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SUMMARY

The flow of educational information is the admlnlsfréff?é‘ifké-‘v
blood of the New York City Board of Education. Fiscal, legal and policy

requirements of the public school system demand ‘the collection of a

e -

erirma

variety of school-based data on pupils, staff, physical facilities,
expenditures and programs. Despite the obvious need for a comprehensive
and responsive educational data capability, however, the Board of Education

lacks an adequate mechanism for meeting educational data requirements.

FINDINGS

The purpose of this study was to develop an action plan for alleviating
problems in the collection, processing, and dissemination of éducafional
data so that the Board's information requirements are met in an accurate,
comprehensive and timely fashion.  To support this, the study utilized

+he Data Base Management concept to analyze three topics:

»

* Data Base Administration
Data Base Structure
®* pata Base Standards

Data Base Administration

The oﬁjecflve of this component of the study was to determine how the
Board of Education currently esfabllshes'organlzaflonal responsibitities,
procedures and standards to handle the admlnlsfrafive aspects of educational
data collection, procéssing and dissemination. The study found that the
existing fragmentation of organizational responsibility into a number of
separate data process units gfeafly limits the Boardfs abilify to succesé-
fully meet its educational data requirements. This limitation not only
affects The'abllify fb meet specific, one-time data needs, but also af€ects

the mandatory and routine reporting needs of the school system.
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| S;ecifically,'fhere are three major problems that seriously hamper

the admlnlsfraflon of the data process
¢ Exlsflng daTa un«*s Iack dlrecT conTacT wnTh man;gpmenf
This particular problem is due primarily to the present
organizational fragmentaion. Historically, the educational
data units were created as the need for particular activities
! -- facilities planning, zoning, School Safety -~ developed.
Most data units, therefore, see their mandate in terms of
the particular data requirements of their function (or of
T e _.“Thelr |mmed|aTe organizational superior). Unit contact

—.

Deputy ChancelIoF:NEHB“Execuflve erecfors --"is infrequent.
This tack of contact with managment has two ?EBBFTan#«wﬁwﬂx\\
consequences. First, the passage of time has rendered B

some data "requirements'" obsolete. Data which were

necessary for the operation of the school system in the
1950's are no longer critical or even used in the 1970's

As a result scarce resources of time and staff are eiiployed
on activities having little or no value. Secondly, as a
result-of issues.arising out of a dynamic social environment,
the Board has been repeatedly faced with the need for timely
and accurate data on a variety of factors not routinely
collecred. Such situations call for clear {ines of authority
and responsibility to provide the necessary information.

® Data unit operations are too labor-intensive. The collection
of educational data from the field requires careful manual
inspection of the returned forms for correct coding, legibility
and missing data. Unfortunately, much of this collected data
is currently being manually processed as well. Outside of
their routine reporting responsibilities, none of the Board's
data units have the capability to process and analyze data
other than manually. Any request for even the most rudimentary
data analysis (such as a frequency distribution of schools by
ethnic composition) will require a manual effort which may
take days or weeks to complete. Frequently, the Board is
required to provide data with such urgency that the luxury of
one week's time to do a manual analysls simply does not exist.
In such instances, the Board may be forced to use whatever data
is on hand to meet the request.

® Redundant Data Operations are Common. In addition to performing
many of their operations manuzlly, the data units also duplicate
each other's manual operations. Because of the existing
organizational fragmentation, data units are either assigned
(or take upon themselves) data processing and analysis functions
already handled by other data units. Such redundant efforts
gre a waste of staff time which could be better used on other
activitiesz. Perhaps more critical is that redundant efforts
resuit in a proliferation of differing statistics all proporting
to be the same.

- 4
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Data Base Structure

The objective of this componénf of the study was to determine how the

study found that decision-makers within the Board are hard put to manage --
and use -- their educational data to full potential. Basically, there are
two major problems that seriously {imit the usefulness of the educational

data base.

® Existing data systems are outmoded. The management of data
at the Board has generally developed in a fragemented fashion
and at rather low organizational leveis. The traditional
approach to educational data processing used by the school
system involves collecting and coding data for specific
computer programs and thereby |inking them more or less
e permanently and exclusively to these programs. This type
S e cof data structure -- separate data files feeding Into
" specialized reporting systems -- severely limits the ability

——

Board of Education.develops .and -structures-its-educational data base. The ... .. ...

In order to analyze data contained-on.iwo_separate files, it . . .o

would be necessary to flirst perform record-by-record match
sorts for the two files and then produce a new data file con-
taining-all of the necessary data: The time and effort re-
quired to do this often discourages requests for such
analyses or leads-tc a manual computation of the data from
printouts. .
® Data inventery and dissemination procedures are poor.

Immediate requests for information can generally be satisfied

-only if the data, in terms of format and content, are contalned
in regular unit reports, printouts, or publications. Al} of
the data units are tied into their routine reporting systems;
any non-routine requests must await time-consuming manual com=~
putations before being satisfied. Requests for histwrical data
more than two cr three years in age often face delays because
of chaotic or inaccesible filing systems. Unit staff are rot
always familiar with the types of data available in their offices.
Data documentation manuals and information libraries are non-
existent at the Board and data requests are often dependent
upon the avallability of a single individual who knows which pile
of paper can satisfy the request.

Data Base Standards

The objective of this component of the study was to determine how and to
what extent the Bcard of Education uses rules, practices, guidelines, and

procedures in the planning, development, and maintenance of its
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educational data base. The study found that fragmented administrative control
and inadeqﬁé%e compuférizafion of the Board\; data base has created serious
“problems for the proper maintenance of data base integrity and security. In
a number of situations, standards and conventions governing data integrity and
security simply do not exist. Where such standards do exist, they are often
enféFﬁed either informally or not at all. Three aspects of the data standards

function were found to need immediate improvement.

® Data quality control varies greatly. Quality control of
educational data involves the degree to which the sources
of data are held responsible, the clarity of data element
definitions, and the extent of edit checks built into the
processing system. While all of the Board's data units
attempt to do a conscientious job of verifying data accuracy,
they are hampered by personnel and time constraints, and an
inability tfo conduct field audits. ‘Only the October 3l
register and the period attendance reports are subject to an
on-site audit; audits of all other data are |imited to tele~
phone calls to the schools by unit staff to check on missing
or obviously erroneous data.

® Data security standards are Inadequate. Data security standards
ensure that a particular data file will be maintained and
available for use during a designated period of time. Although
the Board's Bureau of Management Information and Data Processing
{BMIDP) has a standard user procedure for retaining data tapes,
data units have little sense of the relative importance of
their various files to management. Most tape files are retained
for only a year or two. As a result, valuable pupil tapes are
lost for further computer analysis and the necessary data must
be recreated from printouts whose own existence Is often none too
secure.

® Data collection forms are poorly designed. Each year, the schools
and districts are the unfortunate recipients of dozeas of educa-
tional data forms. Some of these forms are professionally printed
in easy-to-work-with formats while others are mimeographed from
poorly-typed copy. Some forms are coded for keypunching while
most are not. The layout of header information on most forms
is not consistent even for forms from the same data unit. Some
forms have excellent instructions for completion while others
leave much up to the imagination of the person completing the
form. Inevitably, many forms ask for the same information.
Inevitably, many forms asking for the same information are re-
turned containing different figures.
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ACTION PLAN FOR CHANGE

The study identified a number of serious problems in the Board's

" educational data process. Strengthening this data process, thereby enabling

T3

it to more effectively serve the informaf?o6.needs of the city school system,
will require a number of'major changes in the administration and structure of
the educéfiona! data base. Such changes, to bé ef?ecfive,‘musf impact not
dnfy on the procedures and systems used by the present data process units,
but aiso on fhe uriits themselves -- their infernal structure and traditional

relationships within the system.
Accordingly, the action plan consists of the following changes:

®  Create a new Bureau of Educational Statistics. One major
- point regarding the Board's educational data process has

clearly emerged from this study: almost all of the exist-
ing data process problems result from the lack of central
responsibility for the operation of the process. Top
priority must therefore be given to the elimination of the
existing data unit organizations and the restructuring of
their staff and functions into a new Bureau of Educational
Statistics (BES). BES should report directiy to the
Deputy Chancellor, establishing the necessary communications
link with management that was missing from the old ofganiza-
tional structure. BES ciould have the sole responsibility
for the collection,. processing (excluding, of course, actual
machine processing), and dissemination of all educational
data not involving pupil testing. Whenever possible, BES
should serve as a data user clearinghouse, consolidating
simflar data requests by client offices to prevent the
collection of duplicate data and to maximize data utility.

A new administrative position of Director of Educational
Statistics should be created to supervise the new BES,
replacing two existing pedagogic director positions in the
Bureau of Educational Program Research and Statistics and
the Programming Section - Office of Educational Facilitias
Pltanning. Because the BES reorganization places very
heavy emphasis on the development and operation of manage-
ment information systems, it is recommended that the BES
director position be established as a Principal Quantitative

~ Analyst line at the M-1V salary level in the Managerial
Pay Plan. This action will ensure that future incumbents
in the BES director position will possess the necessary
technical background for the position.
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Develop new computer systems. Most of the shortcomings

identified by the study centered around manual data pro-
cessing or |imited and inflexlble computer programs and
files.. TJo.alleviate these problems,.six. new computer
systems should be developed during the BES reorganlzafion.

1. An Annual School Census System to replace the many

existing overlapping manual and computer systems now
used to co!lect pupll and school facility data for the

annual October 3! school census. This system will form
the basis of a comprehensive grade~within-school data
base.

2. A Geographic Data Base System to provide for the
coiiection and prucessing of demographic data down
+o the block level of detall. This system will gen-
erate detailed and up~to-date inventories of demographic
data to support such Board activities as school zoning,
enrol Iment forecasting, redistricting, pupil busing
and integration studlies.

3. An Incident Reporting System to provide for the entry
and processing of school incident data, and replacing
+he existing manual procedure. The computerized iIncident
file created by this system would be acces@Bd via remote
t+erminal to generate a variety of incident reports and
statistical analyses.

4. A Pupll Mobility Reporting System fo generate detalled
reports of pupil admissions and discharges down to the.
school level, replacing the present systems which provide
only borough and district data summaries.

5. A Professional Staff Reporting System to provide flexible
access to position and salary data contained on the regular
and per-diem professional staff payrolls. The system witl
generate information necessary for analyzing personnel
survival trends and for determining long-range costs of
collective bargaining salary offers.

6. . A Preliminary Reports System to pr-ijuce on-demand reports
and analyses of "raw" or prelimi-. .y data, replacing many
of the time-consuming manual procedures now used to produce
preliminary or special data reports.

Adopt a two-phase reo_gan'zaflon plan. The above recommen=-

dations (and others to be found in Chapter 4 of this report)
for the restructuring of the educational data process should
be implemented over an eighteen month period consisting of

two phases.

Phase | ~ This phaséuwi1l extend from January 1, 1975 through

June 30, 1975, At the outset of this phase, the Bureau of

Educational Program Research and Statistics (BEPRAS) and
selected staff from the Office of Educational Faciilities
Plannlng s Programming Section and the Qffice of School
Safety's Analysis and Statistics Unit will be Incorporated

8
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into the new Bureau of Educational Statistics (BES).
Work will begin on the development of the six new com-
puter systems recommended above, and on microfilming

~educational data flles. |t is expected.that.three.. .. . ...

(Incident Reporting System, Professional Staff Re-
porting System, and Preliminary Reports System) of
- the six new systems will be operational by the end

of Phase {, :

Phase 2 - This phase will extend from July |, 1975
through June 30, 1976. At the outset of this phase,
Educational Facllifies Planning's Programming Section
and School Safety's Analysis and Statistics Unlt, to-
gether with units of the Bureau of Attendance's Pupil
Accounting Division will be merged into BES. In ad--
dition, Phase 2 will see the Incorporation into BES
~of other data units not included in this initial study. ..
As of this writing, likely candidates for merger o
include the Bureau of School Financial Ald's Survey

Unit and certain functions of the Centrai Zoning Unit.

* K X X X K K K

Tﬁé detailed findfngs of;The educafio;;l daTa-proces§ study are
discussed in the four chapters of this report. Chapter | provldes an
introduction to the Data Base Management concept. Chapfér 2 analyzés

the functions, procedures, and responsibilities of each of the Board's
educational data units, and examines how the present fragmentation of
okganizaffonai auThoriTy‘affecTs the data process. Chapter 3 examines
the major shortcomings of the Board's educa*ional data base -- its struc-
ture and standards -- and the problems this creates for the Board's

fop decision-makers. Chapter 4 provides specific recommendations for an

immediate restructuring of the educational data process to alleviate the

problems identified in the study.

Bernard R. Gifford

Study Team

, ‘ Leon Brazel
~Catherine Lyon
Richard Vigllante



—Ix.—
CONTENTSG: o e mesmsrein oo
SUMMARY esvesssss ®scsssss0 00000 veccscescsve R EEEE R ] ..‘.oooucoouoo‘l
LIST OF EXHIBITS «ueveuieerenneeennnnes e CeeerereeraeesiX
I. THE EDUCATIONAL DATA BASE..eeeerieeseeoonsansanns T
2. ADMINISTERING THE EDUCATIONAL DATA BASE .c.eeevvens ceessens ceespeasll=l
Organizational Responsibjlity Is Fragmented ....... e I B
Major Problems Hinder “Tfie Data Process Wusweseseecasass e f R
3. DEVELOPING THE EDUCATIONAL DATA BASE vovvnneenes UPUURTUSRRUL § § I
Existing Data Systems Are Outmoded ........... s R R A |
Many Data Files Are Not Computerized ......... Ceecenssaces N 1R L)
. Data Dissemination Procedures Are POOr .....ccecieeiecencoccoacelll-8
Data Base Sfandards Need Improvement ...... iieesecncocsscocseeallil=ll
4. ACTION PLAN FOR CHANGE «veveeenenn. et eeerereeeenaes ceeeeesnneeeeslVml
Create A New Bureau Of Educafional Sfafisfics T ETTERTTETTTRT TN ) od IS
Strengthen The Staff Organization «ecceeececs. T TL A A
Develop New.Computer Systems .....;.......;......,.....f,..... V=7
Estabiish A Pata Center ecescscsssccsrssnes ee0csstencnge ".......IV-H
Expand Field Data AuditsS cecececeonsnes ........................olV-|2
Adopt A Two-Phase Reorganlzation Plan ciessenseans cesscenpeceey V=12
APPENDIX A - WORK DISTRIBUTION ANALYSES .....e.. ceeees ..;....,,.......A-l

10



e ks 2 e et s

2.1
2.2
2.3
2.4
2.5
2.6
2.7
3.1
3.2

4.1

4.2

4.3

4.4

LIST OF EXHIBITS
THE EDUCATIONAL DATA PYRAMID «.veveenevnnnes. feenenann eeane eeees |=2
MANAG ING THE EDUCAT IONAL DATA PROCESS +vveeees fTT;..‘ ......... e LG
THE EXISTING STRUCTURE OF THE EDUCATIONAL DATA PROGESS -.... '5{.;....|oe4 
BEPRAS ORGANIZATION CHART ......u;...;............,.;...............|i~7'
BEPRAS' REPORTS LISTING «vevenrennernrnnnes . cernensadl=9
PROGRAMMING SECTION ORGANIZATION CHART - vvveseensnsnenens e ceeedll=13

ANALYSIS AND STATISTICS UNIT ORGANIZATION CHART UUTUUCSEURTTE T T- I
PUPIL ACCOUNTING DIVISION ORGANIZATION CHART ...... P B 1
SCHOOL BUILDING GAPACITY WORKSHEET «e.eevvens.. _...,.{.:........,,;,.;1424
THE EXISTING APPROACH TO DATA PROCESSING ......Q..,....;..........;.||!-3

THE DATA BASE APPROACH TO DATA PROCESSING rzesieesess. ..1......¢;.,.|||-6 - Ui

THE PROPOSED STRUCTURE OF THE EDUCATIONAL DATA PROCESS vyeeeasconsseb¥e3

'PROPOSED. BES ORGANIZATION CHART ....esveeses eens R |

-

PROPOSED DATA STORAGE/RETRIEVAL PROCESS .............,.,;....,...,..lvf|o 

FLOWCHART OF SYSTEMS DEVELOPMENT AND REORGANIZATION PROCESS A A

11




vo jf8s " Neyo o The' 27 fnstg, Ong.
RIES s i wh N 8T utg G

W o I PUTS oY t h
;:;ﬁﬁes . éwhmﬂ e Sy wha?-Ne

AN, ; '
5ly y b rk
0 : N, Sir 4 R mé"m he L Yo" Cly
Aot 5 FIS l
ee is SN 2’ Sng t
T s Nassing / IR N b &dm'"'s "2%lve requirements

1'{1 SVS nd + L g5+l
o ii\y schoo! 1‘\“ g’ Thy LR processlng‘

V§hi .&pOQ 14 4ota SETEL Sty sl ' o ’

0" AN \yy of 4 . N . NP e ry, phY’ cal “faclll'l“les’- expendi~

/rure’f%% progra"’é’- "y apprﬂ M P UPQQV and TImel Tness ©f +he numerous

(eP° W porated #7om NPT i AN -ar"rlca' ) ‘
N e e RN N |

A\ o NS xh
e Q , k (0
" 5 l\g_ysfem . SN orf 2 ‘N*
Nl [y _gof! Ty re®lun
o 2

¥ Board of Educaﬂon Is very

and dissemlnation

N\ ¢he. effec+|Ve managemen'{ of

» oq | dat.
. uQé,f[Oﬂa da*a exls"' at VarlOUS‘

N
A geograp” y

y . S Mo of the eduCaﬂqnal
427 Ny 1% ey oy 4n® Boay, of go'Saty
/1 .

arly <! \y, aré the schoo! level of

+ anr
\ tal 7 e 2 °"e o PMov;

d? VA Sgreraliy . N oot o N\t F fv AN '"fo’rmaﬂ%, for ldentifylng
. ad (R {7 =n ’ : .
% Ryyng bl "y ge¢ , T Ny
LN ' | .

78 .
gys‘r Qq m,—emen’/

a

S or+t ‘ ‘
Ty suPPOTT OF tne foljowing

bra Sty fedg

‘T ﬂ * in CHV’ TQ\ 8nd . ora) funding

do%emy  4n? 2l on OF e 5 t

’ To {f'Q*stngd éah%‘s\a*l %Qurceg o
di? S

. chi 1A KV
\\ o e To/ »Q\,Q eff,@& \le\ nOOl'k *eg'\,

v an
To 'deﬁlqh p 6'1 ‘QS




THE EDUCATIONAL DATA PYRAMID .

GEOGRAPHC \
RESOLUTION / e \
/ COMMUNrrY \

 ORGANIZATONAL |

EsownoN ¢ /




®* To determine short- and long-range needs for
physical facilities

* To provlde»dafa for collective bargalnlng purposes

‘Despite the obvious need for a comprehenslve and responslve educational
data capabllity, the.New York City Board of Education lacks an adequate mechanlsm
for meeting educational daTabrequiremenTs. Probleﬁs exlst in all three parts

of the educational data process ~ collection, processing, and dissemination.

I. Data Collection ~ This activlty involves the preparaflon and
distribution of data forms to schools and districts, and the
subsequent collection and verification of the returned forms.

i

2. Data Processing - This activity Involves the coordlnatlon
and supervislon af al} functions necessary for the successful
processing of the collected data by computer or manual effort;
including data keypunch and verification, systems development
from the basic system design through programming, error listing
and final! report generation. :

. Data Dissemination ~ This activity invoives methods and pro-
cedures for the adequate storage, retrieval and dissemination
of educational data; Inciuding the reportipng of data in three
ways: recurrent, as in the production of monthiy reports of
certain variables (such:as pupli attendance), exception, \
notifying management of ynusual behavior (such as an increase
in school incidents), or on-demand, in which specific Informa-
tion is provided in response to a request from management.

N

The purpose of this study was to develep an action plan for alleviating
problems in the educational data process so that the information requirements
of the New York City Board of Education are met in an accurate, comprehensive
and ftimely fashioﬁ. To support this, the study utitized the Data Base Management
concept to analyze Three‘Toplcs:‘ | |
® Data Base Admlnistration

Data Base Structure
': Data Base Standards

15




Data Base Administration

The objective of this component was to determine how the
Board of Educatlion currently establishes organizational respon-
sibilities, procedures and standzrds to handle the administra-.
tive aspects of educational data collection, processing, and
dissemination. The basis for such an assessment was' provided
by a review of the following factors:

® Is there a function and/or strategy that addresses

educatlonal data base management throughout Ihe
Board?
® Who has technical respcnuibility for the daia hase?

Who has non-technical ro:nmnsibility (user interface)?

Data Base Structure

The objective of this comp::nont was to determine how +tha
organlzation is structuring ii: .ata base. A reviow of the

following factors provided a bawis for assessmont:
® Is there a strategy to determine what common data
bases should be developed =und a priority schedule
for development?

® Is the existing data basc designed to support
‘research on policy issues?

® Can data be viewed logically so that it appcirs
organized in different ways to various users?

® How are Information needs determined and to what
degree is the user involved?

® Are future data needs forecast to assure that data
base capaclity and performance can be maintained?

Data Base Standards

The objectlve of this component will be to de!crmine how
and to what extent the Board of Education uses ruios, practices,
guidelines, and procedures in the planning, develnprent and
malntenance of Its educational data base. A review of the
following factors provided a basis for assessment:

16
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® What standards and conventions govern data integrity
and security?

What are the coding and classification standards?
What are the procedures for dafa,éhange nomination,
.concurrence, arbitration, Implementation, and
documentation?

Exhibit 1.2 shows the relationship befwaen Data Base Management and the
educational dafa process. Notice that each element of Data Base Manngement --
administration, structure, and sfaﬁdards ~-- Impacts upon the three asp@é%m of
the educational ‘data process —- qollecflon, processlng; and dfsseminafion. -
forcement of Data Base Managemenf principles Is necesséry for ihe successful

operation of the educational data process.

XX K X X X K ¥

The findings of the educational data process study are discussed in the
three remaining chapters of this report. ChapTer 2 anélyzes the functions,
procedures and responsibilities of each of the Board's educational data units,
and examines how The.;;esenf fragmentation of organlzéfional authority aéfecTs”.
the data process. Chapter 3 examines the major shortcomings of the Board's
educational data base -- Its structure and standards -- énd the problems
+his creates for the Board's top decision-mgkers. Chapter 4 provides specific
recommendations for an lmmediafeiresfrucfuring of the educational data procens

to alleviate the problems identified in the study.

17
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2 - ADMINISTERING THC EDUCATIONAL DATA BASE

The recent reorganization of the Board of Education's central head-
quarférs recognized that clear !ines of authority mﬁsf exist if key
management functions were to be performed prbperly. While the reorganiza-
tion resulted in major:édminisfra+ive changes at the division level, the
functions and résponsibilifies of most subordinate offices and burcaus were
left unchanged. As most of the Moard's educational data process activities
take place at the bureau tevel, any restructuring of that process must first
analyze current organizationa! responsibiliTies,‘procedures, and standards

~.used to handle Thé administrative aspects of data.

Accordingly, the purpose of this chapter is to:

® Analyze the functions, procedures and responsi-
bilities of each of the existing educational data
units.

® Examine how the present fragﬁenfafion of organizafioﬁal
authority and the sypporting systems limit the Board's

ability to successfuily meat its educational data ro-
quirements.

ORGAN!ZATIONAL RESPONSIBILITY
FOR THE DATA BASE o
1S FRAGMENTED ‘

Both the traditional role and recent expansion of the Board of Education's
management responsibilities account iﬁ {arge part for the currenf‘fragmenfafion
ofﬁfhe 9duca+ional data process. As late as 1949, all statistical and research
activities, including budget preparation, were incorporated in a single Bureau

of Reference, Research and Statistics under a single director. Because the:
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then existing and unwieldly span of control in the Bufeau was hindering im-
portant administrative and educational decision making processes, the statistical
and research acflvlf; underﬁenf a series of redrganlzafions which divided the
data process (collecting, précessing and:dissemlnaflng) along functional llines.
Over a brief five-year period separafé bufeaus responsibie for administrative
research, curriculum development, budget analysis, facilities plahnlng,
educational research and pupil attendance sfafigflcs were created. Later years
saw the creation of new data bureaus for school zoning, personnel planning,
public information, Federal programs, and program analysis.

In ail of these reorganizations, the data collection, procésslng and
dissemination activity was seen as subordinate to fhe operational function of the
particular bureau. In Téfﬁs of sfafflng; this meant that expertise was re-
qdired primarily in the SUbJécT function -- personnel, budget, zoning -- and
mat In whatever data coltecfion, processing and dissemination activities were
ncbessary tosupport that function. The data process, oﬁce hlgﬁ]y centralized
and protessionalized, had become organizationally fragmenféd and was conducted
«itTh varving degrens of experfise and efficiency. —

Exhibit 2.1 shows the e#isflng structure of the educational data process
for the Mew York City éoard of Education. Tha organization chart identifles
the five prima%? data procéss units and their associated lines of authority.
The remainder of this secfion will discuss in some defali +he functions, pro-‘
cedures and responsibilities of the following four data process units:

® Bureau of Educational Program Research and Statistics

®* pProgramming Section - Office of Educational Facillties

Planning A
Analysis and Statistics Unit - Office of School Safety
® Pupll Accounting and Statistical Unit - Bureau of Attendance

“The fifth data process unit -- Office of Educational Evaluation -- is in many

19
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respects unique from the four other units and dogs not share most of thelr
problems. The -ole of the Office of Educational Evaluation In-the develop-

ment of the educational data base is discussed in Chapter 4 of this report..

Bureau of Educaiional Program Research and Statistics

The Buircau of Educotional Program Rescarch aond 5tatistics (BEPRAS) is a

~.

direct descendent of +he o!d Bureau of Refercnce, Recearch and Statistics.

Split of f from fhe oid bursau in 1949 and given its current name and functions

in 1957, BEFEAL became the Board's chief administrative research arm and its

principal statistical unlt.
BEPRAS " miandats =3 stated in various Board by-laws and .resolutions is

comprehensive and quite open-ended. The current siated functions of the

bureau zre the following: N

b, To conduct studies of programs, organizations, personnel,
tisual matters, and school administration, as requested
'f‘..
Y

top Beard of Education officials.

2. o report, dlszseminate, and assist in implementing the
findings of research.

3. To collect, record, and aznalyze systemwide administrative
and punil accounting data.

4. To turnish management information for high level decision-
riakiog.

5. Tc meinftain o reference library of pertinent materials in
the asreas of school administration, school finance, research
and 2valuation, teacher personnel, and statistics, which will
provide rescurces for the several functions of the bureau.

6. To participate In the preparation and evaluation of circulars,
bulletinz, guldes, and administrative forms.

7. To provids informaticn about the City's school syéTem to

Board of Education units, other municipal agencies, clivic
groups and service organifzations.

22
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To administer the Basic Educational Data Systemn (BEDS)
for the New York State Department of Education and to
furnish the unique data proviged by this survey to head-
quarters officials. .

[0)]

9. To conduct Faderal surveys, required tc maintain the
flow of Federal funds.

To perform such herculean tasks, BEPRAS has a staff of 39 pedagogical
and administrative personnel and a I974-1975 personal service budget of
3400,000.  Exhibit 2.2 shows an organization chart of the bureau as of .

June, 1974. The bureau is organized into four activity units:

. Program Research Unit

Under the supervision of a School Research Associate, this

unit is responsible for conducting studies in the area of
teacher personnel, such as-a continuing survey of classroom
teacker sbsence. These data have been utilized in collective
barguining negotiations with the United Federation of Teachers,
and have provided estimates of per-diem substitute fund require-
ments for community school -districts and high schools. The unit
a5 prepares comparative studies of teacher salaries for major
U.5. cities, and New York City teacher salary distributions by
step and schedule for various school levels. ‘

2. Administrative Research Unit

Jdnder the supervision of a School Research Associate, this unit

is responsible for conducting an annual survey of pupil eligibility
for fres lunch, and the annual comparability report of Title |
services for the Federal Department of Health, Education and
“elfare. This unit assists the bureau head by preparing a weekly
activitices report, drafting research proposals, and summarizing data
and The results of investigations requested of the bureau by

Board officials. The unit also consults with HEW Officials on

the Qffice of Civil Rights Survey and the Office of Equal Employ-
ment Opportunity Survey.

5. Field Data Collection Unit

Under the supervision of an Assistant Administrative Director, this
unit is responsible for the collection, editing, processing and dis-
position of 90 percent of the Bureau's statistical data. Included

in this are the major data requirements - pupil attendance, ethnicity,
tanguage ability, and register - for the Board's budget, accounting,
and fiscal operations, and a number of minor and secondary statis-
“Tical data requirements.; The unit also administers the New York
State Basic Educational Data Survey (BEDS) of pupil, staff, school

and district data profiles.. 23
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OBHIBIT22

BUREAU OF EDUCATIONAL PROGRAM RESEARCH AND STATISTICS
| - ORGANIZATION CHART - JUNE 1974

s e TEm Sue e e e
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|1 Statistician | Typist | | 2 Supervising Clerk | | I Senior Clerk
| Stenographer | ‘ 10 Senior Clerk | * | | “Stenograpter
| Typist - ' -8 Clerk e
| ‘ S | Stenographer
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EXHIBIT 2.3

BEPRAS' REPORTS LISTING

REPORT TITLE FREQUENCY
1. Period Attendance Month|y-
- ‘ Annually
2. Preliminary Register Annual |y
3. Time Schedule ang Register Annual ly
4. Transportaticn Annual ly
;5; Age Grade . Annual ly
6. H.S. Graduate Ages semi-Annual ly
7. J.H.S. and H.S. Examinations Semi-Annual ly
JS; Elem and J.i1.5s, Promotions Annually
39,” Library On Request
0. thnic Census Annually
I.. Ability to Speak English Annual ly
?.; H.S. Register and Attendance Semi~Annual ly

Annual Iy

27

REPORT GESCRIPTION

Pupil attendance rate and register

Fifth school day's aTTendance‘and register
Pupil register on Oct. 31 for all grades
with data on Special schedules, short
time, and number of classes

Documentation of reimbursement claims _
for public and non-public school +trans-
portation by pupils and carrier :
Pupils! age,'by sex, for each grade

Age and sex of H.S. graduates

Percent passing and distribution of test
Scores for Regents and citywide exams

Pupil promotions by grade

Library media center data on staff,
materials and services

Pupi | ethnicity by grade

Pupil English-speaking ability by
language group within grade

H.S. attendance and register on

State scholarship and Regents test days

End of year school reorganization by
“wnda and erhanl level



from the Board's Bureau of Management Information and DaTa Processing (BMIDP)

Given +tne poor quallfy of much of the data received from the schools, these clerical
e tasks are absoluTely necessary and the bureau staff, with many years of expérlence“'

in data collection, performs with a high degree of competence and professionalism.

Exhibits A.2, A.3, A.4, and A.5 provide work distribution analyses for each‘ ’’’’’

of tne four BEPRAS units. These analyses point out a méjor.shorfcomfng of the

burcau's organization. Data collection and proceésing of forms‘receivéd from

the schools are not handled exclusively by the Field Data Collection Unit (as

might be expected) but are alsc processed by the Progrém ReSearcthniT (Teaéhe?

Absence Survey) and the Administrative Research Unff (Pupil Information Survéy).

Also, all three units spend from 5 peréenf to 17 percent of Theirlfime in varlous

phases of the pupil language and ethnic survey. This lack of task special ization

~amonyg the units is evident in other bureau activities -- statistical analysis, ad-

mxnnf rative record-keeping -- as well. Given the fact that 80 percent of the
Churcau's time s dcvofcd to two activities -~ collection of field data and
nanual tabuiations of data summaries -- the existence of the three separate units, .

with the attendant duplication of supervisory overhead, is both artificial and
costly. The ManagemenT‘SupporT Unit, while primarily responsible for the unique
task of dota dissemination, suffers from the lack of an Information reffieval
system and the lack of a common, autcmated data base and report system to gen-~
erate many of the statistical tabulations and summaries requested by board of-
ficials and now produced manually. The implications of these shortcomings on
the board's information needs will bé‘discussed later in this chapter.

.

PrOgrémminq section ~ Office of Educational Facilities Planning

The programming section of the Office of Educational Facilities Planning was'

' N\
created in 1951 upon the recommendation of the Education Management Study

| 28
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(Strayer-Yavner Report). In the report's recommendation, the proposed diQision
(now section) of programming would be responsible for formulating-and adopting
policy actions necessary to achieve the bes% use of existing school facilities
and the improvement of those facilities to meet educational standards. The

new division was 1o have two subdivisions:

(1) A school population analysis unit for conducting all
analysis and planning necessary for the caplital budget
and long-range building programs: and

(2) A school facilities analysis unit for inspecting school
buildings and analyzing space utilization.

The current stated functions of the programming section are the following:

. Participation in the development of the master plan for public
school building construction, promulgation of the annual space .
procurement program, and the preparation of the five-year capital
improvement. plan.

2. Development and evaluation of research techniques and procedures
for enroliment and other demographic forecasting.

3. Preparatlion of the annual report on schoo| capacity, enrollment
and utilization. ‘ '

4. Estimating the impact of residential housing growth and decline
on public school enrolIments.

5. "Participation in the preparation and review of proposed capital
budgets for school construction.

6. Compilation, classification, publication, and distribution of
information on school use, school construction needs, school
life-expectancy and auxiliary facilities.

7. Preparation of five-borough school utilization maps.

8. Preparation of analysis of capital budget provisions for
school facilities projects.

9. Participation in studies by speciél consultants employed by
the Board of. Education and outside agencles.

0. Preparation of school district profiles of current and anTicibaTed
future utilization of primary and intermediate schools.

I1. Review and development of ‘school capacity formulas.

29
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The programming section has a staff of 20 pedaéégical'and administrative
personnel and a 1974-1975 personal service budget of $280,000. Exhibit 2.4
shows an organization chart of the section as of June 1974. The section is

organized -into three activity units:

l. School Utilization Unit

Under the supervisijon of a Teacher assigned, this unit prepares the
annual report on school capacity, enrollment and utilization. This
report incorporates data on leased .and temporary facilities and their
pupil enrolIments, use of school facilities for non-instructional pur-
poses, and the organization of special classes for special education
programs. The unit prepares the annual issue of the five-borough set

of school utilization maps showing the locations of all schools (existing,
under construction, or in planning phase), leased facilities, and large-
scale housing developments. The unit also conducts a periodic review
with .the N.Y.C. Department of City Planning and the N.Y.C. Bureau of the
Budget of all level schooi capacity formulae for official modification
to reflect changing conditions in the schools' organization and
curriculum.

2. Program - Planning Research Unit

Under the supervision of a Principal Planner, this unit participates
in all phases of the development of the annual space procurement pro-
gram and ensuing five-year Capital Improvement Plan of the Board of
Education for submittal to and action by the City Planning Commission,
Mayor, Board of Estimate and The City Council. Activities involved in
this process include demographic studies of neighborhoods and community
school districts involving the compilation, manipulation and interpreta-
tion of Census enumeration data, population characteristics, birth '
statistics, population migration, ethnic data, housing data, .and his-
torical frends of public and non-public school enrolIments. The Unit
also participates in the preparation of school district profiles and

in the continuing section development and evaluation of enrol Iment
forecasting methodologies.

4. Housing Research Unit

Under the supervision of a Principal Planner, this unit evaluates the
impact of proposed new residential housing (public, private and
institutional) on public school enrollments based upon special annual
questionnaires sent to the schools for col lecting data, on enrolIments

of children from housing projects and for the vearly updating of these
data for caluculating pupil/dwelling unit ratios of residential housing.
These studies are used in the development of the annual Space Procurement
Program.
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- EXHIBIT 2.4

PROGRAMMING SECTION - OFFICE OF EDUCATONAL FACILITIES PLANNING
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ORGANIZATION CHART - JUNE 1974
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As with BEPRAS, a work distribution analysis of current operations and‘pré-
cedures was conducted of the programming section and its staff. Exhibif_A,6’§hoWs?:
the summary work distribution analysis for the entire secffon.‘ In general ¢a+é-"t
gories, the section's activities consume the fol lowing percenféges éf”¥5+al avéiff  
able man-hours: |

Supervision -10% -

Data Process Activities -61%
Clerical and Support -29%

Approximately 75 percent of the section's data process activities' time is ‘;;HT
devoted to three major statistical activities -- capacity and‘ufijizafion invenTorY;t
housing analysis, and enrollment projections. Unliké BEPRAS,‘+he programming - L
section's miscellaneous analyses consume only 3 percent of the unit's Time.:

Exhibits A.7, A.8, and A.9 provide work disTribuTion’ahalyses for each-qf
the three programming section unlfs; As was the casebwrfh The‘BEPRAS' uﬁi+s, but f*;
not to the same degree, there is oveé1apping of activities among The Three unlfs;
This js“parfjcuiarly true of TheAProgramfﬁlanning"and“Research,“and Housing Research._
Uni*s, both of which spend siénifiéanf amounts of fime.engagéd In publ fc school .
enrolIment analysis. The question arises-as to why TherHoqsing Research'UniT éxi§T§;

as a separate entity at alf‘siﬁce the dafé it col lects and anal?zes form an lnTegraf
paET of the enroliment and space pro;uremenf studies performed by the Program- |
Planning and Research Unit.

One major shortcoming of the programming section's operations isbnoT evident
in the work distribution tables. All of the sectlion's data processess -- capacify' .
and utilization, enrol Iment projections, housing analysis -- are completely manual.?l
None of the section's data collections forms are coded for keypunch, no systems
exist for compuTaTions of utilization réTes or enrol Iments forecasts, and all »lis

reports and data *ables have to be iyped by hand. This lack of mechanization

not oﬁly imposes a great burden on the staff in processing its own data but also
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means that data securéd from outside agencies (much of which Is available on cbm-
puter tapes) must be manually transferred from agency psihfoufs to section data
worksheets before being subject fo further manua | prbcessing. Perhsps worse is
the fact that much of the data relafinglfo pupil fegisfers and ethnicity is, of
course, collected by BEPRAS and available on computer files at BMIDP. As a

result the Programming Section's lack of automation imposes ah sddifional clerlcsl
burden not only on its own staff Euf also on the staffs of every district and

school who are being asked for the same data twice.

Analysis and Statistics Unit -~ Office.of School Safefy

The Analysis and Statistics Unit is part of a Planning Unit funded by a grant

from the Criminal Justice Coordinating Counclil and“established in the Office of

School Safety in February, 1973. The grant award ferminated on June 30, 1974 and

the Planning Unit staff was paid out of the Safety Office's tax-levy budget for
the 1974-1975 fiscal year. '

The stated functions of fhe Analysis and Statistics Unit are The followung

l. To create a research and planning capabllity for the Office of
School Safety and to provide a sound data base for analysis which
will allow informed planning, deployment and budget decislons as
regards school securlfy.

2. To analyze the lnc1denf data col lected from the schools and to pro- -
duce regular and special reports on these incidents for use by the
Central Board Members, Chancellor, Office of Public Affairs, and the
Office of School Safety.

3. To provide information and assistance to the schools relating to
their Incident reporting and general security problﬁms.

4. To computerize all aspects of the incident reporfing process and

utilize quantitative analysis techniques in studying crime in the
public schools.

The analysis and statistics unit has a staff of 5 administrative personnel ‘and

~a 1974-1975 personal service budget of $48,300. Exhibit 2.5 shows an organlization ;

chart of the unlt as of Juns. 1974.
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EXHIBIT 2.5

ANALYSIS AND STATISTICS UNIT ~ OFFICE OF -SCHOOL SAFETY
ORGAN|ZATION CHART ~ JUNE 1974

CUNIT REPORTS TO O.S.S; TRAINING ADMINISTRATOR] .

ANALYSIS AND . - |
STATISTICS - | y
UNIT ‘

pmas s

2 Quantitative Analyst*
I Supervising Steno
2 Clerk~Typist '

* .

Formally called Security Systems Analyst while the unit
was funded by a Crimlinal Justice Coordination Councul
grant. :
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A work distribution analysis of the unit given in Exhibit A.|0 shows that
glggsf hatf of The.unif'é time is devoted to activities termed "Miscel laneous
Cl;rical." The bulk of these tasks involved typing the varfous daily, ménTlef
and annual logs and reports of school incidents. Much of the unit's remaining
time was devoted to tabulating and'sumﬁarizing The‘incidenf data for the unif's‘
various reports.

Overéll, approximately 85 percent of the unit's professional and c]efical
staff time is consumed by the manual manipulation of the data contained on the . .
incident report forms. In addition to ifs‘daily incident iog and regular honfhly
and annual incidehf reports, the unit was often requested to prepare special re-
ports on individual security matters. These requests came from a variety of-
fices and individuals, including the ChanceLIor;,oTher Board of Education offices,if 

the Mayor's office The City Council, and special interest groupsziﬁ

these special reports were the following:

- Study of crimes committed with handguns ;

Analysis of crimes committed in schooi lavatories
Analysis of crimes committed in school by intruders
Study of robberies against different types of individuals
Breakdown of sex offenses by type, victim and perpetrator
Study of crimes by school, district and neighborhood
Study of attacks against school guards

Most of these special reports consist of basic descriptive statistical
analyses - frequency distributions, histograms and cross—TabuIafions. With
almosT‘S,OOO incidents reported in 1973-1974, even these simple studies
extremely time consuming when computed using only de;k calculators. The in-
cident report form is coded for keypunchinglbuf requests by»fhé unit staff Jo
BMIDP for the development of a computerized incidénf reporting system have
been turned down on the grounds that the relatively low annual volume of data did

not justify an EDP system.
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Pupil Accounting and Statistical Division - Bureau of Attendance

The Pupil AccounTinQ and Statistical Division of Thé Bureau of Attendance is
responsible for a variety of clerical and statistical functions relaffng to pdpil\. §
attendance and Transfers.“r?or this study, only the operafioné of Two‘of The‘ |
division'é units were analyzed:

1. Statistical Unit

This unit is responsible for preparing preliminary monthly pupil
attendance reports by school and district. ‘

2. Coding and Reports Unit

This unit is responsible for receiving, proceésing, and codTng
data on pupil admissions, discharges and transfers prior to
keypunching by BMiDP. '

These two units have combfned staff of 10 administrative personnel and a
1974-1975 personal service budget of $73,000. Exhisif 2.6 shows an organizafién
chart of'the two units within the Pupil Accouhfing and Statistica! Division as
-of June 1974.-

A work distribution analysis of the units given in Exhibit A.1]l shows that
60% of the units' time is devoted to checking and coding data forms. Thé sta-
tistical unit spends most ot its time preparing a monthly tabulation of pﬁpil
attendance rates by school from photocopies of the BEPRAS' Period Attendance Report »?
{PAR) forms. This activity proVides Théubirecfor of Attendance with a "prelfminary"‘:
report for a given month's pubil attendance six fo efghf‘weeks before the final |
printout for The.parficular month is provided‘by BMIDP. BEPRAS staff also pro-
duce a manua!‘prefiminary pupil attendance report each month for the Chancellor's
Office. This is a needless duplication of effort. These two parallel| activities
should.be consol idated into a single effof? and single report to serve the needs

of the Chancellor and the ATTendahce Director,
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EXHIBIT 2.6

PUPIL ACCOUNTING AND STATISTICAL DIVISION -
BUREAU OF ATTENDANCE
ORGANIZATION CHART - JUNE 1974

ADMINSTRATOR
I Asst. Administrator
|  Admin. Assoclafe

BN | SR .
{ ’ - 1
STATISTICAL | . ~ CODING AND
UNIT . o " REPORTS 'UNIT
|- Supervising Clerk 4 | Supervising Clerk | - E
2 Clerk _ | 2 Senior Clerk. ‘ :
4 Clerk
38
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The Coding and Reports Unff Sfaffmannually process apprbximafely'35,000'209a'
and 209b admission and discharge forms confalnfng'over one million lines 6f‘fnf0k;;“:
mation on individdél pupils. The 209 forms are an invaluable source of defalled‘
information on inter~ and intra~city poplulafioﬁvmovemenfs,vahd contain pupil hbme~j5
addresses (both old and new) as well as school and district. |denfif1caflon.
Unforfunafely the school and pupil address data are not keypuched and The compuferff%
reporfs presently available provnde pupi | mobility dz'a at only the dlsfrlcf and

borough levels.

MAJOR PROBLEMS HINDER
THE EDUCATIONAL
DATA PROCESS

The exnsflng fragmenfaflon of organlzaflonal responslbllify greafly llmlfs
the Board of Education's ability to 5uccessfully meet its educational dafa
requirements. Thls Ilmlfafion not only affects the ability to meef speciflc,
one-flme data needs buf also affects the mandatory and rouflne reporting needs‘_“_f[
of the school sysfem |

While the current situation gives rise to many detrimental éonsequences,

\ .There are three major problems that seriously hamper the educational data prdcess.

. Existing Data Units Lack Direct Contact With Management

This particular problem area is due primarily to the present organlzaf}onaj‘
fragmenfafidn. Historically, The‘educafional data units were created as fhe'néed
for particular activities -~ facilities planning, zoning, school| safety ~-- developedég
Most data units, therefore, see their mandate iﬁ terms of the particular data |
requirements of their function (or of thelr immediate organizational superior).
Unit contact with managemenf -~ the Board of‘EducaTion, Chancel lor, Deputy

* Chancel lor, and Executive Directors -~ is lnfrequenf

35)




11-20

This lack of contact with managemenr has two |mporTanT consequences First,
the passage of time has rendered some data "mandates" obsolete. Data wh|ch were
necessary for the operation of the school system in the 1950's are no longer
critical or even used in the 1970's. As a result scarce resources of time and
staff are employed on activities having little or no value. The dafa units
Themselves IocaTed far down |n the organizational hierarchy and Iacklng any
authority to terminate a "mandate" on their own, continue to produce reports
which serve no useful purpose. An example of this is the age-grade reporf which
BEPRAS'has produced for years. The age-grade report is an annuél ;urveybon‘fhé
distribution of pupils by age, sex, and grade. The survey imposes a greaf
cIerical burden on the classroom teacher (who, to do the survey cfoper[y, musf
look up the dates of birth for each of his or her students), and |Ts accuracy o
is, therefore, highly suspect. The survey resulfs in slx copies of a massive
computer prinfcuf which are all neatly bound and shelved. WIThIn the last
few years, the only organization which has rcgularly consulfed Thc age~-grade
~reports is the Boy Scouts of New York; Pupil data by age and sex are
‘apparehfly'veri‘userI in the Scouts' membership drives.

The séccha.consequence of the data units' lack of contact with management

is by far the more critical. During the past two decades, the Board of Education .

has had to deal with a number of issues arising out of a dynamic social envircn- ‘v:
ment. Integration, decentral ization, and bllingualismvhave all imposed great
demands on the Board's decision-making ability. As a result, the Boérd has
been repeatedly faced with the need for timely, accurate and defailad dafa on

a variefyrof‘facfors not Eoufinely collected. Such Sifuafions‘call for cfear
lines of aufhorify and responsibility to brovide‘fhe necessary Information.

~ The present organizational fragmentation of data unlfé, however, has repeafedly
resulted in costly and embacassing delays in meeting the information needs of

the System's policy-makers. 40
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One recent example can best illustrate the consequences of this sffuafion.
“in 1972, the Puerto Rican‘LegaI_Defense and Education Fund Inc. (ASPIRA)
instituted an action against the New York City Bpard of Education concerning the
lack of educational services prév]ded to students with English language dfffi-
culty. Early in 1974, the Board waé requested by the Court Tovmake a survey
of the services provided fo all Category 2 (ability to speak little or no English)
pupils. The Board assigned the task of preparing the survey forms and instruc-
tions to a data unit not responsible for conducting the regular language survey.
The survey was conducted in February 1974, with data returns of‘suth poor
quality that the entire survey‘was considered useless. |t was found that the
inadequate instructions had led some schools to include only Puerto Rican
Category 2 pupils, while other schools included all CaTegéry 2 pupils or
even all Puerto Rican pupils regardless of thelr language category. In addition,
the data collection form used in the survey had no provision for keypunch coding
_ so that all tabulations of the survey data would have had to been done manually.
Because the Februéry survey was found to be useless and there was a Court-
imposed deadline for the informafioh, a second survey had to be made in May, 1974.
Due to the time delay caused by the abortive first survey, the May survey placed
the Board and the schools under a greéf deal of presshre to complete the task
befure the close of the school year. This pressure, combined with the resentment
on the part of many school personnel in having to conduct the detailed and diffi-
cult survey a second time, resulted in scores of data errors which could no% be
corrected before the schools closed.
The Court's final decision in the ASPIRA suit based in part upon the results
of the May survey, will affect the education of tens of thousands of children
and involve the expenditure of millions of dollars. The need “or high-qualify

information in this and similar situations is obvious. Equally obvious is the

H
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" need for a single agency within the Board. to have sole responsibllify for
working with the system's pollcy-makers in defining information requlremenfs

and in ensuring that these requirements are met In an accurate and timely fashion.

2. Data Unit Operations Are Too Labor-intensive

The collection and processing of educational data from the fleld invariably
requires careful manual inspection of the data forms for correcfbcodlng, legi-
Silify, and missing or obviously erroneous data. The work disTrlbuTién analysis
of the data units revealed that a good deal of clerical time is spent on the
telephone with school secretaries in order to make corrections before the forms
are processed.

Manual inspection of completed data forms undoubtably saves more time in the
overall process than if errors were corrected after initial processing. What does
not save time, however, is the fact Théf much of this data processing itself is
done manually. Of the four data units studied, only BEPRAS had the bulk of its
data processing and reporting done by computer. BoTh‘The‘Programmlng Section
of the Office of Educational Facilities Planning éna the Apalysis and Statistics
Unit of the Office of School Safety process all of their data manually.

In the case of the Programming Section, this manual processing becomes
an extremely éosfly and time-consuming activity. Exhibit 2.7 shows the work-
;heef hsed by programming section personnel to calculate schoo! bullding cara-
city. Data on énrollmenfs\and rooms are transcribed from other reports and forms
o *he‘worksheefs and then all of the computations are made with desk calculafors.
The possibilities for error in transcription and computation are dbvious. There
is no reason why such purely mechanical Tasksméénnof be fully aufdmafed with

only manual inspection of the raw data forms and the computer edit listings.
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EXHIBIT 2.7

WORKSHEET FOR CALCULATING SCHOOL BUILDING CAPACITY
PROGRAMMING SECTION - OFFICE OF EDUCATIONAL FACILITIES PLANNING
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" Outside of their routine reporting responsibilities, none of the data
units havé the capability to process and analyze data other than manually.
Any request for even the most rudimentary data analysis (such as a frequen;y
disTribuTlon of schools‘by ethnic composition) which has not been generated by
the regular units repor+s, will require a mannal effort which may take days or
weeks to complete. Not one of the four‘daTa uniTs studied has a single staff
member who can write a small computer program or use a programmable desk
calculator. Even afTer certain requests for data analysis become |nsT|Tu—
‘tionalized and required on a monthly basis, staff are pul]ed away from other
jobs to pound desk calculators for days nn end to get the "special" analysis
out. | |

‘Whatever problems this lack of automation creates for the data units

pales befora the problems it creates for managemenf; The Board of Education
Is frequently required to provide information pertaining to pupils, programs
and schools. vFrequenle, these information requirémenfs; whether from the
City, State, or Federal Governments, are of such urgency that the ]uxury of
one week's time to do a manual analysis S|mp|y does not exist. And frequently,
the Board is forced To use whatever data is on hand to meet the request. One
can only imagine the ultimate cost to the city's schools because of this un-

responsive data processing and analysis capability.

3. Redundant Data Operations Are Common

In addition fo performing many of their operations manualiy, the daTa unlfs
also duplicate each other's manual operations. Because of the exlsfjng organi-
zational fragmentation, data units e2re either assigned (or take dpon them-

- selves) data processing and analysis functions already handled by other daTa

unuTs.
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BEPRAS is required to produce a monthly pupil attendance ancl!ysis for fhe
Chancellor's Officg. This analysis involves computing school and cistrict
attendance rates from the raw data on the monthly period attendance reports
and cdmparing these raTeé with those of the same month for .the previous school
year. The Pupil Accounting Statistical U;if of the Bureau of Attendance, howavef,
also uses the raw data on the Period Attendance Reﬁorfs o produee a similar
analysis. for the Director of Attendance.

Because the computerized pupil ethnic census reports are not fully corrected
and available until four months after the census is conducted in October, the
Chancellor has requiréd BEPRAS to produce a preljminary ethnic census report
using the raw survey form data. This preliminary ethnic report provides school,
district, and level summaries of pupil composition weeks before the computer
reborT‘is ready. The Central Zoning Unit, however, also uses the raw survey
form data to compute a preliminary census similar to BEPRAS.

These redundénf data procesélng and analysis opera%ions have two detrimental
consequences. Most apparent, of course, is that redundant efforts are a waste
of staff time which could be better used on o+hér acfjvifiés.‘ Perhaps more
critical to the overall educational data process is that redundant efforfé
result in a proliferation of differing statistics all proporting to be the same.
Instead of one ethnic census, we have three -- the final census and two preliminarf
censuses. |Instead of one pupil attendance rate for District 15, there are three.

The idea of producing preliminary reports from raw data is justified when
the relative immediacy of these reports is required by management. Such pre-
liminary reports, however, cannot be allowed to propogate within the system at will.

~And in the Bcard of Education, data, having been created once for perhaps a
single purpose tend Té appear in reports and studies for years to come. |+t

is important that such preliminary reports be produced by a single unit,
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‘which will be responsible for Théir distribution and will bé able to account

e e
for any future data discrepancies“due to the reports' misuse.

* Ok O K K X X ¥

This chapter has discussed the organizational fragmentation of Thé
educational data process and how this framenfafion limits the Board of Educafibn's
ability to meet its management information requirements. Poor organijzation is
only part of the overall problem, however. The nexT‘chapfer details the more
serious problems inhereqf in The structure and sfandafds of the educational

14

data base.
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3 - DEVELOPING THE EDUCATIONAL DATA BASE

The flbw of édiicational data and information is the administrative life-
blood of the Board of Education. This dafa flow is a gonflnuous record of the
status of many of the pertinent factors that affect the successful_qperafidn of
the public school system. A‘méjor staff responsibility is the develgpmenf of
a mechanism for the selection of Thé key/critical data ‘from This flood of
information and the means to have it captured, processed, and fed back to
assist management in making more effective declisions.

The educational data base is, or more properly should be, such a mechanism.
There has beeﬁ considerable débaTe among school administrators about the nature
of the data base; about the elements of information that ought to go into it;
about the technical complexities created by the concept; and about the real
value of the concept to the operation of a school system. This chapTef examines
the major shortcomings of the N.Y.C. Public School System's educational data base -
its structure and standards -- and the problems this creates for the Board's top

decision-makers.

EXISTING DATA SYSTEMS
ARE OUTMODED

At the present tirs, decision-makers wifhln the Board of Education are hard
put to manage -- and use -- their educational data To‘full potential, for reasons
that are largely historical. Because of ?he‘rapid growth of computer technology,
managment of data has developed Haphazardly and‘in laggard fashion over the years.
A general approach to data managment has emerged only very recently, .and consequenTIYZ
applications have developed discretely from one another ih an unintegrated and wasfé{i

ful fashion. Further, each increase in the complexity and capabilities of computers. .

has brought new generations of applications ~- but these applications still, for the -
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most part, have been specialized in nature, designed for a speclfic operational
use or for a special ized staff function.
Hence, managment of data has continued to develop in framented fashion and

at rather low organizational levels. Exhibit 3.| represents the traditional ap-

. proach to educational data processing at the Board -- collecting and coding data for

specific programs and thereby |inking them more or less permanently and exclusively -

to those programs. - This traditional approach has resulted In three slgqlflcahf '

disadvantages for the data process.

I. Files And Records Have Tended To Become Redundant

Exhibit 3.1 shows an over-simplified and hypothetical model of two educafioﬁal
data systems -- Pupil Attendance and Title | Etigibility. |In the model, the Pupl|
Attendance System uses two data flles: The School Register Master File and The
Period Affehdance File. "The ScﬁooI‘RegfsTer Masfer‘FiIe consists of data elements
A, B, and C (representing the ééhool identification codé, pubch or private
school category code aéd the schoo] register, respectiveiy). The Period
Attendance File consists of data elemenfs A, C, 'and D. Notice that data elements
A and C are common to both files. |

The Pupil Attendance Sy’fen 's a relaflvely old repor+lng system. A
few years ago, the Board was required to develop a computer sysfem for deter-
mining Title | Eligibility. In the model, the Title I-Eligibility Sysfem
consists of three data files: The School. Locaflon Master File, The Free
Lunch Eligibility Flle, and the Welfare Recipients File. Notice Thaf three
(A, B, and C) of the seven data elements used in the Title I_sys+em are common
with those used in the Attendance System.

The redundancy of data is obvious. In just this little, highi§ sim-

plified model, 4 out of 8 (50%) of the data elements In ths files are redundant.

18
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EXHBT 31
"THE EXlSTlNG APPROACH TO DATA PROCESS|NG

DATA ELEMENT DATA - DATA EDP
REDUNDANCIES ELEMENTS FILES SYSTEMS
SCHOOL ID
- SCHOOL
—H--PUBLIC/PRIVATE{ B )—{ “ser.
—H-REGISTER—(©) I
| | ATTENDANCE :
-SCHOOL ID —~ SYSTEM
| | /' PERIOD y
—|—H—REGISTER A
'ATTENDANCE
—SCHOOL ID
SCHOOL
—|—|—|— GEO CODE— MASTER
—|—PUBLIC/PRIVATE(B)
__SCHOOL ID — —
FREE TIMLE1 |
REGISTER—— ELIGIBILITY ELIGIBILITY |
| ‘ SYSTEM |
FREE LUNCH '

GEO CODE
- AGE GROUP
WELFARE -

WELFARE
RECIPIENTS

49




P-4

Ddring the inffialfdevelopmenf of data systems, redundancy does not cause much
trouble. As soon as dafé elements must be up&afed, however, it can cause a great -
deal of trouble. Within this simple model aléne, for example, the récenflcreaflon
~of Community School District 32 involved changing the school identification codes
(data elements A) on four of the five files. Given the piefhora of data systems
maintained by the Bureau of Management Informafloﬁ and Data Frocessing (BMIDP),
the process of updating all the redundant files and reports In a systematic and

‘synchronized fashion becomes exceedingly difficult and costly.

2. Separate Files Restrict Data Analysis

The fradifional'approach to dafa proceéslng results ln'separafe data

files feeding info‘specia{ized reporting systems. ' This type of data structure
soverely limits the abilif& to combine and analyze data elements from separate
data files. For example, Exhibit 3.1 shows that pupil attendance data (element D)
.and free lunch eligibility data (elémenf F) are contalned in two qifferenf data
files. If one wanted to correlafelfhese two data elemenfs, I+ would be necessafy
+o first perform a school—ﬁy-school match sort for the two files and then pro-
duce a new data file containing elements A (school identification), D, and F. The
time and effort required to do fhis offen digéourages requests for such analyses

or leads to a manual computation of the data from printouts.

3. The Traditional Approach Undercuts The Advances of Computer Technofogy

Computer memory was once a great deal more expensive than It Is today.
The costs of random~access storage have been signiflcantly reduced by the develop~
ment of extremely large disc devices. Virtual-memory techniques make possible

the analysis of relationships between elements in a relatively huge pool of dafa,

not all of which need necessarily be presenf In titeral fact.
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Originally, the high cost of on-line storage or membry was a main factor
for limiting the scope of programmnng and the am0unf of data needed durlng
any given run. In effect, this reinforced the pracflce of creaflng and maln—‘
taining separate files for each -application required by the Board's dafa users.

Within The near future, the Board will acquire a new IBM 370/I58 computer which

will have the capacity to keep relatively huge amounfs of cata allve In the
system. But the Board's educaT:onal‘dafa are still organlzed and coded along
first-generation computer |ines -- that Is, by specific files and programs.

The traditional approach Té educational data processing is Tled‘info‘tpe
hisTory of the computer. The compufer was first used 1o replace éxisflng‘manual
{unctions, primarily within the Pupil Accounting Function. Next came fhe*lnfe—_ 
Qrafion of computer-based. systems within and between funcflqhai areas. This
resulted in data files and systems created originally for one function -- child-
accounting ~- being used for another function -- resource allocat. %mw‘mxaﬁpfe.- ’
" Now Board mznagment is requesting that the existing cross-functional sysfems :‘7
bo improved to serve the needs of many organizational levels as Welj as functions.
At this point, the redundancies and Inefficiencies resulting ffomifhe fradifional
spproach to educational data managment have become so extensive that applicaffons
can be adeqiate only 1f they are éeveloped in such a manner that specific pro-
qrams‘are separate from the data. Ideally, all df the Board's educational dafé
should be structured into a c0mmoﬁ flexible data base. |
As shown in Exhibit 3.2, the data-base concept structures Electronic Data
Processing (EDP) acTiviTy so that all of the Board's educational data are merged
in a single pool, which is used to run both routine programs and programs‘wrlffeh
in response to ad hoc requésfsi Note that in the simplified model shown nO‘flIes
appear -- the base of dafa elemenfs constitutes the gereral file for fhe school Y

system, and specnflc files are by and iarge unnecessary; ‘In the dafa-base approach
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EXHIBIT 3.2

' THE DATA BASE APPROACH
TO DATA PROCESSING

GENERAL EDP SYSTEMS 4
CONTAINING SOFTWARE FOR ACCESSING DATA ELEMENTS

TITLE |

PUPIL | ELIGIBILITY OTHER

ATTENDANCE |  SYSTEM

N/ ALL DATA ELEMENTS
A\ ARE UNIQUE AND
™.\ CONTAINED
\WITHIN A SINGL

ENERAL
OCESSING

PECIAL
JCESSING

DATA MGT S'MULA“QN |
PACKAGE STATISTICAL PACKAGE

PACKAGE

SPECIAL EDP SYSTEMS CONTAINING
DATA BASE MANAGEMENT SOFTWARE
AND SPECIAL APPLICATION PACKAGES
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an interface exists between the common data base and both the general and speclal
EDP Systems containing the programs ahd software for accessing the data elements
and producing reports. The data-base approach enables a progrémmer to organize wff%*

and structure the data elements in a manner that minimizes or eliminates redundancy o

and opTimizés the economic costs of data storage and accessibllity.

MANY DATA FILES
ARE NOT COMPUTERIZED

Inflexible and redundant computer data files are only part of the overall
problgm‘affécfing the Board's educational data base. More serious perhaps Is Theﬂ
fact that a number of important data "files" are not compuTerized aT all. As was
discussed in Chapter 2, of the four data units studied, only The Bureau of Educafionalj
Program Research and Statistics (BEPRAS) had the bulk of iTs daTa»processIng and -
reporting done by computer. ' Both the Programming Section of the Office of Educafidnalf

acitities Planning and the Analysis and Statistics UniT'of‘The Offiéé’of‘échool’
safety process and maintain all of their data manuafly.

Both of these latter organizations are responsible for data of great importance
to the management of the schoél system. The Programming Section; for example,

~annually collects the following information:

° Inventory and capacity of instructional classrooms,,

shops, and auxiliary facilities

Number and grades of pupils enrolled in schools
outside of their school zone

Auxiliary organizations hcused in public school buiVdings

Pupil contribution of large-scale housing developments

These and other data are used by the Board in the development of the master
plen for public school building construction and the annual space prucdremenf

program. In addition, they could be used for large-scale analyses of school
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integration programs and pupil mobility. Such analyses, however, would require
combining these data W|Th other pupil and demographic |nformaT|on, mosT of whlch
presently exist on computer files. A true management information capability canncfe‘

exist half-mechanized and hal f-manual. It is, Thefefore,-necessary that all

educational data of likely importance to management be combuferized and integrated

into the common data base.

DATA INVENTORY AND DISSEMINATION
PROCEDURES ARS POOR

‘A data base characterized by inflexible reporting systems and Iack of auto-
mation will undoubtably suffer from an inadequate data inventory and retrieval
system. The Board's educational data base is no exception.
Inall areas of records management, the four educational data units included

in Inis study suffer from similar problems: I

° Immediate requests for information can generally be
satisfied only if the data, in terms of format and
content, are contained in regular unit reports, print-
oufs, or publications. All of the units are tied into
their routine report formafs,.any non-routine.requests
must await time-consuming manual compufaflons before
being satisfied.

® Requests for historical data more than.two or three years
~in age often face delays because of chaotic or Inaccesible
filing systems. Printouts are often left unbound and
unifabeled in their shipping cartons. Source documents
are often consigned to a watery fate in the basement due
to a lack of proper storage space. ’

® Unit staff are not always familiar with the types of daTa
available in their offices. Data documentation manuals
and information libraries are non-exlstent and requests
are often dependent upon the avallablllfy of a single
individual who knows which pile of paper can satisfy
the request. ‘

* Much valuable infermediafe data conTaiﬁed_in tables and

worksheets are either unobtalnable due to poor filing or
are unusable due to inadequate annotation and documentation.
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® Common sense data summaries are often lacking. Data
collected by school may not be summariz~d by district.
Data summarized by district may not be totaled for the
entire city. Again requests for summary data not
routinely reported must await hand computation.
Data dissemination at the Boafdvof’EducaTion is virtually nonexistent.
With the exception of the small public relations bookiet "Facts and Figures",

the Board has not produced a comprehensive publication of educational statistics

since the Annual Superintendent's Report was discontinued almost ten years ago.

Those repprfs it does produce are often merely retyped versions of computer
printouts, limited in both scope and interpretation.

An example of the decline in data dissemination is shown in Exhibit 3.3.
The exhibit gives the’ four current BEPRAS reports and a sample of some of the
now=discontinued reports the Bureau used to produce annually. While an all
of the old reports were of equal qual ity or value, they did répresenf an attempt
to interpret some of +he maésive data col lected each year by the Bureau. The:
four current reports suffer by comparison. - With the excepfion~of Thé Language .
Survey Report, the reports are Iimifeé to data tables, some graphics, and a pagé
or Two of boilerplate - all of which could be generated directly from the com-
suter.  The tanguage report contains ten pages of narrative and attempts to
highlight historical trends in English Ianguage difficulties over a three-year
period. The time and effort expended on these |imited reports is not jusfified‘
by their |imited cfrculafion and value to management.

In the data dissemination process, too much can be as bad as too little.
For a number of years, the-Programming Section of the Office of Educational
Facilities Planning has published a multi-volume "Program-Planning Data Book"
for school planning communities and, most recently, for Community School Districts.
The data books inciuded information on pupil enrollments by grade, existing school

capacities and utilization rates, detall matrices for three enrol Iment projecfion:
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EXHIBIT 2.3

- BEFRAS PUBLICATIONS - THEN AND NOW

I. Current BEPRAS Publications (Annual)
" '"Day School Registers by Grade and School Group"

®  "Survey of Pupils who have difficulties with the
English Language"

? "Annual Census of School Population"

* '"Day School Register by School Disfklcf"

2. Discontinued BEPRAS Publications (Annual)

® "Teacher experience Index in Elementary and
Junior High Schools"

* "Survey of Teacher Absence Policy and Problems
in large cities 500,000 and over in Population"

® "An Analysis of Cessations of Teacher Service in
the N.Y.C. Public Schoofs"

AN
® "Teacher turnover in the N.Y.C. Public Schools"
® "Teachers' salaries in the N.Y,C. Public Schools"

® "Trends in ethnic composition of Pupil Population
in N.Y.C. Schools"

56




Techniques, projected pupil contributions from new large~scale housing, and
"miscel laneous demographic_da?a. The Data Books' value as a planning and infor-
mation tool was undermined by a surfeit of mefhodologicai detail on projection
fechniques. This -detail was vnaccompanied by an éxplangfory document discussing
-the methodology used. |t seeméd particularly Inappropriate for a p{anning
gocumenf intended for a lay audience of professionals and pﬁbllc to include
countless pages of numeral dafa‘(presumably In the name of ful.l. disclosure)

and yet exclude any discussion of what the data signify and how the all=-important

summary enroilment projections were made. ‘
As a result of These'shorfcomings, the "Program Planning Data Book" series
was discontinued in 1973. Much of +he data contained in the Cata Books, however,

are extremely valuable and should be disseminated in a more Intelligible format

in the future.

DATA BASE STANDARDS
MNCED IMPROVEMENT

Fragmented administrative control and Inadequate computerization of the edu-
cational data base at the Board has created serious problems for the proper main-
terance of data integrity and security. In a number of situations, standards and
conventions governing data base integrity and security simply do not exist. Where
such standards do exist, they are often enforced either informally or not at all.

The enforcement of data base standards, as with data base administration and
structure, is a function encompassing all three phases of the data process-coj]ecflon,
processing, and dissemination. This study has found three aspec}s of the data

standards function that need immediate improvement:
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|. Data Quality Control Varies Greatly

Quat ity control of edqcafional data involves the degfeeyfo which the sources
of data are held responsible, the clarity of data element definifions; and the
extent of edit checks built into the processing sysfem. Because the data is
defined and collected by four separate units, data qual ity control is variable.

In terms of holding the data sources -- usually school or‘disTrlcT offices --
responsible for daTa'aécuracy, all four data units aTTempT'To‘dd a conscientious
Job. In this they are primarily hampered by peréonnel and time constraints, -and
an inability to EOnducT field audits. - Of all the data elements collected, only
the October 3| register and the period attendance reports are subject to an on-
site audit. The register audit is conducted by the Office of Audit and Investi-
éafion, and the attendance checks are made'by attendance officers and teachers
assigned to Thé districts or the Central Bureau of Attendance. The auditing of
all other daTa‘colIé;Ted4by the four data units Is generaljy limited to telephone
calls to the schools by unIT_sTaff To check on missing or obviously erroneous
data.

in.all instances, data audITs-are‘IimITed to quantitative facTors -~ numerical
counts. Qualiféfive errors In caTegbrlzaTIon are only picked up If the qualiTaTive -
error results in a quantitative error on comparison with previous data. For
exampie, the annual Iénguage census conducted by BEPRAS asks each home:-oom teacher
to classify her pupils in eight language/ethnic caTegorleé %or one of Thelfhree
levels of English-speaking ability. The census requires the teacher to make two

relatively subjective judgements about his or her pupilis:

In terms of ability to speak and understand English, what
criteria differentiate pupils having a moderate difficulty
with English from pupils having severe difficulty. The
criteria provided on the classroom census worksheet alliow
for a good deal of subjective leeway on the teacher's part.
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® In terms of puplls language group, what criteria differ-

entiate categorizing a Greek~surnamed and -speaking
child who has no difficulty with English (Category 3)

as an English-speaking Category 3 pupil or as a Greek-
-speaking Category 3 pupii. One teacher would classify
the pupil as English-speaking, another as Greek-speaking.

The existing audit procedures for this language census would only notice
large discrepancies among total pupils in the various categories by comparing
the census totals with Tbgqprevious years' figures. |f a teacher or schpol
continued to erroneouéfy'céfegorize a parficular type of pupil year after year,
the error -- being consistent -- would never b2 quesfloned.' The probiem to be
solved here is not so much an improvement in audit procedures as it Is a
rigorous redefinition and classification of categories requested on The'dafaj
form.

For al| computerized educational data reports, systems prepared by the Board's
Bureau of Management Information and Data Processing (BMIDP) conform to N.Y.C.
Data Processing Standards. BMIDP personnel meef.wifh data clients during the
development of a new sysfgm to ensure that certain edit procedures are built into -
the system. Unforfunéfely the BMIDP staff is dependent upon fhe client's
knoWIedge of his own data and needs. Because there are many cIienTs‘from many
separate bureaus and offices, data edit sféndards wil] Vary in both degree and
quality. Systems staff alone can only ensure that the most basic edit checks
on fotals are made by the system. Of course, for those data reports that are
prepared manual ly, even these moéf basic edit procedures cannot be guaranteed

altThough, as stated above, all data units try their besT;

2. Data Security Standards are lInadequate

Data security standards énsure that a particular data file or document will
be maintained and available for use during a designated period of time. |In the

' . case of‘compuTer files, BMIDP has a standard procedure for retaining data tapes:
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®* When a system is first designated, the BMIDP systems
analyst meets with the user bureau and prepares an
EDP Standard Retention Form 10.50. This form inden-
tifies the system, file ID number and retention period
(one year, two years, indefinite) for each file pro-
‘duced.

® If a user bureau has a new requirement to hold tapes
for longer periods than initially specified, they

write a memo to BMIDP to modify the original 10.50
form and also modify BMIDP's Tape Library iControl

System. ‘

The existing organizafionai fragmentation of the educational data units has‘
led to a partial breakdown of the-above system. Data units have no sense of the
relative importance of their various files.  As a result, while some tape flles '
are scratched (erased) within a month of creation, mosf are retained for only a |
year cr two. Valuable ethnic and language tapes are lost for further analysis
and the necessary data must be recireated from printouts whose own exisTence; as:
was shown, is none too secure. The answer, pfopased by some data bureaus, is not
to retain these fiies for an indefinite period. BMIDP is currenfly'savlng over“”
5.00C reels of tapz containing data on various applications. "Every tape retained
indefinitely should be recopied annually to refresh its magnetic impulses. .Thls‘f"'
recopying would only add to BMIDP's workload. Rather, the answer is to esfablish av.
data retention hierarchy wherefn certain key elemeﬁfs from several master files -
are saved on single annuzl summary tapes which are retained }ndeffnifely. The
master tapes themselves can be put on microfilm or microfiche before being scratched

fhereby eliminating the dependence upor printouts for historical detail data.

3. Data Collection Forms are Poorly Designed

One ares of data base standards which lends itself to immediate currection is
in the dezign of the data colisction forms. Each year, the schools and distiricts
are *he unfortunate recipients of hundreds of data forms requesting information

on every activity and process imaginable. There are dozens of forms for educational
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data collection alone. Some of these fofms are profeséionaliy prinTed‘in‘easy-
to-work-with colors while others are mimeographed from typed copy. - Some forms
“are béxed and coded for keypunching while‘mosf are‘noT.i The‘layouf of header
information on most forms is noT-consisTenT even for forms from‘The_éame_daTa‘
“unit. Some forms have excellen® instructions for co;plefion:while others leave
much up to The'imaginafion of the person completing the form. IneViTany, many
forms ask fer the same information. Ihevlfably, many forms asking for the same
information are returned containing differenfuf}éures. ‘

This quantitative and qualitative multiplicity of daiga collecfién‘fo;hs
stems out of a lack of central control and expertise ovér the coflecfion process.
The only workable solution is the esféblishmenf of a forms control procedure
wherein no bureau or office requiring educational daTa'from the field woujd be
allowed to send out its own form without prior authorization from the forms control
unit. Ideally, if the data collection activities themselves were cenTraIized; the
- delay ceaused by a forms confol review procedure could be Iargely-eliminatea.since.jn_
the ceniral data collection agency would have the responsibility, and presumably

N

the expertise, to Jdevelop its own forms.
XX X X K X K K X | ‘ o
This chapter concludes the investigation of the problems inherent in the
Board's educational data process due to organizational fragmentation and an

inadequate data base. The next chapter provides specific recommeiidations for an

immediate restructuring of the educational data process to alleviate these problems.
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4 - ACTION PLAN FOR CHANGE

This study has identified @ number of serious problems in the Board's educa-
" tional data process. Strengthening this data process, thereby enabling it to
" more effectively. serve the information needs of the city school s?sTem, wjil
require a number of major changes in the adminisftration and sTEucTure of the
eduCaTional data base. Such changes, to be effective, must impact not 6n|y
on Thg procedures and systems used by the present data process units, buT;_“
also on the units themselves - their internal structure and traditional
relationships within the system.

" Accordingly, the acTion'blan consists of the following éhangesf
Create a New Bureau of Educational Statistics
Strengthen the Staff Organization
Develop New Computer Systems
Establish a Data Center

Expand Field Data Audits
~Adopt a Two-Phase Reorganizaton Plan

CREATE A NEW BUREAU
OF EDUCATIONAL STATISTICS

i . e,

One major point regarding the Board's educational data process has clearly
emerged from this study: élmosf all of the existing data process problems re§u|+
from the lack of central responsibility for the operation of the process. No .
éfforf to strengthen or improve the mechanisms by which the Board collects, pro-
cesses, or disseminates educational data will succeed unless there is prior’
formslation of data responsibilifies and authority within the framework of a
single agency. Top priority must therefore be givenifo the eliminafibn of the
existing data unit organizatlions and the restructuring of their staff and

functions into a new Bureau of Educational Statistics.
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Exhibi+ 4.1 shows the proposed structuire of the educational data prﬁcess.
Instead of the four existing data units reporting to various offices (see Exhibi+t
2.1 for comparison), the new Bureau of Educational Statistics (BES) wil! report
directly to the Deputy Chance!lor. " This new reporting sfrucfure will es+ab|iéhb
the necessary communications |ink with management that was missing from the old
organizational structure. If, in the future, a Dlvlslon dr Office of Information
Systems is created within the Board of Education, BES should be organizationally
reassigned to that new operation. |
“As shown in Exhibit 4.1, no change in the repoETIng structure or organizaf]on.
of the Office of Educafional‘Evaluafion-(OEE) is being recommended at this time.
In addition to its other functions, OEE is responsible for the administration of
all pupil testing. This activity is completely compuTerizéd, and the only chénge
required (securing éqpies of pupil test-score Tapes for all grades, not just those -
processed by the Board) can be accomplished by a change in the contracts made with
the test publishers. Also, the creation of the new AccounTabiilTy.Uan within the
Office of the Chancellbr will undoubtably create changés iﬁ OEE funchons and- |
staff. The ultimate place of OEE in the éduéafional data process must await the
announcement of these changes.
I+ is recommended that BES have the sole responsiblllfy for the collection,
processing (excluding, of course, actual machine processing), and dissemination
~ : ’
of all educafidnal data not involving pupil testing. This responsibility should
extend not only to that data handled by:The four existing data units, but also to
data coilecTed from the field by other Board offices and units. This responsibliify
should include a final review authority to ensure adequate forms design, proper
coding standards and audit procedures, and to prevent the collection of duplicate
.daTa. whenever possible, BES should serve as a data user clearinghouse, con-
sol idating gimilar data requests by.clfenf offices to providé for maximum data .

utility. No Board unit requiring educational data should be able to send a collection:
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form to the field or specify a report system from t+he Bureau of Management
Information and Data Procéssing (BMIDP) without prior review and approval by
BES. This review and control pcocedufe for BES is necessafy if there is to be
effective management of the educational data base.

STRENGTHEN THE
STAFF ORGANIZATION

Assigning extensive authority fo the Bureau of Educational Statistics will
have little real effect on the management of fhe'éducafional data base if‘The
proper staff organization for the Bureau does not exisT.. This proper staff
orgahizafion includes the resTrucTLring of sup-bureau units along strictly
functional lines and the creation of appropriaTe staff positions.

Exhibits 4.2'sh5ws the proposed organization of the Bureau of Educational
Statistics for the period from Janaury |, 1975 through June 30, 1975 (Phase

| of the reorganization plan). It {s “acommended that the new Bureau be

organized into three units:

Fielc Data Collection Unit
Management information Unit
Demographic Analysis Unit

i. Field Data Collection Unit

Under the supervision of an Assistant Administrative Director, this
unit will be responsibie for the collection, processing and editing
of all statistical data collected form the field. Along with the
regular pupil-related data collected by BEPRAS' units, this unit

will collect and process school facilities data, pupil admissions

and discharge data, and schoo! incident data. |In addition, the

unit will be responsible for conducting all special surveys man-
dated by Board of Educatlon management of State and Federal agencies.
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2. Management Information Unit

Under the supervision of a Principal Methods Analyst, this unit

will be responsible for the development of new computerized reporting
systems to replace both existing manual procedures and inadequate com-
puter systems. The unit will have primary responsible for malntenance

of the educatlonal data base, installatlon and operation of microfilm
equipment for data storage and retrieval, and dissemination of all
statistical Information requested by the Board or outside agencies.

. 3. Demographlc‘Analysls Unlt

Under the supervision of a Senior Quantitative Analyst, this unit
will be responslble for the development of a computerized geographic
data base for generating enrolIment projections, facilities require-
ments, and demographic analyses at variuits geographic levels. This
unit will also maintain a library of pojulation and socioeconomic
data files produced by City, State and Federal statistical agencies.

Because the proposed BES organization will require a range of new skills and
expertise, certain changes in staffing will be necessary. It is recommended that v

-

the fol lowing ne¢ = positions be created for BES:

I. Director of tducational Statistics

This adminlstrative position wlll be responsible for the overall
supervision of BES and will replace the two exlsting pedagogic
director positlons In BEPRAS and the Programming Section. Because
the BES reorganization places very heavy emphasis on the develop-
ment and operation of management Information systems, It is re-
commended that the BES Director position be established as a
Principal Quantitative Analyst line at the M~IV salary level in
the Managerial Pay Plan. This action will ensure that future
incumbents In the BES Director position will possess the neces-
sary technical background for the position.

2. Associate Methods Analyst

This administrative positicn wiil be assigred "o the BES Director

and will be responsible for conducting work arzlysis and improvement
studies of data process activities within BES and other Board offices.
This pesition will also prepare and maintain a BES Procedures and
Standards Manual of the Bureau's functions. o

- 3. Senior Quah¥}¥5+lve Analyst ‘ ‘ N

This adminiztrative position will supervise the BES Demographic
Analysis Unit and will have primary responsibility for the
development of the Geographic Data Base System and the preparaticn
‘of various demographic analyses.
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4., Quantitative Analyst

This administrative position will be assigned to the Demographic

Analysis Unit and will be responsible for developing the Pupil

Mobility Reporting System and for assisting the Unit Supervisor
--in analyzing demographic data. ‘

In addffion T0 these four new positions, It is recommended that four adminls-
Trafjve positions (i Princieel Methods Analyst, | Associate Methods Analyst,
) SeninFProgrammer, and | Supervising Sfehographer) from the Project Management
Unit be?Eeéssigned:To the BES Management InfermanOn Unit through the duration
of Phase 2 fJeee 30, 1976). This team will be responsible for the developmen*
. of a number of'new computerized reporTfng systems which should reself in sig~
nificant savings invprocessing tir? and labor costs for the new Bureau.

Beca. :2 the emphesis within BES will be on Inéormaflon systems development,
there will be little need for the three BEPRAS pedagogic research pesifions
(i Assiefanf Director and 2 School Research Associafeé)-wifhin fhe new Bureau.
These positions should be Traneferred to other Soarq activities such as Ed-

‘ucational Evaluation or the Accountabllity Project where their traditional

research expertise could be more appropriately ufflized.

DEVELOR *MiEW
COMPUT:R SYSTEMS

This study indentified a number of shortcomings in the existing systems
and procedures used in processing educational data. Most of these shortcomings
centered around manual data precessing or limited and inflexible computer
programs and files. Accordingly, it is recommended that the following new

computer systems be dzveloped during Phase i of the reov zasization:

. Annual School Census System

gty e

This system will replace the many existing overiapping manua{ and
computer systems now used to eollecf pupil and school facility data
for. the annual October 31 School Census.  This system will form the
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basis of a comprehensive grade~within~school data base. Data wil:
be collected on a single fan~fold data form coded for keytape, re-
placing a dozen printed and mimeographed forms now used to collsact
the data.. This new form will eliminate the coilection of dupl icate
data and should significantiy ease the clerical burden imposed upon
the schools and consequentiy el iminate many clerical errors. -The
rew system will provide for exception and special summary reports
in addition Yo the regular detail reports.

Geographic Data Base System

This system will provide for the collection and processing of demo-
graphic data down to the block level of detail. Through the use

of the NYC Cepartment of City Planning's $treet Address Matching
System (SAMS), data now col lected by varicus agencies at the streest
address level can be summarized by school attendance zones, nelgh--
borhood boundaries and ccmmunity district areas. Included among
these data are Welfare files, N.Y. State. Income Tax fites, Resident
Births and Deaths by ethnic group, Real Estate Assessed Valuatians,
Sanborn Housing files, and Pupil Admissions and Bischarges. As

all of these data are co!izcted annually, they can provide very
detailed and up~+o~date inventories »f gemographic inforration to
support such Board activities as schoc! zoning, enrollment Yore-
casting, redistricting, pupil busing and integration studles,

The Geograpric Data Base System wiil also produce a varlety of
comp.ter~-generated maps for Informutional and analytic needs.

.

!ncident Reporting System '

This time-share computer system will provide for the entry and
processing of school incident data, replacing the existing manual
system used by the Office of School Safety. The computerized In-
cident file created by this system can be accessed via remote
terminal to generate a variety of incident reports and statistical
analyses. In addition, moathly summaries of dzta by school from
the Incident file will be incorporated ints the comprehens|ve
grade~within-school data base to support more sophisticated,
multivariate analyses of school incidsants.

Pupil Mobility Reporting System

“his system will generate detailed reports of pupil admiscicns

and discharges dowr. To the school level, replacing the present
systems which p.ovide oniy borough and district mobitity summaries.
A sample nf the admission and discharge reports will have old and
new pupil addresses keypunched to provide detailed mobiiity data
for analysis by the Geographic Data Base System.
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5. Professional Staff Reporting System

This system wi!l prcvide flexible azcess to position and salary
data ccntained con the requl!zi- (R710) and per-diem (DEI70) pro-
fessionai s*t=if payrolls. Replazing an existing and inadequate
systen:,, the nev sysvem will provide staff salaries and step~
disitributiors fer any geogiaphic or organizational level,

salary schcdule, or position title. The system will generate
information necessary tor analyzing personnel survival trends
and for determining leng-range costs of collective bargaining
salary offers.

6. Preliminary Reports Syustem

This time-share ccmputer system will produce or-demand reports

and analyses of "raw" or preliminary data such as pupil attend-
ance or ethnic cemposition. Using a small and interactive data
base report pragram, this system will replace many of the costly
and time-consuming manual procedures now used regu’arly fo produce
preliminary or special data reports.

The development of these new coniputer systems will form a part of an
overal | improvement in the educational data storage and reTriéwaI process.
Exhibit 4.3 shows a schematic diagram of the proposed process to be initiated
during Phase | of the BES reorganization. In the process, master data files
of annual, monthly and daily data are created and maintained for designated
retention periods based upon ngwly-esfablished user requirements. Formatted
print ftapes for each of these fileé are sent out on a regular basis to a com-
mercial Computer Output Microfilm (COM) company for conversion to microfilm
for permanent storage. These tapes are also run through a Summary Data
System on an annual basis to produce annual summary tapes for permanent storage.
The most recent year summary data file is maintained on-line on a disk file to
permit the generanon of on-demand reports and analyses using a remote terminal.

Properly developed, the proposed data storage/retrieval process described

above will be able to siu-port most of the Board's data and analysis require-

ments through the balanced maintenance of tape, disk, and microfilm data files.
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EXHIBIT 4.3
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ESTABLISH A
DATA CENTER

As was discuséed in Chapter 3, +his study found that data inventory and
dissem!na%ion procedures at fhe Board are inadequate. Data tapes are pre-
mmturely scratched, surviving printouts are in daily peril, data Tabjes and
records are misfiled, and many data requests must await Tfme-consuming manua |
computations before being satisfied.

Organizational and systems efforts to impfove Thé educafional‘da{a base
will be largely wasted if the means by which this data can be stored, retfrieved
and disseminated are not developed. |t is therefore recommended that a data
center be created within the BES Management Information Unit. The data center
will be the central repository for all of the Bureau's data files, repérfs and
sources, as wel|l as data from oTHer Board offices and dify, State and Federal
sources. The cenTer, in addi?ion»fpnhandling-a!! requests for data, will be

responsible for the following activities:

I. Microfilm Existing Data Recordé

The data center will lease a 16mm microfilm recorder (camera)

to copy existing data printouts and records on microfilm car-
tridges. All cartridges will be sequentially indexed to permit
rapid access of specific records. A priority schedule will be
developed to determine the categories of .data to be microfilmed,
as well as the necessary level of detail and the number of his-
torical years to be copied for each data category. The center
will also lease a microfilm reader/printer for datz retfrieval

by display screen or hardcopy. Data center staff will be trained
to handle all aspects of the microfilm operation.

2. Recreat2 Historical Computer Files

Data center staff will be assigned fo code certain printout or
tabular data onto keypunch forms for the creation of machine-
readable files of those data. A review will be made to determine
the types of data and historical years of interest to be created.
Because of the clericzal effort involved and the possibilities for
transcription error, only those data (such as pupil ethnicity by
school) necessary for compuTerlzed longlfudlnal analyses will be
keypunched.
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3. Supervise Production Of Data Reports

The data center will be responsible for the preparation and
distribution of all BES data reports to clients within the

NYC Public Schocl System and from outside agencies. This

will include all aspects in the production of the annual

School Profiles Handbook which will serve as the Board's
primary source of educational statistics. All data inquiries
and publication sales will be processed through the data center.

EXPAND

FIELD DATA AUDITS

\
If data quality standards are to be maintained, it will be necessary to

expand the number and extznt of field-data audits. As discussed in Chapter

3, only the October 3| Register and the period attendance reports are‘currenfly

. subject to an on-site audit. The auditing of all other educational data collected '

at the Board is generally |imited to telephone calls to The‘schools by data unit
gfaff to check 6n missing or obviously erroneous data.

I+ is recommended that a more comprehensive field data audit be made of
BES-collected data. .This is particularly true of school facilities data regérding
the reported use of instructional rooms. Deliberate efrors in these reported
data can reSuIT in lower school capacities and restrict Board efforts to promote
scheel integration.  |In most insfances, field data audits should be conducted
cn a sample basis, stratified to cover more of ‘those schools which have given in-. .
accurate or inconsistent data in the past. Because educational data audits are.
primarily reguired only in the Fall, “ne field audit staff should not be assigned
to BES. Such staff should be attached to a unit having responsibilii; for audinng
a wide variety of data over the course of the anire school'year. |

ADOPT A TWO-PHASE
REORGAN|I ZATION PLAN

The above recommendations for the restructuring of the educational data
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process should be Impleménfed over an elghteen month period consisting of

two phases. ' ’” ' .
Phase | - This phase will extend from January !, 1975 through
June 30, 1975. At the outset of this phase, the Bureau of oo

Educational Program Research and Statistics (BEPRAS) and
selected staff from the Office of Educational Facilities
Ptanning's Programming Section and the Office of School
Safety's Analysis and Statistics Unit will be incorporated
into the new Bureau of Educational Statistics (BES). Work
will begin on the development of the six new computer systems
recommended above, and on microfilming educational data files.
I+ is expected that three (lIncident Reporting System, Pro-
fessional Staff Reporting System, and Preliminary Reports.
System) of the six new systems will be operational by the

end of Phase |.

Phase 2 - This phase will extend from July i, 1975 through

June 30, 1976. At the outset of this phase, Educational

Facilities Planning's Programming Section and School Safety's

Analysis and Statistics Unit, together with units of the Bureau

of Attendance's Pupil Accounting Division will be merged into

BES. In addition, Phase 2 will see the incorporation into BES

of other data units not included in this initial study. As of

this wrlflng, likely candidates for merger include the Bureau

of School Financial Aid's Survey Unlf and certain functions of

the Central Zoning Unit.

During Phase 2, the three remaining new computer systems (Annual School
Census System, Geographic Data Base System, and Pupil Moblllfy‘Reporflng SYsTem)‘
will be completed and operational. Much of the ongoing Phase 2 effort will be
directed toward implementing the proposed educational daTa'sTorage‘and retrieval.
process shown in Exhibit 4.3, and conducting a series of communify‘school disTrlcf‘
and neighborhood demographic studies of socioeconomic transition and pupil mobilify;
Systems studies ﬁlll also be made by BES personnel of other data col lection func-
tions at the Board of Education for possible compuTerizaTion.
D|V|d|ng the restructuring of Th;weducaflonal daTa process InTo phases will

>perm|T the prior mechanization of specific ‘data functions before they are merged

into BES. The actual restructuring process for each phase will consist of é

nymber of interrelated steps. Exhibit 4.4 provndes a flowcharT of The sysTem ;
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EXHIBIT 4 4

FLOWCHART OF SYSTEMS DEVELOPMENT

AND REORGANIZATION PROCESS
PHASE 1 AND PHASE 2
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development and, reorganization process for Phases | and 2; The stages in the

restructuring process are summarized below:

Feasibility Sfudy

The first step in the resfrucfurlng process is the feasibility
study. This is the identification of specific data process
needs and an examination of possible alternative solutions
given constraints of technology, resource avallability, and
organizational structure. The end product of the feasibility
study is a detailed work plan containing project milestone
charts, staff assignments, and resource requirements for each
recommended task or activity in the upcoming phase..

stfems Requirements

Following the decisnon to implement a systems activity, the
data requirement statement needs to be defined more preclsely
and completely than it was in the feasibllity study. |In this
stage, the objectives, policies, and constraints of the user
must be stated completely and in operational terms.

Systems Design

The data requirements statement is the basls on which a sysfems
analyst creates and designs the system. The systems design Is

a set of detailed specifications for each component of the system.
- The main components are the following:

I. Hardware Preparation - The development of new data systems may
involve the selection and ‘installation of equipment such as
computer terminals, special filing systems and microfiIm hard- ‘
ware. This usually invoives technical decisions made by specialists N
and consultants, but these decisions often co. management, in-
asmuch as equipment requires allocaflon of func., staff training,
and space avallability.

2. Systems Programming - Once a system Is designed, computer programs
must be written to instruct the computer as to how to produce the
desired reports. Systems programming must take' Into account the
reporf needs and flexiblilities of the data user, as well as the
user s Technical ability to use and supporf the sysfem

3. Procedures Developmenf - Procedures provlde information on how,
why, and when a job .is to be performed. Most systems have pro-
cedures which must be designed and tested carefully because they
often determine both the effecfiveness and efficiency of the

system.
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4. Organizational Changes - New data systems often require that
Jjobs be performed differently and by different personnel.
This may require structural changes in the organization, and
may result in displacement and transfer. In addition, personnel
using the new system must be trained and the administrators in-
volved must be oriented as to the "how" and "why" of the new’
system.

Systems Testing

Once the data system is programmed, procedures developed, hard-
ware prepared, and organizational changes implemented, the system
is ready for testing. Depending upon the approach required, new
systems could be tested in parallel to the old, or“by using pilot
data on a small scale. The test results are compared with the
specifications stated in the Systems Requirements stage. !f un-
‘satisfactorv. the system is modified or redeveloped. |f satis-
factory, the system is then ready for operation.

Project Control

R

The development of a new data system with a large number of

interrelated activities is organized as a Erojecfvf Its activities

must be planned, scheduled, and confrolled if it is to be completed

within the desired time and within the resources /allocated for the
*project. To accomplish this, project management tecKHniques such

as the Gannt chart, the Critical Path Method (CPM), or the Program

Evaluation and Review Technique (PERT) are used. ,

In order to begin the Phase | reorganization and systems development on
January |, 1975 it is recommended. that the Phase | Feasibility Study and Work
Plan be completed by December 6, 1974. The Phase 2 Feasibility Study and Work
‘Plan should be completed by May I, 1975 so that the Phase 2 resTrucTuring can

begin on July |, 1975.
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APPENDIX A

WORK DISTRIBUTION ANALYSIS -~ PRIMARY DATA PROCESS UNITS

As part of Tﬁe educational statistics study, work disftribution analyses
were conducted for each section of the four-primary data process units. In
essence, a work disTribuTion‘anaIysié Ié a list of the major work activi ies
done in a particular unit, how much time each employee spends on each uctivity,
~and what spécigic contribution he makes to that activity. The analysis helpé ‘
to spotlight uneven work distribution, Improper use of skills, misdirected
effort, and activities requiring the most time, as.well.as whether or not
assigned Task; are related, lmbalanced, or spread foo thinly.

In this analysls, each unit employee was requested to list on a form all
of his specific tasks and give‘an esTimaTe of.The numbér of hours spent per
week on each. Wherever possible, these Tasks were grouped into unit activities.
Thus the BEPRAS activity "Pupil Attendance Report" consists of such tasks as
mailing‘forms, logging returned forms, checking data accuracy, telephoning
schools for missing data, and reviewing computer edit listings.

Exhibits A.l Through A.ll show the summary work distribution analyses
for each data process unit and.iTs sections. Not apbarenf in the analysis

disblays is the high proportion of manual effort which makes up most data

unit activities. This problem is discussed in detail in Chapter 2.
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EXHIBIT A.l

WORK DISTRIBUTION ANALYSIS
BUREAU OF EDUCATIONAL PROGRAM RESEARCH AND STATISTICS

BUREAU ACTIVITIES MAN HRS/WK % OF TIME
Bureau Supervision 78 ' 5
Inter-Agency Liaison ‘ 13 _ I
Administrative Research 14 |
Pupil Information Survey 51 4
Comparabil ity Report 2 0
EEOC Survey ‘ 2 0
BEDS Survey \ 39 3
Comparative Statistical Studies 2 0
Pupil Attendance Report 238 18
Grade and Register Report 102 8
Language and Ethnic Report 120 9
Miscel laneous Reports 177 13

- Teacher Absence Survey 72 "5

~ Teacher Salary Reports = T 2
internal Bureau Surveys , 7 2
HEW Surveys ' 7 2
General Report Processing 9l 7
Data Dissemination _ 3] C 2
Bureau Publications : 14 O
Statistical Tabulation 29 2
Records Maintenance 13 |
Correspondence : 25 2
Mail Handling 39 3
Personnel Records ‘ 40 3
Other Clerical 152 0
Bureau Total 1,365 100
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EXHIBIT A.2

WORK DISTRIBUTION ANALYSIS
BUREAU OF EDUCATIONAL PROGRAM RESEARCH AND STATISTICS
PROGRAM RESEARCH UNIT

UNIT ACTIVITIES MAN HRS/WK . ¢ OF TIME
Unit Supervision ‘ 4 4 |
Comparative Statistical Studies 2 2
Language and Ethnic Report 5 5
Miscel laneous Reports 7 7
Teacher Absence Survey ‘ 72 68
Teacher Salary Report ' 7 7
Miscel faneous Clerical 8 8
Unit Total ‘ : ' o 105 100

EXHIBIT A.3

WORK DISTRIBUTION ANALYSIS
BUREAU OF EDUCATIONAL PROGRAM RESEARCH AND STATISTICS
~ ADMINISTRATIVE RESEARCH UNIT

UNIT ACTIVITIES MAN HRS/WK % OF TIME
Unit Supervision 4 . 2
Inter-Agency Liaison 2 » I
Administrative Studlies 14 8
Pupi! Information Survey ‘ 51 30
Comparability Report 2 I
EEOC Survey ‘ . 2 I
Language-and- Ethnic Survey _ 30 17
Internal Bureau Studies - 7 4
HEW Surveys ‘ : 7 4
: Miscel laneous Studies = 5 3
= "Ma il Handl Tng- : o 4 2
: Miscellaneous Clerical 47 27
Unit Total = - ‘ 175 100
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EXHIBIT A.4

WORK DISTRIBUTION ANALYSIS
BUREAU OF EDUCATiONAL PROGRAM RESEARCH AND STATISTICS
FIELD DATA COLLECTION UNIT

UNIT ACTIVITIES | - MAN HRS/WK % OF TIME

Unit Supervision , 32 4
B Inter-Agency Lialson 9 |
Pupil Attendance Report 238 | 28
Grade and Register Report g 102 12
Language and Ethnic Report : ' 85 ‘ 10
Miscel laneous Reports 170 20

~ General Report Processing 9: 1
Data Dissemination 4 : ]
BEDS Survey 39 5
Mail HandlIng 35 4
Miscel laneous Clerical ‘ 35 4
Unit Total | 840 . 100

EXHIBIT A.5

WORK DISTRIBUTION ANALYSIS :
BUREAU OF EDUCATIONAL PROGRAM RESEARCH AND STATISTICS
MANAGEMENT SUPPORT UNIT

UNIT ACTIVITIES MAN HRS/WK % OF TIME
Unit Supervision ‘ 3 2
Inter-Agency Liaison 2 ]
Data Dissemlnation 27 15
Bureau Publications 14 8
Statistical Tabulations 24 . 14
Records Maintenance 3 2
3ureau Personnel Records 40 23
Miscel ianeous Clerical 62 ‘ 35

Unit Total 175 100
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CEXHI2IT AL6

#0RK DISTRIBUTION ANALYSIS
PROGRAMMING SECT!C# - OFFICE OF EDUCATIONAL FACILITIES PLANNING

BUREAU ACTIVITIES MAN HRS/WK % OF TIME
Section Supervision 64 9
Inter-Agency Llalison 7 |
School Utillzation Report ‘ 31 '5
School Utilization Maps 12 2
Zcheol Capaclty Analysis 23 4
iznoel Utllization Analysis 8 ]
Aot Inventory Analysis 10 ]
School Facillty Analysis 10 |
Leased Facility Anaiysis 9 l
Annual Housing Analysls . 62 8
Capital Budget Analysis 18 3
Pupil Transportation Analysls 13 2
Public School Enrollment Analysis 125 - - 18
Non-public EnrollIment Analysis 2 0
Census Data Analysls ‘ 19 - 3
Space Procurement Program 8 I
Annual Birth Data 12 2
Graphics , 33 5
Miscel laneous Analysis : 18 3
School Site A«alyslis 5 ]
Records Maintenance 24 3
Correspondencsa 3] 4
Miscellaneous Clerical ' 156 22
Section Total 700 100
¢
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EXHIBIT A.7

WCRK DISTRIBUTION ANALYSIS
PROGRAMMING SECTION - OFFICE OF EDUCATIONAL FACILITIES PLANNING
SCHOOL UTILIZATION UNIT L

UNIT ACTIVITIES

Unit Supervicsion
Inter-Agency Ltaison

School Utilization Report
School Utilization Maps

School Capaciiy Anaivsis

Room Inventory Analysls .
School Facility Space Analysis
Leased Faciiity Space Analysis
Graphics

Miscel laneous Analysis

Records Maintenance

Miscel laneous Clerical

Unit Total

MAN HRS/WK

5
3

18
12
15
10
5
3
3
3
20
43

4 OF TIME

4
2

— P2RNNNE~I—00W

u-—

100

i e
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EXHIBIT A.8

WORK DISTRIBUTION ANALYSIS
PROGRAMMING SECTION - OFFICE OF EDUCATIONAL FACILITIES PLANNING - -~
PROGRAM~PLANNING AND RESEARCH UNIT :

UNIT ACTIVITIES » MAN HRS/WK % OF TIME
Unit Supervision 21 6
Inter-Ager._, Liaison . .2 I

’ .

o

o
VMM CrRANAONTHLERNMNNIUU D —
v,

School Utilization Report
Schoo! Capacity Analyslis
School Facil ity Space Analysis
Leased Facility Space Analysis
Anrual Housing Analysis
Capital Budget Analysis

Pupil Transportation Analysis
Public School Enrollment Analysis
Non-public Enrol Iment Analysis
Census Data Analysis

Space Procurement Program
Annual Birth Data

Graphics '

Miscel laneous Analysis

School Site Analysis

Miscel laneous Clerical
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FxHiBlII A.G

WORK DISTRIBUTION ANALYSSS
PROGRAMMING SECTION - OFFICE OF EDUCAT}ONAL FACILITIES PLANNING
‘ - HOUSING RESEARCH UNIT

UNIT ACTIVITIES ‘ e, MAN HRS/WK ¢ OF TiME
Unit Supervision ’ 3 2
Inter-Agency Liaison 2 |

Leased Facility Space Analyslis ' ] ]

Annual Housing Analysis ' 60 44
Capital Budget Analysls 2 I
Pupil Transportation Analysis 9 6
Public School Fnrollment Analysis 18 ‘ 13
Space Procurerient Program 2 I
Correspondence - 8 6
Miscel laneous Clerical ‘ 35 ' 25
Unit Total 140 100
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EXHIBIT A.lO

WORK DISTRIBUTION ANALYSIS
PLANNING' SECTION - OFFICE OF SCHOOL SAFETY
ANALYSIS AND STATISTICAL UNIT

UNIT ACTIVITIES MAN HRS/WK ¢ OF TIME
Daily Lo~ of lIncidents 12 7
Monthly Incident Report 3 2
Special Reports .3 2
Liaison with Schools i5 9
InTer-Agency Liaison | 2 i
Systems Design 15 9
Data Tabulation and Analysis 13 7
Forms Design , 3 2
Records Maintenance 31 18
Miscel laneous Clerical 78 4}
Unit Total | ' 175 100
&

88




A-10

EXHIBIT A. Il

WORK DISTRIBUTION ANALYSIS
PUPIL ACCOUNTING AND STATISTICAL DIVISION ~ BUREAU OF ATTENDANCE
‘ STATISTICAL, AND CODING AND REPORTS UNITS

UNIT ACTIVITIES MAN HRS/WK % OF TIME
Supervision | 33 oo
Forms Coding and Checking - 186 59
Records Maintenance 13 4
Telephone Data Checking 24 8
Mail Handling 20 6 -
Other Clerical 39 12
Unit Total : 315 3 100
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