalf (Approximately 83-

00% of total current

The big jump between tiers Il and 1l ¥ due to the Lkuge
proportion of current expenditures (i.e . ol expenditures
excluding debt and capital) that are committed to sakiries

{Protheroe, 1995).

Much of the confusion concerning school-based budgeting
adises from 2 failure to distinguish the kind of system being
discussed — what we have termed Tier [, I or IIl systems.
Most advocates of school-based budgeting assume that a Tier
{1l system is most appropriate; much of the research that
demonstrates problems with SBB has been conducted on Tier
I or I type systems. This disparity leads to wrong conclu-
sions and mistaken policy judgements. The extreme variation
in the extent of allocation of decision-making authority in

various jurisdictions is

expenditures).

indicated in Table 1.

PART V: Areas far School-Based Decisions @ 7

Three-Tier Model

school-level salaries for
teaching, teacher aides,

administration, support
services, cleaning
and routine building
maintenance, pensions,
and benefits

TIER3

transportation, field trips,

professiona: development
feave, utilities, temp suppost &

cleaning staff, consulting,
psychalogical & social services

TIER 2

aughes and matedals for schogl-level agministra-
Sof and instruction; telephond; equpment repair
and replacement; taxibooks 3nd sbrary books

TIER 1

TABLE 1. Dec

entralization of Responsibility to the School in Five Educational Systems

PROGRAM DELEGATED

NEW

VICTORIA,

Statfing High
Cleaning High
Maintenance Medium
Accounting High
Curriculum Medium
Psychological Services High
Substitute Teachers High
Porsonnel Development High
Transportation ?
Capital Medium
Utllities High
Supetannuation Low
Collective Bargaining Low
2912
Degres of Decentralization 2.4

Low
High
Medium
High
Low
Low
High
High
?
Medium
High
Low

fLow
2112

1.8

EDMONTON, ROCHESTER,
ZEALAND AUSTRALIA ENGLAND ALBERTA NEW YORK
High High Medium
High Low Low
Medium Low tLow
Medium Medium ?
Low Medium Medium
? Medium Low
High High ?
High High ?
? fow ?
Low Low Low
High ? ?
Low Low Medium
Low Low Medium
20/11 18/11 8/8
1.8 16 13
{Lawton, 1992]

Note: Decentralization scores are means based o

BESTCOPY AVAILABLE

n 1 = low: 2 = medium; and 3 = high.
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PART Vi

Decision-Making
'Process
and SBB

efforts to improve quality. Without a strong sense of direc-
tion, differences of opinion and value will prove difficult or
impossible to resolve.

Given priorities, one can then follow with the allocation of
funds. In practice, base budgets can be set for functions and
programs that reflect 2 given percentage of the current year's
expenditures or budget — say 900%. The remaining 10% then
may be reallocated according to the coming year's priorities.
This approach tends to minimize conflict since no one's inter-
ests or programs are put entirely at risk. Even if only 2% is
reallocated each vear, over a five year period, & 10% realioca-
tion will have taken place — $500,000 in a school with a
$5,000,000 budget operating under a Tier III type of program.

During the yeas, persons delegated the authority to mitke
purchases by the principal svould do so by submitting appro-
priate purchase orders or informing support staff of their
needs so that electronic order forms could he completed on
the school's computer terminal. The principal would revies
the request on his or her terminal and enter a conlidential
authorization code before the order was forwvarded electroni-
cally to the school district’s purchasing depatment. No
doubt the principal would first double-check the balance of
the funds allocated to the department or unit making the
request to ensure sufficient funds weie available; if there

%-a

How should a school go about developing its budget? How
should the budget be administered? One of the leaders in
the introduction of school-based budgeting, Mike Strembitsky, .
the former superintendent of the Edmonton, Alberta public
school system, introduced the practicc as an administrative
reform. leaving it up to the principal to develop the budget
15 he or she chose. Some of these principals did the budget-
ing themselves; others used their school's administrative team;
still others set up school councils, some composed only of
internal members of the school and others including parents
and con.nunity members.

The prevailing thought is that a collaborative approach,
either within the school or including the public, is the best
approach. Nevertheless, empirical studies have repeatedly
demonstrated that a poorly thought out process can result in
extremely heavy workloads for staff and can be the source

- of considerable conflict. Experience (0 date suggests caution:
focus first on developing a consensus style of decision mak-
ing and the creation of a vision, goals and objectives (see
Learning Module =1). Find the -North Star” to guide your

were not, 1 brief conversation might be needed before confir-
mation is given — or the request modified.

District purchasing stafl, too, svould ensure that the school
was not overspendling its total budget, that the item was
properly coded. and that the commitment of funds was
recorded against the outstanding balance svhen the order is
sent. Once the item or service was received. the school’s
staff would inform purchasing so that the transaction records
could be completed and the funds withdrawn from the
school's account and the hill paid.

All this can be done with a puper system, but to do so
creates an unnecessary workload and avoidable delays.
Given the ready availability of integrated financial systems for
micro-computers and mainframes of all types. there is really
no need to use paper.

In practice, one of the most valuable assets for lubricating
a budgeting system is 2 modest reserve fund of 2 or 3% of a
<chool's total budget. Such a reserve can be used for innova-
tion, emergendies. salving wounds, and recognizing excel-
lence. It can be set up a8 a separaie program for “school
development” and be funded with surplus expendilures not
reallocated for other purposes. It acts like a shock-absorber,
allowing the school and its leaders to ride the waves of
change a bit more smoothly.

11 BESTCOPY AVAILABLE
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PART V1: Decision-#izking Process and SB3 F

The Edmonton Experience

IMikel Srembitsky {then superintendent of the Edmonton,
Alberta pubtic schoot system] describes it a5 “a decentralized

svstem and also a centralized systen in terms of accounvtabil-

inv.' He also says that the schools are free 1o make deci-
sions 10 meet local needs, but they e constrained by a dis-
ictwide mission statement....

Each school is allocated an average of $43,005 per
teacher. Consequenty, schools gain no financial advantage
by hiring less~experienced teachers....

[ recently visited an elementary school 10 observe how
the principal and the stlf went about the 1938-39 budgeting
process.. . Early in September. the school staff established a
budget committee. whose head worked very closely with

the principal in sewing time lines and preparing & budget. .

1n January ... the staff members sere invited to a meelng to
interpret neecls-assessment duta related fv he opetauon of
the school and to establish goals for each program and for
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the school.... As a result of this first reeting, 3 document
detailing priorities and budget allocations was deasn up and
areulated to all staff members, who then ranked the priori-
ties. Prior to this suff mecting, the principal also consulted
with the school's parent advisory council and with some of
the students.

The staff members ... approved the following priorities:
enhancing the math program in grades 3 through 6 by inte-
grating microcomputers as 3 tool for leaming; improving the
school's resouitces in the science program, and revising the
school's evaluation policy and repon cards, Three commit-
tees were formed to work on these priorites. .. Money was
alocated to professional development in compuler educa-
don 204 to the purchase of supplies, books, and learning
vesources. The final budget set for this school of 460 stu-
dents was $1,236,000 :

(McConaghy. 1989).

Thiee model tor schouol-buased Pudgetng can be denved
trom the thiee ters of authonty over school-level decisions
To uansform thesw ypes
e svstems of accounting that are wselul Tor school-level
hudgetng requites agiecient on how expemditures are 10 w
coded  The most conumen cerbhing scheme. as noted earlier.
1 an assigment of each expenditure 1o 4 funcion (e g,
admmuatration. instrichon. or nuunienanee and 1 ype or
object” e, salany supphes and equipment. or utilities)
The Liter are alsa refeered (o s economic classifications
ance they relate o land. labhor or capital. e the basic
anputs” ot all preducive processes

Both lunctions aad obiedts may have 1 number of levels.
cacht heing muore speatie than the former. For example.
admuustraton cm be bionen down mto central and school-
level administation, schioul-level wdministration can he diad-
ed mto 1oles — prngpat vivesprincipal. secretaridl suppor.
e Smulaly, supphes and cqupment can be classified as
rexthooks. hbray maternls, other hooks. new cquipment.
and replicement cqupment. Wlnany materials can be catego-
ized 4 Books filns, computer programs ¢ dos ete The fol
lowing figure pottays the hierarehical natne of both func-
won and object. and the manner in which they are hnked in
onder to show the “why ™ and wliat” of each expenditure
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Linking Function and Type (Object) of Expenditure

Function Object
INSTRUCTIONAL SERVICES SALARIES & BENEFITS
Substitute Teaching SUPPLIES & EQUIPMENT
[Teaching™ UTILITIES & co?uwcﬁmou
STUDENT SERVICES TRANSPORTATION
Co-curricular activities TEACHING :
Psychological At
Guidance & Attendance Bus::‘ss . 3
SCHOOL-SITE LEADERSHIP [Evalsh] ENGLISH
Prof. development & Benefits
Consulting Services Supplias & Equipment
Principal and V.P. Textbooks
CENTRAL ADMJ/SCHOOL BOARD Books & Periodicals
MAINTENANCE & OPERATIONS Instructional Materials
Duplicating
ENVIRONMENTAL CONDITIONING
OTHER EXPENDITURES Transportation

Once the structure of 1 budget is set. then a school’s bud-
get can be developed. By wuy of exa-ple. imagine 1 moder-
ate sized school district svith 5000 students who atiend tsvo
high schools. each with 1000 students. and six JK-8 elemen-
tary schools. each enrolling 00 stucents - Such a school dis-
trict wvould have a budget like that presented. in a simplified
form, in Talile 2. An armuy such as this is olten rveferred (o as
a ~crosswalk™ — one goes down columns (functions) und
across rons (objects) to find specitic budget tigures.

The seven categories used to clissity functions in Table 2
were developed by Educational Rescarch Services in the U5,
in orcler 1o analyse American schoot district budgets
(Protheroe. 1993). Many other clissification systems exist and
new. more informative approaches have been proposcd.
Coopers & Lybrand and the Center tor Workforee Preparition
of the U.S. Chamber of Commerce have developed an
approach using five functions: instruction. instructional sup-
port. operations. other commitments. and leadership: they
also propose that expenditures be classilied according to pro-
gram (e.g.. generil, special education. etc.) and grade level
(e.. elementary, middle. high school. akernite schools. and
other), with reports being prepared at the school. dlistrict and
states provincial levels (Coopers & Lybrand ef ol 1995). Their
scheme Facilitates the reanalysis of raditonal accounting in-
formation to provide school-based and district-hased infornu-
tion for school trustees and other officials who are interested

in understanding how funds ure used. Traditional accounting
schemes. such as that used in Ontarjo. Canadla (see box) pro-
vide very limited information concemning the application of
funds to specific educational programs or in particular
schools.

The Province of Ontario's and 16 objects
Uniform Cods of Accounts for 1. Salaries and Wages
Ontario School Boards uses 13 2. Empioyse Benefils
functions . <. 3. Travel Expanses
1. Business Administration 4. Parsornel Training
2. General Administration 5. Sursaries
3. Computer Services 6. Bookamd e.fl:n Purchases
4 7.

tnstruction
5. Physical Plant - Operation ]
6. Paysical Plant - Opsrationof  G. Rep

\ Allocabls

Teacherages 10. Capital Expenditure -
7. Physicsl Plant - Allocrtie
Maintenance 1. Rrdtals
8. Pupll Transportation 12. %ees and Contractual
9. Tultion Fee Survicss
10. Acquisitions - Capital 5. Transfers to cther Boands
Expenditure 14. ‘Inler-Function Transier
11. Acquisitions - Deit Charges Credil Account
12. Other Operating Expenditure  16. Other

13. Non-Operating Expenditure 16. Capilal Expenditure -Non-

BEST COPY AVAILABLE
13
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A e [ ¢ [ o T & 1 7 L2

T | Table 2. Simplified Classificaton of School District Budget items T

2 | Function : 5 3 ) 3

i Sqary & | Supples& |  Ubies | Transporiauon | Tot Poreer?

Benefits Equipment WA

5 61.7%
% 1 1. Instructional Services 17000000 1000000 483883 128(8)8828 102%
g |2, Student Services 1500000 100000 1220000 1820000 6.2%
70 | 3. School Site Leadership 1500000 8C000 3000 1960000 3%
72 | 4. Central Admin..School Board 1400000 330000 35000 3030000 T03%
1715 Mantenance & Operations | 2500000 400000 5 1300000 4.1%
76 |6, Environmental Conditioning | 100003 gggggg 30000 300000 1.0%
‘ TypenditureS | 12000
T8 17 Oner Curre S rero0 | 2510000 900000 | 1980000 | 292900001  1007%
!_g Total : é~ = TG% 1% 6.8% 100.00%
21 | Percent % < i '

Table 2; Simplified Classification of School District Budget ltems

operations - salary)

Home to school transportation would fali under 2.4 (student services - transportation). The code is a

shorthand for both the use of an expenditure in carrying out the school district's mission {function) and the type of

expense involved (object).

None of these approaches is. by iself. sutlicient for indi-
vidual school budgets because of their levels of generality
More detail is needed about spealic school programs and the
wpes of services and supplies purchased

i

Tagging Dollars
A retined classtivazion and coding scheme Mught use as
fmany as twa dozen disits 1o dentifv sl - district, soufoe
Faf funds (generad or restneted). and three of e functien
and obpect levels  For example. a sheet of paper purchased
lrom a federal grant to be used in assisting at-risk students 1
Jevelop better readimg skills aught be classified as follows:
fund - restricted; tunction devel 1) - instrucuon: tunction
ilevel 20 - classroom teaching: tunction tevel 33 - English,
irbiiect Cleved 1) - supplies and ecquipment: chject tlevel 22 -
supphes: obect (level 37 - paper  One wvag has ermed this
approach “radinactive money™ — it makes i€ possible b ol
Jtow a dollar from its sounce o ats final expendinire’

In practice. 1 school district business office develops the
budget frameswork for the entire system. hut provides the
school only the part of the school dlistrict’s badget that mat-
ters for that school. Most importan: me funds allocued out
of general revenue; it is on these that we shall concentrate.

In a Tier [ type school-hased budlgeting system, the only
funds allocated to the school are those to be spent on sup-
plies and equipment to support instruction: i.e.. the

BESTCOPY AVAILAB! &

Instructional Services - Supplies and Equipment classification
in Table 2. The school district determines swhat that an sunt
should be. and the schoui is responsible for allocating the
sum among finer budget classifications. Same schools might
choose to use three levels of functions and objects (see box
at lefu; others just might choose to use only two. They may
allocate across programs and types of expenditures, or simply
hudget for programs alone. At budgeting time, the finest lev-
els of classification tay be of interest only to a division or
depantment head — like the art head who must decide how
much paper. film. and paint to purchase. However, as
expenditures are made. they should be fully coded so that
those in the schoo! and school district can eusily assess the
levels of use of specific materials and services and track a
purchase order that his not been filled.

Table 3 presents the budget allocation that a secondary
school of 1000 students might make for its Supplies and
Equipment, assuming that it is allocated $183 per student.
The crosswalk allows one 1o see how much of each type of
supply and how much new or replacement equipment is
planned for each progrun. Totals at the foot of cach column
provide the budgets for each type of purchase: $16,500 for
textbooks, $17,400 for books and periodicals. etc. As well,
row totals show amounts budgeted for each program. They
range from a low of $3,150 for co-op education to a high of
$37,000 for Technology, which includes all shops. {In this

schema, program is function (level 3), and type of purchase is
object (level 2).]

14.
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1 | Table 3: SB8 Tier 1 - High School Budget Ciassified by Function and Object :
2 | Function (Level 3 = Program) Object (Level 2 — Supplies and Eguupmant) - -
3 1 2 3 | 4
4 Textbooks Books. | Instructionai] Duplicating New [Reflacement] Other Total
5 Periodicals | Supplies Equipment | Equipment | Expenses
6 |1. At 300 100 9000 1000 3000 250 500 11 :1933
7 |2. Business 500 200 4000 2500 1000 3200 ;gg e
8 |3. English 5300 200 4000 2500 1000 3 > o o
g | 4. Family Studies 100 150 3000 2500 = 1 m o
10 | 5. Mathematics 3300 200 6000 2500 5 T
11 | 6. Modern Languages 700 300 3700 2500 = o
12 | 7. Music 500 100 3000 2500 1000 ;ggg 2 =
13 | 8. Physical Education 100 5000 500 o
15 | 9. Science 500 300 6000 2500 2500 500 T e
16 |10. Social Sciences 3000 300 2500 3000 1:32 — =
17 | 11. Special Education 1400 200 2000 1000 o o
18 | 12. Technology 500 500 200082 ?ggg 12000 1500 2 e
19 { 13.Co-op Education 400 250 1
20 | 14. Library 14500 1000 1000 2500 1000 500 ggggg
21 | Total 16500 17400 68700 27000 24500 18400 10500 | 1 .

Table 3: Tier | SBB High School Regular Program Budget Classified by Program and Type of Purchase

Under traditional line-item budgeting. each of the amounts

tioning. The school is now responsible for budgeting for

in Table 3 wouid have been fixed for the year. unless a
request were submitted to senior officials for a budget trans-
fer or for additional funds. Under school-based budgeting.
the school is on target so long as it does not exceed the
$183,000 it has been allocated. And. il all the money is not
expended — perhaps the new equipment lor technology is
deferred so that newer models of equipment can be pur-
chased in the future — the school may hold over the money
to the next fiscal year. Further. following intemal school pro-
cedures, if funds are not used in one program. they may be
transferred -0 another; and. within a program. staff may shift
funds from one category to another pretty much at will — so
long as the funds are used for supplics and cquipment.

Although $183.000 sounds like cquite a it of money. as 3
percentage of the total operating cost of the school. it is uite
modest. If the school is spending $3.04) per pupil. then the
total budget would be §5 million. of which S183.000 is 3.0%.

For a Tier !l system of school-based budgeting. o portion
of the funds for salaries. utilities and transportation are allo-
cated to the school for functions such as school site leader-
ship. maintenance and operations. and environmental condi-

much more than just supplies and equipment. Table 4 uses
the format from Table 3. with some additional subclassifica-
tions for function. to present the school's budget.  The
$183.000 from Table 3 now appears as a single figure in the
first row. The totl allocated to the school. 5606.000. repre-
sents 12.2% of the school's $5.000,000 total cost. The
$606.000. though budgeted as indicated — $30.000 for substi-
tute teachers. $15.000 for temporary staff, etc. — can be
expended according to the school's evolving priorities. If the
school economizes in regards to utilities, replacement of
abwent teachers. and the like. then it can use these funds for
other purposes or cirry them foraurd to the following year.
There is nea: an incentive to suve fiords wherever pussible in
order t put the money to a better purpose.

For a Tier Il system of school-hased budgeting. the task is
left to the reader. Table S presents a crosswalk with the fig-
ures from Tables 3 and 4 included — since these have
already been allocated to the school. Your problem is 0
bring the total up to $5.000.000. Several subfunctions have
been added in the first cotumn to assist. and the “hoard level”
function has been omitted to save space.

BESTCOPY AVAILABLE
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A | 8 | c | D | E
1 | Table 4. SBB Tier il - High School Budget Classified by Function (Levels 1 and 2) and Object
2 | Function/Subtunction Object
3 1 2 3 4
4 Salary & Supplies & Utilities & Transportation “Total
S Banefits Equipment Communiction
6 [1. Instructional Services 183000 10000 . 193000
7 Substitute Teach. 30000 30000
8 | 2. Student Services
9 Temp. Staft 15000 : 15000
10 Field Trips , 10000 10000
12 Pscych. services 20000 20000
13 | 3. School Site
14 Leadership
15 Prof. development 5000 1000 2000 8000
16 Consult. services 60000 60000
17 | 4. Cent. Admin/School Board
20 | 5. Maintenance & Operations 90000 90000
21 | 6. Environmental Conditioning 180000 180000
22 1 7. Other Current Expenditures .
23 | Total 130000 274000 190000 12000 606000

Table 4: Tier Il SBB High School Budget Classified by Function and Object

-

A 1 8 | c | D | £ | F
T [ Table 5. SBB Tier 1l - High School Budget Classified by Function {Levels 1 and 2) and Object
2 | Function/Subfunction Object
3 1 2 3 4
4 Salary & Supplies & Utilities & Transportation Total
5 Beneﬂts Equipment Communication
6 (1. Instructional Services 183000 10000
7 Substitute Teach. T L R
8 Teaching ST e pm
9 |2. Student Services SRS A R
10 Temp. Staft 15000 B an: R R R
n Field Trips 10000
12 Psych, services 20000
13 Guid. & Attd.
14 1 3. School Site Leacership  Evy ey v idiisia
15 Prof. development 5000 1000 2000
16 Consuit. services 60000
17 Prin. & V.Ps e D P I PER SN e, TR T
18 [ 5. Maintsnance & Opsrations 9000 _
19 6. Environmental Conditioning 180000
20 | 7. Other Cumrent Expenditures
1 | Total 5000000

Table 5: SBB Tier il High School Budget Classified by Function (Levels 1 & 2) and Object

16.
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Each of the cells in Tables + and 5 could be broken down
into more detail, just as the instructional supplies and equip-
ment svere in Table 3. Hoswv much detail a school ought to
use depends on its size and the availabulity of a suitable infor-
mation system. As a rule of thumb. it is not worth the effort
to formally budget any amount under $300 at the school level
or $5.000 as the schoot district level; the cost of monitoring
many small “budgets” is too large relative to the benefits.
Common sense has its place. Expenditures, however. should
be accurately and completely coded so thit they can be easily
tracked and paterns identified.

By emphasizing multiple levels of both function and

PART VIi: Thres Models for SBB: 14
DBescriptions and Simulations

ohject, we have made the design of 1 school-based budget.

seem perhaps a bit complex: simpler systems exist but have

serious problems.

We have taken a relatively sophisticated approach because
of the current political etmphasis on ensuring that us many
resources as possible directly benefit students in classrooms.
A “transparent” system of funding that facilitates the reporting
of information at varying levels of generality is needed to
meet the public's call for greater accountability. It is impor-
tant to understand the deeper structures of budgeting and
accounting, systems in order to be able to use them to their
fullest advantage.

Checklist for implementin

School-Based Budgeting

Create a vision for the schoal system and school to diwect

D Prepare training materials for personnel in schools and

budget allocation central depaniments I
Establish effective consensus decision-making processes Schoals set priorities for budget allocations in line with
in schools schoot and systam visions

Assess cuirent accounting and purchasing systems’ cap-
abilities against those needed for school-based budgeting

Train school site and central office staff in use of
system

Set targets for improving the accounting and purchasing
systems

Operate system with routine checks on balances and :
accuracy of aurchasmgv'deﬁvetylconhrmauon system

Research hardware, software and networking reguiremanis
for improved systems

Assess achiavemnent of school against priorities and
reallocate funds as appropriate

Purchase. install and test new hardwara. soitware and
network

Review and updata system 10 improve ease of use and
analysis of spending pattesns

a
O
0

=
o

PART Vi

Activities,
Role Plays,
and
Simulations
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The following activities are suggested for developing a better
understanding of some of the ideas. issues. and possibilities
suggested in Pars o V1L

Activity 1: ldentifying Needed Resources

The following activity ¢can be conducted individually, with
persons applying the activity o their own responsihilities, or
as a group role play. in shich several individuals assume
complementary roles in order 1o -Create” an imaginary school
or office. For example. five persons might play the roles of
principal. primary head. junior head, librarian and custodian
of a small elementary school. And remember — always
hegin with 2 mission!

One of the primary activities of a unit or program head —
principal. department or division head. coordinator of athlet-
ics. etc. — is to acquire the resources needed to ensure that
the umt w11l be able to fulfil its mission within the context of
the school's objectives. In practice, this means overseeing
development of the unit's budget. The starting point is to
ilentify the resources it are needed to fulfil the unit's mis-
son. Use Warkshea =1 list tle resources needed for your
unit or school. '

17
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SCHOOL-BASED BUDGETING

School Budget Development
Worksheet 1: Division/Department/Administrative Budget

One of the primary activities of a unit head is to develop a budget for the unit that meets the
needs of the unit in fulfilling the school's mission and objectives.

TASK | Assume you are the head of:

Make a list of:

1. the human resources that your unit requires assigned to it. (In the case of the school's
administrative budget, the resources needed to manage and care for the school.)

2. the supplies and materials your unit needs

3. other.items

1. Human Resources 2. Supplies/Materials 3. Other

18
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SCHOOL-BASED BUDGETING
School Budget Development
Worksheet 2: Division/Department/Administrative Budget

TASK | Cost out the items on the list developed on Worksheet 1. in group work, amive at a consensus. Suggestion:
do not assign amounts less than $500. '

Category Your amount Consensus

1.0 Professional Salaries
1.3 Prin. & V.P.
1.4 Instr. support
1.5 Teachers
1.8 Tech. & Spec.
1.7 Business
Subtotal

2.0 Non-professional sal,
2.1 Teach. aides
22T &S, (Opera.)
23T &S. (Main)
2.4 Cler. & Sec.
Subtotal

3.0 Employ. Benefits

Subtotal all salaries

4.1 Plant 0. & M.

4.2 Travel (staff)

4.3 Printing

4.4 Telephone

4.5 Contract trans.
4.6 Computer Serv.
4.7 Audit, legal, etc.
4.8 Personnel training
4.9 Equip. rental
Subtotal

5.0 i

5.1 Instruct sup.
5.2 Office sup.
5.3 Plant op.

5.4 Student trans.
Subtotal

6.0 Library materials
6.1 Library matenais
6.2 Films, texts
Subtotal

7.0 Utilities
7.1 Electricity
7.2 Heating Oil
7.3 Heating gas
7.4 Water & Sew.
Subtotal

8.0 Fixed Costs —
Total (sal/ & non-sal.)

19
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SCHOOL-BASED BUDGETING
School Budget Development
Worksheet 3: School Budget

TASK | Using the consensus amounts from Worksheet 2, develop a school budget by sum_ming the unit b_udgets.
showing the totals below under the “group amount”. Consensus will be developed in plenary session.

Category Group amount Consensus
Qriginal After 3% Cut Originat Alter 3% Cut

1.0 Professional Salaries
1.3 Prin. & V.P.

1.4 Instr. support
1.5 Teachers

1.6 Tech. & Spec.
1.7 Business
Subtotal

2.0 -

2.1 Teach. aides
22T &8S. (Opera.)
23T & S. (Main)
2.4 Cler. & Sec.
Subtotal

3.0 Employ. Benefits

Subtotal all salarles -

4.0 F
4.1 Plant O. & M.
4.2 Travel (staff)
4.3 Printing
4.4 Telephone
4.5 Contract trans.
4.6 Computer Serv.
4.7 Audit, legal, etc.
4.8 Personnel training
4.9 Equip. rental
Subtotal

5.0 i

5.1 instruct sup.
5.2 Office sup.
5.3 Plant op.

5.4 Student trans.
Subtotal

6.0 Library materials
6.1 Library materials
6.2 Films, texts
Subtotal

7.0 Utilties
7.1 Electricity
7.2 Heating Oil
7.3 Heating gas
7.4 Water & Sew.
Subtotal

8.0 Eixed Costs
Total (sal./ & non-sal.)
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Activity 2: Should We Be
Spending These Funds on
That?

We all know that school funds should
not be spent on personal purchases; we
wouldn't use student travel funds to
purchase a new television set for our
home. But other times, a decision as 10
whether an expenditure is appropriate
or not is ambiguous. Perhaps there
will be some “private™ benefit to a pur-
chase whose primary purpose is to
benefit the school. Read the following
story and consider the questions that
follow. If you are part of a group, take

sides and have a debate, one side argu-

ing in support of the school. and the
other supporting the position taken by
the school board.

Question 1. Does the school board’s
action indicate that it encourages its
schools® staffs to take prudent risks?
(Handbook: 32-38]

PART VIIL: Activities, Role-Plays, and Simulations % 18

Schoolboard tightens rules on teachers’ trips

Schoo! prnapuls fooking to take scachers oo profes-
slonal development excursions will fage some fed Bipe
uskler a new school board policy. The new rules were
adopted 10 Lght of a controversizl junket 1o Ntagsra
Falls taken by 20 The Blufs Science Academy teachers
i June  That wip cox $7060 and ennged some
UiMees.

Under new rules, princpals wifl now have (o Jis~
cuss with their assistant superintendents any plans for
Jaif development and any major scivites vohang
tzsge numbers of school staff. As well, no maney fom
the schoct-based saff development funds can be uxed
tr overmght 3ccommodation and money @ised by su-
d-nts cannot be used for stff development.

Ward 5 Trusiee Evelyn Semith, ane of the most vocal
opponents of the Academy’s tdip, said that excursion

likely would not have kappened under the new rules.
*f think the assistans superntendent would have ques
noned u.” she snd. I tunk there ace enough safe-
guards shere now. Wel keep close ubs an &.° Of the
$7.000 spens aa the np, $2500 came from Laxpayers
and the sest from corporate spunsorsiup.

The board has abo announced its new policy
regarding sponsorship agreernents. All deals must be
compauble wth the board's mission satement, and
pokcizs and agreements betweea schocls and bast-
nesses Must be approved by the peindpal. assan
supenaendent, superintendent of program, supetin:
tendent of planning. and ke supenntendent of opers
nons Schools must also keep clear tecords on te use
of funds and materals In an accounnng sysiem that
could b audited aturually.

Question 2. Given the school
board’s new policies, who has the
authority to approve professional
development activities and partner-
ships for schools? Who has the
responsibility for initiating them?
Are responsibility and authority in
the hands of the sume person?

helieve should be tolluwed m plannmg oft-site profession-

al develapment activiies  Develop e similar set of guide-

fmes tor school-business parnerships

Question S

the districts administratons?

Quiesion O

[Fandbooks 25-35)

Activity 3: Budget Development for a Small

Elementary School

As an individaal denvity, assume you die L ponapal asked
recommend a4 budzet tor & small elementany school under o
Tier HI type of school-based hudgeting system - As - pant of a
group of mdividuals. seleet one or two peisans to play the
role of division heads ta develop then tecommendations.
then develop the school budget using Worksheets 102 and 2
and carry out the other activities s sugeested.

The budget categorization schenwe used on Worksheews 2
and 3 is & reformulation of e Ontatie, Canada, Touiform
Coee of Acconnts that was develaped for g stady regionad
varation in the costs o education watlin the provingy

(Laswvton et al . 190y
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1 the school distict i whichs this incident
occurred had over $0.00 students and 1o schiools, wlhat
woukd e the workload impheatons of these policies tor

What alternative teapanse might the board
have made that soould not have shilted power from the
school to central authontics. but still reassured the public?

Question 3. What additional infor-
mation would you like to have about
the incident that is not described in
the story to determine if the incident
reflects a special Cause or common
ciuse? [Handbook 10]

Question 4. Develop three to five
guidelines which you, as a principal,

Hidden Valley Flementary School s a4 small. rural elementary

school with %0 students in the primary grades 110 3. and 90

junior divisions

students in the umor grades + 10 6. The schools budget is
divided into twee paits

schaol adnunistration. primany and

Step 1. Using Actuvaty 1. wentify the resources needed for

each of the three functions in the school — administration.
pamary and junior.

If you are working with .wmther person, first do this inde-

pendently. Don't be afrid to guess at resources  An impor-

tant part of the exercise s to match vour intuition with that
ot others and o learn o pool knowledge available within a

wroup. To gun the most trom the acovity. its important to

lve 4 good fix on the level of your own current knowledge.
Sharing viewpoints too soon encourages “group think™ —
one strong personality of person in an suthority posttion may
set compliance from others sho. in fact, ‘know better.”

Step 2. (Skipped for individuals sorking alone).  Discuss
vour types and levels of resources for your area with oth-
ers plaving the same role  Come to an consensus on what
the school sl need.

Step 3 Using costs that are applicable i your dred, cost
out the resources needed for each of the three functions.
as wentificd m steps 1 or 2 and use the left column of

School Budget Worksheet =2 to record your estimates
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If you are working with another peson. hiest do this inde-
pendently for (he reasons outhned above

Step 3 (Skipped for individuals working alone)  Pool the
information on your Worksheet =2 with those of othiers
and agree on a consensus amount  he recorded 1 the
right column of School Budget Worksheet =2

Step 4 In the left-most column ol Budpet Worksheet = 5.
sum the budgets for each of the thice tunctions — admin-
istraoon, primary dnd junior — to arve at an overall
school budget.

Step 5. Calculate the percentage of yvour budget spent on
Salaries and Benefits. Fees and Contracts, Supplies and
Materials, Library Materials, Utilities and Fixed Costs.

Do the results surprise you? Many individuels, uithin
school or in the general public. are tunacare of the meagnitide
of the annual expenditure in eren o smell clementary school
In most conmanitios in the Canda aned the U S the public
schoal system is the single lengest cmplen er

PART VIiI: Activities, Rote-Plays, and Simulations % 1¢

Step 0. Assume that fiscal difficulties have resulted in the
requirement that the school reduce its planned budget by
304, How much would this be? Where would you recom-
mend cuts be made? If vou are working as part of a
group. develop a consensus as to where reductions could
be made which would least harm the school, and record
these amounts in the second column of Worksheet #3.

Step 7. (For multiple groups). Use the two right-hand
columns of developing 4 consensus among all groups.
Compure your group’s results with those of others. What
accounts for the differences?

Step 8. Assume instead that a 3% increase in expenditures
are to be permitted. Where would you recommend that
these funds be allocated to best aid the school? Why?

Activity 4: Risk Management and the Principal

What authority do principitls have (o enter into contracts on
behalf of their schools? Read the following quotation from

Ve are seemg an epvoand tend naoonwide i contract law lit-
pedlion in assocritien waith pencipab-signed  conraas for
s hcehsite basad vendicg nuchines and othier stems that prn-
apals mizht centract foe fe.g, multisyear conteacts for beverage
ar-d candy muachines, capy machines. office equipimient. vear-
Temks, schndd rines, < hool portitits, eted Two such cases
have come ta it attenuan thes manth and e trge vou to
<hare this intonnation with principals

Tovo principals tseparate vases, separate school distives) are
laang beld hablde as a result of signing mult-year vending con-
ks, 1o sher they saned thice: 1o fivesyear contacts for
vonding machine servies st their paticular schacls, I both
~ses the principais aer: tansferred o principalstups w other
o hansh erore the werm - agieement on the vending contnicts
cepred The principals whe replacad them chase pat o use

Question 1. Develop two or three policy alternatives that
would prevent this situation from occurring. Develop one
that maximizes central control and minimizes school-level
decision-making rights; develop another that maximizes
school-level decision rights, while protecting the principal
and school.

School Bustness Affairs and consider the questions that
follow.

the veniing mashines st tiw respective schools and the vend
ma c.onpanies e Jemandina payment of machine rentals for
the full term of the malt-vear contiacts

In one case the prncipal w being sued for 20,000 and in
the uther case .. over S3:m In bath cases, the vending
machine companies have exther placed a court lien aaainst the
personal possessione of the punapat (e, home. can) or are
threatening o do so

The principals m beth cases have n-t receved support from
thew supenors o ther respective school boards. The superin-
tendeni and e setvaol beard have Jistanced themselves in
buath cases

Gieaily 4 puiey teuew i o onder,

Munklee 1990, p 27

Question 2. If you wetk in 2 school or schoal district,
review your own policies. procedures and practices. and
assess whether or not a situation such as this could arise.

Question 3. Compare this incident with that described in
Activity 2. Hosv are the sitaations similar; how are they
different?

Acknowlcdgement Thie authors appreedte the assislince of Bob Kaye of the Muskoka Board of Educanon for sharng his msights on the
operation of SBB and his sallmgness 1o demonsinae & sysenn and sa ol pracices that work Errors and onunussions of course, are the authors'
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APPENDIX I: The Quality Schools Project

The Quality Schools Project began through a partnership
between the Department of Educational Administration of
The Ontario Institute for Studies in Education and Kodak
Canada Inc. The partnership resulted in the joint sponsor-
ing of a Symposium on Quality Schools in the spring of
1994 10 explore how quality principles could be applied
within educational settings. This four day symposium of
educators, business people, and distinguished guest pre-
senters led to the publication of Developing Quality
Schools: A Handbook. The Handbook translates the prin-
ciples of quality management into practicable educational
terms combining explanatory text, illustrative graphics, and
exercises for individual and group use. It is addressed to
ali individuals who are actively engaged in the process of
creating lasting educational improvement in classrooms,
schools, and school systems.

We are now in the second phase of the project which
includes the creation of The Developing Quality Schools
Network (DQSM) and the preparation of learning modules
on school councils and consensus decision-making (LM
#I) and a quality self-audit for schools (LM #2).

BEST GOPY AVAILABLE

To obtain a copy or additional copies of Developing
Quality Schools: A Handbook,® or to obtain further infor-
mation about the Quality Schools Profect and the
Developing Quality Scbools Network, contact:

Developing Quality Schools

Department of Educational Administration
252 Bloor Street West '
Toronto, Ontario, Canada

MS5S 1V6

telephone: (416) 923-6641, ext. 2421

fax: (416) 926-4741

e-mail: slawton@oise.on.ca
“The cost per copy of the Handbook is:
Canadian orders — CAN $25.00 plus 7% GST and $5.00
shipping.
American orders — U.S. $25.00 + $5.00 shipping per copy
Orders of 10 or more copies are discounted by 10%
Orders of 35 or more copies are discounted by 20%
No charge for shipping on orders aver $50.00.

The cost for leaming modules is $7.00 each or 15 for $45
plus applicable taxes and shipping.
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