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~Abstract of the PCC MIS Final Report

The PCC MIS consists of three interlocking components. - (1) a standard set:
of recordkeeping forms for local PCCs, (2) a set of quarterly reportlng forms
that interface with the recordkeeping forms, and (3) a series of management
reports that can be produced from data that are reported on the quarterly re-

- porting forms.  Unliké less demanding "information reporting systems®, the
PCC MIS links data reporting directly to management decision-making. It
focuses, standardizes and channels the flow of infoymation needed for making
rational decisions about funding, budqeting, program evaluation, contract

‘ compliance and program planning. The timing of the flow of this data is

geared to cycles of important management decisions. No research per se is
conducted by the system and one-shot questions or data regquests that have
lxttle continuous value to management decision-makers are not reported. In
short, the selection, collection, processxng and display of data is governed
by management ‘needs. . ' -

" Every effort was made to ensure that the‘'system is particularly useful to
local management as well as national management. Forms were simplified. to
avoid. an undue burden of paperwork in terms of system maintenance and data
processing. The system takes into. consideration other reporting requirements
sucl as grant applications and budgets, and supports the completion of these

—— requirements. In addition, the system is constructed so that useful manage-

- ment information flows toward the local PCCs as well as toward Washington.

The PCC MIS is desigped to contribute to improved program management, planning
and evaluation. The system is seen as a potentially valuable means of maximi-
zing the benefits from limitéd resources by timely reduction of managerial.
uncertainties. It links costs to services. It permits management to see how. -
human resources are being used in a labor intensive program =- a. program in

which more than 2/3 of the bperating costs are personnel costs. It acts as

an early warning system and makes hard facts available for appropriate cor-
rective action so that management-by-purpose can replace management-by-exception.
1t channels requests for information through a system that manages infor- '
mation in a positive way by establishing specific times for data reportlng
and llmitatlons on-data to be reported.

N

The design of the PCC MIS makes it possible for the system to be transferabiL,
and responsive to calls for change in the futire. While the PCC MIS was de-
signed as a comprehensive system, the interrelated parts of the PCC M1IS have
-been integrated in such a way that they are not so dependent upon one another that
T a change to one part creates an untoward chain reaction in all other parts.
Moreover, the system has been; documented. in modular fashion sc that it can be
transferred in whole or in part to, other agencieqiand organizations with a need
to organize the flow of information\so that it is a meaningful 1nput to
management. decxslon-maklng. : : .

The PCC MIS.is the flrst operatlonal MIS for a soc1al action program relatlng
to child welfare.

>
4
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Chapter I

Introduction

The supply of good teachers and caregivers for child development programs is
elastic, but the current supply of good‘chil'd care program management is not. /-\
Good program management for child care programs--whether home based or cegter
based--requires a rare combination of skills. It requires the ability to
relateato the financiers (both governmental and non-governmental) , staff, pro-
gram participants--chiﬁrgn and parents alike, and the coulnunity. It demands
‘knowledge about child. development and about intervention strategies to achieve
positive child development. It requires the leadership ‘and insight to use
the available resources--people, space, equipment, and supplies--to their best
~ advantage in achieving program objectives. Finally, it involves a knowledge
of financial accounting, including the wulements of program costs, and an »under-:
. standing of the 'relationship betwéen program costs’and program operations,
. , ;
Normal family experiences together with formal education ‘and training, both
on-the-Job -and at,colleges, are canbining to meet the grow:.ng demand for good
teachers and caregivers for child care _programs. By contrast trial and ,
error 75 ‘almos t the only met.hod of acquiring child care program management ) .
skills. Not a single university or college in the country has a2 class in
the management of child care programs Two or three colleges have a class
that they label a management course, but ‘at the present time- none of tnesc :
courses pends a‘'single day on financxal management, accounting,- purchasing, :
fraud control, recordkeeping, methods of, deploying and supervising staff, or ;
administrative policies. Moreover, none of them even has a reading list that"
could be used t:o acquire these skllls through. reading. Schools ‘of Social. Work -
do not teach management skills, ‘and Business Schools do not teach the child

" development and human service program skills necessary for Chlld care programs.

This was the dilemma faced by the Parent Child Center (PCC) Program in
1970-1. The PCC program had been established in 1967 by Presidential Di-

. rective. It was developed in response to the mcreasmg ev:.dence that




the prenatal beriod and infancy are crucial influences 6h.a child's sub-
sequent development. Financed by the Bureau of Head Start, the PCC program”
was designed as a pilot demonstration to deliver comprehensive services to
low-income f&milies with children under the age of three and to'expectant .
mothers. It had a pr03ected five year 1i£e, but the shortage of good program

managers was creating problems for the demonstration project.

In 1370, at the time the Bureau of Head Start was transferred from the Office
of Econouuc Opportunity (OEO) to the Department of aealth, Educat:.on and Wel~-:
" fare (HEW) 7 it became apparent that:

® the financial records of the PCC Program both at the National Of-

fiée and grantee levels were' inadequate and in.complete.

'S

e local PCC recordkeepmg systems for program pperations were, typically
1ack1ng in continuity and ;.rrcapable of producing reliable program-.

wide statistices. -

‘\

.® both formal and informal communications be\we_en PCCs), Grantees, ‘

and the National Office of the PCC Program were poor. -(In some cases

‘monthly financial reports had not been submitted for more than 18 &.
months and written reports on prog'ram operations had never been
submitted). . _ ) ' - '

& Federal guidelines for the ‘program,were not being .eﬁfor?ed with

.y
-

consistency, and
AR
o : ‘ * * L * ’ ¥ “ ' M
® program services in several'localltles were irregular and erratic. . .

/ o - . \

- In short, serious deficxe.nc:.,es in management and admim.stration were rgvealed, -

def:.caencies that had been forecast by Kifchner Associates Inc. in thei

Year. o . - o oy

—
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‘Tne ‘POC Management Information System _(HIS) ,wes .one part of a much larger
effort to remedy the management and administrative deficiencies ideatified

in 1970. The. effort came at an opportune time. The start-up phase of the
program was over. If the difﬁiculues of translating untested program concepts
into several project models amh implementing them in 35 highly diverse, low-
Aincome communitiés had not been\canplet.ely overcome, at least there were 35
projects in operation using severalldifferent modes of organization and -
service deiivex:y. Furthermore, t§1e prcgrm was under new auspices and _conse-
vque”ntiy was more angé‘nable to changes than it might have been earlier.

These circumstances were important oon-siderations ’i'n detexi.nining the feasi-
bility of a Management Information System (MIS) for the Parent ‘Child Center
(pce) Program. = They were even more important considerations in the design

and implementation of the PCC MIS. '

A Parent Child Center Management Information System ;was first suggested as
an instrunent for providing local and national program managers with timely,
relevant and accurate information for decision-making in- November, 1970,

‘'The PCC Program had a reporting system thai was bei g operated on behalf of

, the Bnreau 'of Head Start by a private contractor./ The reporting system, how-

ever, was not designed to meet the management information needs of local proJects
and the Bureau of Head Start '
. )

what was needed was a "Management Inform'ation System," rather than an "Infor-
..mation Reporting System." A "Managemen-t Information System" d'iffersl from -
an "Information Reporting System" in the purpose of information sollection
and the use of the informat'ion once it is collected. An MIS links data col-
lection to key management decisions, such as funding, budgeting, resource
utilization and progra;n planning. The seldction of the data to collect and :
the timing of the flow of the data are gea.red to important ‘management




decisicns. An infomation re"porting system, on the other hand, simply meltes
useful information available to a variety of users. It does not link infor~'
mation to a decision-making proceSS. I_t is not designed to draw the impli-
cations of data to a decision~-maker's ettention. While data from arn infor-
mation reporting system can be used ex post facto to justify the program

and monitor for contract compliance, _it'd.oes not anticipate problems os} sug-
gest appropriate courses for remedial action.

" In the sprinq of 1971, a puhlxc REP was issued for a feasibility study of a

Management Information System for the Parent Chxld Centexr Program. ‘ Abt
Associates Inc. was awarded the contract for t'he feasibllxty study in
June, 1971, '

~ ‘

. This phase of the design an i.thplementation of an MIS for the PCC program was

finished n October, 1971, During the fe?asibi.lity study Abt Associates Inc,

v:.s:.teo a sample of eight rent child Centers, which represented a range

- of different types of low income communities ard a variety of organizatxonal |

Natlonal off:.ce staf" members.

and program service dellvery models. - The P{Cs of Newark (New Jersey), the
Dlstnct of Columbia, Mt. Carmel (Illinois), Leitchfield (Kentucky), La Junta

- (Colorado), Boston (Massachusetts), Honolulu (Haweii) , and Cleveland (Ohio)
‘were visi‘ted and studied in depth. All reporting requirements; recordieep-
. ing procedures, staffing pat_terns-,. oréeniza‘tional structures, fiscal ma.nage-

. ment mechanisms, and administrative proce(lures vere examined. Procedures at

t.he National Office of Parent Cnild Center °rogram, the Bureau of Head .

Start and the Offlce of Chila Development were also examined. More than

' twenty- 1.nterv:.ews vere held with kuy\management decisioh-makers in the

office of Child Dvelopment _These examinations were the basis of the °

.series of policy reca&mendatlons and the suggested design for a POC MIS pub-

llShEd in a report t:.tled Management Information for the~ parent Child
‘Center Program; Phase I: Findings and Recommandat ions '(October 25, 1971).

»
.

The report:was received with enthusiasm by the Offzce of ‘child Davelopment, .
and was distr:.buted to all PCCs, PCC gzantees Poc project advisors, and



The design of the MIS was to build on t.he feasibility st,udy “The feasibility
study suggesced nine important aysten fc&\-uf&u, o

r'd

® The system should. be demonstrahly useful to both local ‘and national
- program management decision-makers by providing relevant and @woprate

information on a timely basis.

e The system should be directly assod'mted with fundmg and contract

compl 1ance .

) The system should qenerate a two-way flow of useful management

information; toward local Parent Child Ce.xte 8 as well as toward

Washington. -

® Program operating costs shonld ke determined quarteriy by functlon ’

of servrce.
6’ ALl PCCs should adopt a stendardized .recordkeepinq Bysten.

e Communication patterns must be enlarged and standardized.

¢ The system should be feasible, given the kinds fa.nd amounts of )
resources currently oi potéhti‘ally available to collect and process

xnt’ormatxon‘

e The system should be sensitive to the rich ‘diversity in PCC programs‘

and avoid undesirable reorientation of the PCC program as a. cons'equence o

of the MIS. .

¢ The system should ke adaptable to possible future rnodificatlons of the"
PCC program. .

The timing of the Phase” II contract algo had a bearing on the design® of the
PCC MIS. The ongmal pian was to begln Phase II in early December, 1971.:‘.
' However, the contract was not srgned untJ.l late January, 1972. Once the
contract was signed, PCC and Bureau of Head Start program managenent felt -
that it was imperative that ‘the !;ystem be m operatxon and generatxng man-

- agement reports by November, 1972.

)
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‘Moreover, it was determined t,hai ‘the PCC MIS u’rould' ha\'ié to' pe designed %o _

- help hanagement decision-makers who typican).r must make a great many decisions
that are ad b?‘g'g in nature and carmot be ptedlcted even by the most thoughtful
and artiqu.?‘te of managers. Prevxous éxperience suggested that it war ,mpoﬂ.:ant
to. involve/local PCCs in the actual design of the MIS to insum maximum ccmmi.t:-
menv. to m\d use *of the system, regardless 'of the time constraints. Pinally;
as a result of budget constraxnts. the project had to be tightly mnagad and
some elements of the original assiigment would have to be either eliminated or
drast;xcally altered.

Y ! . -
i . , .

Tfii;s. con‘st-,rai;xed by time limitations, £he need to involve a‘ large circla'of
part:mipanta and pot:entxal users, a complex set of dec.tsion-making procedutes,

'und an extremly tight budget, the alternatives available to the contxactor
~were limited. -Abt Associntea Inc. chose an innovative strategy to the .'
'desiqn and implemem;atidn of a manaqement information system for the ) :
Parent Child Center Program., It chose to desigx_t and implement the PCC.
MIs'concurrentiy. This was not the easiest nor the safest course, but it
_ held out .the promise of producing the bea!: results for the time and money
‘ avaxlable. '
The de«.xsxon to design and implement. ’che MIS concurrently produced at least ‘
five positive be,nefite;' ' L
(1) It gave the system's users an opportnni\ty to assess the system
under true operating conditions while still éh\gmitting them tomodify

-~

the system in meaningful ways at a ﬁime when the syétem was-still T

R
plast:.xc_:.

| ;2) Becauge all system users had an oppottunity to affect the desiqn
of the system as they used it under true operat.ing oondltions, :Lt was
possible for the system to beccme the user’a. and not simply the _
-des1gner s, aystem. This is u particula:ly meaningful poim:, since

' the system being mplemenred was an &ns that atéempts o serve seveul_

levels of management and not a service system or a \system that serves

bt

' a single level of managgment,




{3) The system requized less design and documentation prior to
implementation than the.classical models BAs a result, i£ permiﬁted
“a satisfactory MIS to be implemented and to yield‘reéulté‘faster"and
at less cost {fewer debugging problems) thais would ctherwise have

. ‘been possible. ! - b

B

v-.._M} ‘Because the syst.em was being .,haped as it wisn bemg implemented,
:u: was eusxer to implement than a classlct.l system. Progress was not
unnecessarily impeded by users or potent;lal users who felt threatened
by a system that‘was @gifficult to alter or by e; process that appeared
to be closed. Moreover, this strategy made it possible to pursue the ’
formative objective of improving managemént without réquiring anyone
to "lose face.” | - ' | _ »

(5) The system has a greater hkellhood of being used to make marage- '
ment decisions once 1mp1e.mented than a classical model would have,

since it was shaped to meet the on-line needs of users.

_'A classical model for MIS'desiqn'and iﬁplemén;ation calls for the fgllowing

protocol:
-

‘
-

‘& A complete design doc(mentatioh of the system at the outset.

-y
.

e A management review of the design %re'sulting in a "‘go/n_g__go" decigion.
. 4 \~_\_
s A field test of the design. ' \\\

‘ » e Debugging prior to introdhcing'me system to broader program or

canpany involvement. When the system is introduced at the program or
: corporate level. addxt:.onal pmblems are likely to be identified. These
praoblems w111 reqmre another round of debugging. ‘
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The decision to design'and implement the Parent child Center (PCC)- Manaqe-

. : ~ Chapter 1I

Design Considerations

> 0

ment Informatlon System {MIS) concurrently had a slgn;flcant 1nf1uence on )
the design of the system. i % 1nrluenced not only the process, but the pro-
duct. It meant that the de51qn phase would Be a fluid process whith would:

1nteract wlth anremental zmplementatxon. The design process would be spread‘&"

over seVeral months gnd gince 1mplementatlon parallelled desidn, the strateqy
ellminated the formal review of the deslqn that frequently preceeds the

dec1810n to 1mp1ement.

.
)

The dec151on ta-de51gn and 1mp1ement concurrently also reant that ‘the design
team must be capable of perform1ng a number of different roles. They must
he capable of performing useful roles xn implementatlon of the system as well
as in design of the system. ‘They must be able to relate to local PCC staff
members, as well as to technicians; to acqountants as well as to child devel-
opment specialists. They must have a management orientation, but be sensi-

tive to the rich diversity of the PCC program.

'From the outset, this approach required that the design team have a sound

overview of the system's cbjectives. It also required that the system's
objectives remain constant. Changes in objectives would destroy the process.
At this stage of the development bf the MIS, the partic1patory aspects of
system de51gn must be confined to the spec1f1cat10n of decisions and data
po1nts, and the refinement of déflnltlons and procedures. Basic questions
suoh as whether or not to focus on the management of resources by bu11d1ng the
system arvound the quarterly analysis of operating expenditures by the func-

tional services prov1ded, could not be reopened. The basic decisions around

\fuch the PCC MIS were built are the subject of this chapter.

i \
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Limiting the Scope of the PCC MIS

The most fundamental design consideration built into the PCC MIS was the !
implicit decision to focus on proqraﬁ inputs and processes rather than on
program outcomes (see Illustration I). The strategy places an emphasis on-
determining basic information about partiéipaﬁt characteristics, staff char-
aéteristics, and fiﬂancial resources as program inputs, and,on recording

services that participants receive as a result of program participation. 1t -

highlights the influences on children and parents that are presumed to affect
parent and child development. Although changes in child ar;d parenting ou_t-_
comes are still seen as the true objecﬁiveé of the Parent Child éenter pro-
gram, this stragegy asserts that inputs and processes.must be meagpred and . “
monitored before program claims regarding child and. parent outcomes can.be

made. Finally, it results from the belief that child and parent outcomes S
‘cannot be méaningfully measured at frequent'énough intervals Eo make Ebem.

ey

cost-effective, on-going management tools.
Not all inputs and processes, of course, can be honitdredfébsf;effectively
either. .éonditicn of prémisesr'attitudes of staff toward children, énd

ability of staff to convey. information to young children and to parents are '
crifical processes, bufbthey are difficult fo measure cost-effiéiently on a
continuing basis. Likewise, most parent and child experiences.defy meaning-

ful meaéurement on a conﬁinuing basis. Moreover, some inputs and'processes

do noé change frequently. Community fesources, the size of a facility, and
locétion'of a facility are in this class. These“inputs—aqdég;ecesses require .
less frequent reporting than those that change more pftenf

& ST .

As a consequence, some inputs and processes were not incorpo;ated into the
’quarterly reporting system. This decision is not meant to.imply that these

inputs and processes are not important. Instead, their ommission stems from -

the frequency with which a véfiable‘is likely éo chanée,the system's p;iorities,
problems of pbtengial informétion overload, and cost-effectiveness of system
operation and maintainance. In most cases the omitted data are ihcorpora;ed d
into the management decision-making process through 6n—site observationsfby
managers or théir surrogates and as part of the annual grant appiications and

reviews.
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In order to measure inputs and processes, it was necessary to identify indica-
tors of key inputs and processes and to define these indicators in such a way 3
that they were quantlflable. When indicators are -defined in a guantifiable
manner, they can serve as measures of performance and contract compllance.

This strategy has the advantage of providing information that lends itself

to valid and precise camparisons of perfojance and contrdét ‘compliance, and

eventually to impact analysis. a
Quantification of key indicators is/affected by two considerations:

1. 'I‘he indicators must be easuy converted into closd-ended

questions.

2. Responses to these questions must be recorded on a scale

composed of equal intervals. *

The condition that the questions are close-ended meant that available responses
must be comprehensive and mutually exclusive. It also meant that the terms that

* —

dre used mu% be well defined. ) . /

In addition to the range of information to be reported, careful considerétidn :
was given to the volume of information to be reported through the PCC MIS.
The ‘\'r'olume of data to be feported, verified, and fransfomed into useéb}e
# - form was considered to be the most critical variable in the system's design.
Too little information was viewed as a constraint on the management value of
- the system, et too much information could easily overlcad the system, destroy-

ing its profpdcts for generating valid data on a timely basis.

- .
The requirement that the responses to the question must be recorded on a

scale composed of equal intervals can best be illustrated with an example.
The number of months terminated employees had worked at the PCC was selected
as an indicator »f program continuity and the success o;:' personnel’management
procedures. The categories for the number of months worked are nultiples rof
3-month beriods so that comparisons between time periods worked at. the PCC
will be ‘of the same length of time. : el |
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The Management Objectives of the PCC MIS

. The identificétion of the National Office and local program nanagement

objgctives for the PCC program was one of the purposes of the phase I

feasibility study. Four principal management objectives were identified:

N 1,

In pursuit of

Y]
) -

to demonstrate, throuch quarterly statistical réports, res-
ponsi#eness to the child development needs bf low-income
families with infants or pregnant wbmen.

to improve PCC prbgram mahagemént.

to monitor for contract compliance.

to maximize the utilization of the resources available to
PCCs in providing comprehensive child developmenf'services
to eligible families, and ;articularly to fdcal pazQ}c;pants
(éhilgren 0 to 3 years of age and pregnant women)-.

|

these objectives, the PCC MIS was expected to

identify the functions performed by the PCCs and attribute

" operating costs to those functions.

report the scope and quantity of services provided by PCCs.

link costs to services.

-make accurate, uniform data available for comparativé purpo-

.

ses on a quarterly basis.

. T -/ .
standardize -the basic recordkeeping and reporting system

for all PCCs in a manner that permits maintenance by

paraprofessionals

produce useful information flow toward the local PCCs as

well as toward Washington.

N -
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The identification of functions of service and the attribution of opera-
ting costs to those functions was viewed as a‘ core concept. Known as func-
tional cost analysis, this technique for anaiyzing operating expenses is
p;rticularly'valnable to the planning and management of human service
programs. Human service programs are invariably labor intensive. The
Parent Child Center Program, for examrle, spends approximately 70 percent
of its operating budget ¢n salaries and fringe benefits. Good planning
and management Cepends on a khowledge of how this 70 Dercent of the
available resources is being utilized. Functional cost'analysis'provides
this knowledge. It also permits compariscns between programs with com=-
mon functions, even if there 1s'not a camplete match of func;ions.
Functional cost analysis requires a éreat deal of information: It re-:
quires informasion about the wages and accrued benefits due to each em-
ployee and consultant during the time period being evaluated. It requires'
: an'accountiné of donated services and an estimate of their.dollar value.

It requires a determinationfof how each employee, volunteer and consultant
used their work time by function of service. It also requires detailed
cost data on non-personnel expenses. Much of this information ‘was not
being collected by the PCCs, and some of the 1nformation that was being
collected was/hot in an appropriate form for the purposes of functional

cost analysiy. .

The DECESSJtY for obtaining quarterly data on operating costs by function
of servxce did much to shape the design of the PCC MIS. The need to col-
lect and report data on the serviges provided by PCCs in a manner thet
permits the lirking of costs to sirvices also played a significant role

" in the design of the PCC MIS. This need for service data established data
requirements for frequency of service by type of service and people

served by type of service.

‘\ . ) . »
The objective of having accurate, uniform data for comparative purposes

is closely associated with the desire to standardize the basic record-
keeping and reporting'system for all PCCs. The use of standard record-
keeping forms, procedures; and definitions which link directly into quar-
terly reportingdfoins at a prearranged time goes a long way toward:

having accurate, uniform data for comparative purposes.
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The requirement that the system produce useful information flow in two di-
‘rections was accomplished by a provision for sharing functional cost an_d’unit

cost data calculated in Washington with the PCCs.

The management objectives established for the PCC MI§ required a multi-
functicnal system. That is to say, they requlre a :§m that meets several
different sets of-objectives. The idea of a muiti-functional system is
dangerxously ,ientlcmg. It sounds cost-effective, but 1t tends to overload t‘m.
&?lity of a system to collect, report, and ve data. It -tends to undermlne
the maintenance features of a system, ‘sapping }Q:f the purpose thatl keef)s it
.alive. :

This fundamental problem was overcome in the PCC MIS in two ways: (1) by
confining the collection of data for impact analysis to annual in-take records
and drastically limiting the number of these data items even on those record-

keeping forms, and (2) by making contract compl:.ance a basic management concern.
Unit Costs As a Management Tool in Human Service Programs

When Abt Assocxates Inc. was given the responsibility of recommending

an approach to management decision-making for the Parent Child Center
Program, we recommended costs and staff time use as yard-sticks to the,
aRpropriateness of management decisions. This recommendation was made with
the full realizatlon that many of the sought for outcomes from ‘the PCC
program are ghfflcult, 1f not impossible,to monitize. We did not feel,

however, that the inability to monitize program outcomes is a barrier

to allocating resources on the basis of costs. Only through allocation
on the basis ‘of costs is the determination of cest; efficiency and cost
effectiveness feasible. Furthermore, it was felt that good program
management, planning, and evaluation are impossible witlout a clear
understanding of how avallable resources are being used to ach:.eve
sought-for outcomes. Finally, we felt that an understanding of resource
‘utilization is particularly important in a program that is charged with

the responsibility of demonstratim the feasibility of alte~ ing the

life ehances and life stYle opportunities of young children, for 'possible

7.

‘replication,
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Chapter III

Teohniéal Problems

Reliable and timely cost data for management and comparative purposes are
not. easy to obtain. Accounting procedures are not usually designed to fur-~
nish 1n£ormat10n for management dec1szon-mak1nq an@é they are not uniform
among/projects. Budgets-are not unlformly constructed and generally bear
- only limited resemblance to actuzl project expendltures. Audit reports
are almost always too late to play an‘importamt role in management deci-
sion-making and they are frequently not much better than budgets for
making cost comparisons. ' ' |
In the abeence of reliable data on operatihg costs, policy-makers commonly
resort to representlng total cash program expenditures per ch11d enrolled
.. as the cost of program serv1ce. Th;s procedure.has serious limitations. -
It combines cap1ta1 costs with operatimg'costs andAit ignores the costs
of third party paid and contrlbuted goods and services. Furthermore,
unless the length of the program year, the scope of program services, and
the number of units:- of service per day are standardized, it dlstorts com-
parisons between programs or progects that do not have the same mode \

N

of operations.

" The task of developing a cost finding and reporting system for the Parent
Chfid Center program was a difficult assignment. The successful completion

 of this assignment is one of the strong features of the PCC MIS.
Meamingful cost analysis requires a complete and detai;ed reporting of
expenses. It also implies comparisons, and thus requires a clear under-

standing of what is being compared.

The complete costs associated with a comprehensive child development pro-

gram are difficult to trace and report. Complete cost reporting for .

19
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~ functional cost analysis imposes additional requirements on the way in
‘ which costs can be reported. At least seven significant problems are

encountered:

° | separatin_g operating costs from capital costs;
‘® identifying and Valuing donated goods and services;
;o _ reporting costs that are shared with another program or
agency; . . o -
e differentiating laccrued <xpenses from cash expenditures; |
.@ reconciling program accounting pra_ctice withf'actuai exp'erience;.

.e attributing total operating costs to the functions of ser-

vice performed; and

e controlling on externalities when making cost comparisoS.

_parating operating costs from capital costs---

Most bookkeeping systems and cost reporting procedures (such as CAP 15
Forms) fail to keep capital costs separate from operating costs. They .
in‘clude' contracts for the rental and/or maintenance of equipment and other '
property with service contracts in the same J.ine_,items of expense. They
- rarely distinguish p&:operly be_tween consumable supplies and depreciable '
equipment. Yet, serious distortions in annual operating costs are intro-_

duced when capital investments are treated as operating costs.

Identifying and valuing donated goods and Services--

. The legislative/author'ity- for the PCC program specifies that for evert.y'
 four dollars of Federal funds that are furnisheq, there must be one dol-
lar,of non-Federal funds. " These non-Federal funds may be’ donated goods
' and services as well- as. cash contri_butions ‘to the project. , Yet, despite ,
_-_the great need to document non-Federal contributions to the 'PCC program

operations for legal purposes, systematic accounting for these sonrces of

- .-
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support is rare. ‘Consistent application of guidelines for imputing value

is even rarer.

Repoiting shared costs--

- The problems- of expenées, or costs incurred by more thah one distinct
operation of a single corporate body or by two or more different corpo-
rate bodies, is one of the most d1ff1culteproblems associated with cost

" - analysis.

~ To illustrate this problem, consider for example the difficulty of deter-
' ﬁining.the operating costs of a Parent Child Center'ghat is closely con-
nected with an adult job-tréihing center serving a rural area. The purpcs<
~of the job-training center is to train welfare recipients for jobs requi-'
ring possible skills. Many Qelfare recipients have young children, hoﬁef
ver, and these children must be cared for if_unemployed female heads-of-
household are to be eliéible for job training. Hence, PCC services are
used to make it possible for more uneﬁployed persons to participate in a
job-traln_uﬂ program available at the ]ob-tralnlng centers. _Because the
center is located in a rural area, a subsidized transportation system is
initiated to transport participants to the training center. Young
.ch}ldren are also,permitted to accompany their parent on the bus as a
means of getting to the day care center. |
Obviously, the trénsportation system is a shared facility benefiting the
PCC. The difficulty‘of‘ptorating transportation costs is not easily -
resolved, however, It can be argued that the_t:énsportation program must
be provided whether or not the PCC utilizes the service, and hence that
none of the costs of thg.transportation service should be charged against
the PCC. Convefseiy, it can be argued that if the PCC did not have access
to»transﬁoftation, it would have to Pick up the cost equal to the entire
costs of}the'tragsportation service. Hence, all tranéportatidn coéts

should be charged against the PCC. -

21



Einaily, there could be logical groﬁnds for dividing the transportation
charges to reflect the relative portion of the transportation costs -bene-
fiting each_service.. This alternative, however, has all the disadvantages
of King SOIOmon's famous "haif-a-baby solution," as it does not permit '
the trarnsportation system to be duplicated if the two service systems
separate, and it is open to year-td-year fluctyations reflecting changes
in the balance of usage hetween the programs belng served.

L4

Differentiating accrued expenses from cash expenditures-- -

All PCC grantees keep their accounting books on a cash basis. That is to
say, they record expenses not when they occur but when a bill has been sub~-
mitted and when payment is actually made. “This method of accounting has
serious shortcomings. Accounting on a cash basis produces distortions

from year to year, even of regular items of revenue,and‘expense. Consider,
for example, the situation of a cash-basis'%rganization with a biweekly

pay period in a year thatwstarts on a Wednesday'or a ThursdaY'and ends on

a Friday. Under these conditions; an organization would have to report

54 weeks' worth of salary expense. Or, to use another example, it is not

"uncommon for day care centers to pay annual or longer insurance premiums

that cover a different time period from the grant or -calendar year periods,

- hence introducing,distortions./ Finally, unpredictable variations in ex-

penses which are caused by'deﬂayed billings are an even more important
cause of distortions in a cash accounting system. .Hence, the necessity
for reporting expenditures dn'the basis‘of accrued expenses rather than_
cash expenditures constitutes a serious problem.

/
/

Reconciling program accounting practice with actual experience--

Federal program accounting procedures'do not permit ?CCs to charge some

expenditures to the project.. Interest charges on loans made to pay em-

ployees when the Federal check does not arrive on schedule and depreciation

of capital\holdings are outstanding examples of how Federal program accoun-

ting practice can distort actual experience. A more fundamental problem,

22
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however, is the grants management practice regarding vacations. Vaca-
tions are not considered fringe benefits. Tﬁey must be taken during
the program year ahd_are charged as salary. Ho@ever. since no work is
being performed during the period of time that the vacation i§ being

- taken, quarterly reporting of expenditures-overstates the reporting of
resources spent on program servxces in some quarters and understates

the value of servxces performed in other quarters. This is particularly

true if\:iif staff vacations occur in the same quarter.

Merged program accounting represents another serious ba:rier to meaningfuk
cost analysis. -Federal program accounting procedures permit grantees

to pool non-Federal contributions among several projects. Thus, if the
éCC does not generate the legal minimum share of non-Federal support,

the excess non-Federal contribution of another project ppérated by the
grantee can be transferred on paper tokthe PCC's account. This means

that the reported expenditures may not be the actual expenditures. It
may also mean that program accounts cannot be closed'or audited until all
of the programs being merged have completed their program years. This -
h&s the practical éffect of complicating the audit procedure. |

The failure to institute a tommon Chart of Accounts for PCC graﬁtees is
also a serious impediment to the accurate reporting of'expenditures.

In some cases, travel for field trips is considered an "Other Cost,”

while in others it is considered a travel cost. Scmetimes telephone costs
are posted as "Space and_Utilities," other times they are posted as
 "Other Costs.” Sometimes a bus is considered "Purchase, Lease and Rental
of Equipment,” other times it is posted as a "Travel" expenditure. The

failure to post the same expenditureé consistently is a serious problem,
Finally, the 35 PCC project grantees had 17 different program years (PYs).

Their accounts were based on those program years and not on a standard

fiscal year or a calendar year. Unless each PCC gtantee does a "trial

23



balance” monthly, théy cannct report expenses in % form that will permit
. accurate comparisons among PCCs. Morceover, it will be impessible to link

costs to servicés-uhless'each PCC has its quarterly reporting cvecle for

service data tied to its own quarterly cycle for fiﬁqﬁcial\reporting‘

<. —~ . Y. S

Attributing total Qggiﬁting costs to the functions ofiue

The problem of actrxbutxng'lperatlng costs to the_ \ns of service,

~ performed is twofold: {1 'gﬁ costs be reported in enough detail to -
permit them to be attributed to functiops of service? and (2) can es~

timates of personnel time use substitute for a txme and motion study? :

Until _recently many experts belieﬁed thar Euhctional cost accounting is
a prerequisite to functional cost reporting. Tﬁe designers of the PCC
MIS did ﬁot accept this aséumption. Nor did they accept the assumption

- that a time and motion study is needed a3 a basis for aCtributinq person-

nel costs to functions of service.

.

The design team's previous experience in functional cosz‘aqflysis sugges-
ted that the numbet_qg functional categories affects the accuracyféﬁ;
time use estimates and the requisite detafl in cost tepqrting.v The de-
finitions of the functional ca(egories ahd the process of introéucinq ‘

. the functional categofies is also critical to the potential success -
of functional cost reporting and estimates of personnel time utiliza-
tion. Moreover, the time span between reports of st&ff time usz”
affects the validity of results. Finally; éstabliﬁhinq work policies, such
as the actual length of a work week and how vacations, compensatxcn ttme
and overtime are handled, is an important ingredient of tcllab‘e time usé‘
'esglpatea for functional cqgt analysis. »

R TS

Controlling on externalities when making cost comparisons--

. There must be .ome mechanism for controlling the influence of exogenous

variables on PCC costs. Difference$ in the scope of services, the

24




density of the service area, or the regional costs of labor can easily
" distort data used in cost comparisons. The presence or absence of an-
-~ eillary community services for the target populati'on can also affect‘
the meaning of data. The PCC MIS would need mechanisms for reducing
the infiuence of these externalities.

Not all of the technical problems were cost accounting problems. The
decision to process the data manually or by computer, for example, had
to be made. There were a number of inputs to this decision:

e the frequency and volume of the data to be processed

® the alternative coaté of data handling under different
circumstances

~ o the programming costs of computerized data processing

e the availability of computer services.
The outcome of this de’clsion_could,have had system design implications.

Likewise, the timing, protocol and content Sf"ﬁorksl\ops and on-site
technical assistance (T-A) were technical prob'iema as well as logistical
problems. What kinds of learning experiences were to be involved? What
kinds of questions should the workshops address? What could they afford
to ignore? How important was group dynamics? How much manipulation of
circumstances was needed? How much was unhealthy? When and on what
issues was consensus required? These and many more technical problems
were involved in the system's ‘implementation.




Chapter IV

The Solutions to Technical Cost Acccunting Problems

The technical problems descn.bed in the previous chapter were the primary
obstacles to using cost accounting as a management tool for the Parent Child
Center Program. The solutions t’ié these problems could not always be direct,
as the PCC program is a relatively small component of a much larger program
-~ the Head Start Program -- and neither the Office of Child Developmerit nor
the PCC grantees were willing to change basic operating procedures for the PCC
MIS. Hence, except on a few occasions when meaningful changes were instituted

by the PCC MIS, it was necessary to work around 6bstacles rather then confront-
ing them head-on.

Separating operating costs from cagxtal costs =--
The problem of separat:.ng operating costs from capital costs was not easily

solved. The line items on the Office of the Secretary's Quarterly Grantee
Financial report, the 0S~192, were not ‘detailed enough to pemif ‘the separa-
tion of capital expenditures ‘from operating expenditui-es. This difficulty
was compounded by the fact that buddets in grant applications submitted by
PCCs frequently did not follow grant application guidelines.

When we asked grantees why they did not follow grant application guidelines in
submitting budgets, we were told that the OEO guidelines that governgd most’ of
their activities were dif'fgrent from the HEW guidefines'governin e PCC grant
and they were not always sure wrich éuidelines to follow. Moreoyer, OCD grants -
management officers, who were handling very heavy work loads, did not always
demand that grantees correct these confusions in budgeting sinse it did not

appear to make any difference where line items were shown on the mdget'uheets‘ 8
80 long 3s the proposed expgndit‘res were approved, legal expenses.‘ - |

Abt Associateé hInc. attesnptcd to solve the problen.\"of separating operating costs -
. from capital costs in three ways: (1) getting better information on project ;
budgeting to PCC directors and grantees;: (2) encouraging OCD grants management -

‘officerxs to enforce budgeting guidelines which sepérate capitél "expéhditures
from operating er-'penditures, and (3) introducihg a more dlgtailed quarterly

, /
report:inq of qrantee non-personnel expenditures. Progrests’ was achieved on all‘

i

i z e
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, Identiiyiﬁg and Yaluing Donated Goods and Services --

The process of identifying and attributing value to contributed goods and

.the PCC MIS User's Manual.

three fronts, but new Gffice of Management and'Budget-(OMB)'"inform administra-
tive Requirementsjfor Grants-In-Aid to State and Local Governments". (Regulation
A-102) issued for January, 1973, made it neceséary to abandon effcrts to
introduce a more detailed reporting on grantee non-personnel expenditures.
Instead, non-personnel cxéenses ate taken from the annual budgets submitted by
PCC grz2ntees. Since all non-~personnel costs, exclusive of occupancy and-food_
costs, account for onlf about 5% of a PCC's operating expenses, this solution
was found to be adequate for the purposes of the system. Item analysis based
on audited expenses suggest that all errors introduced by this procedure are

less t&sn 2% on any functional activity performed by a PCC.

services is an important component of an accounting for PCC operating costs.
One out of e#ery five dcliars spent on the PCC program at the local level must
be non-Federal dollars. Most of these ‘non~-Federal dollars are donated goods

.and services. For this reason, We intrgduced donated goods and services

vouchers to make it easier for PCCs to documcnt_contributions that are made to
the program. These vouchers are designed to make it possible to record contrihuf
tions in enough detail to make accurate reportihg feasible and unccmplicated: In
éddition, PCC directors and granteés were told how important these ecords are BRI

to them and to the Federal Government. They were warned that they could expect

future audits of these records. Finally, guideiines for véluing'dunated'goods

and services were sent to all PCCs and grantees and they were incorporated into

*

Reporting Shared Sxpenses --

Problems of shared expenses were addressed during on-site inspections of PCC pro- J%
grams and grantees. Many PCCs have unique problems of shared staff. Some have
multiple sources of Federal funding for multi-functional services that_go beyond ,}

the PCC concept and program. For this reason, Abt Associates introduced a "Quar- -

_terly Report on Donated Services Volunteered or Paid for From Other Federal Agenf

cies [Not Allowable as Non-Federal Share]" (see Illustration XVII in Appendix A).
Shared noh-perschnel costs from other Federal Agencies are to be tracked on an-

annual basis through the grant application and the PCC MIS annual feport. Other-
o

wise it is not possible to generalize about the solutions to these problems, except}f




to state that shared expenses genetallf demand that more complete records and

documentation be kept than ordinarily would be required.

FOR
N ~

Differentiating Accrued Expenses from Cash Expenditures --

Since child care is labor intensive; between 70% and 80% of all‘PCC operating
costs are personnel costs. An additional 8% to 12% (in the special case of
Kotzebue, Alaska, located above the artic circle, 40%) of the operating costs
are non-personnel occupancy costs such as rent and utilities. FKence, the key
to attributing PCC operating expenses to the time period when they are used, .
as contrasted to when these expenses are paid and logged into the accounting
records, is to account for.personnel and non-pe:sonnel occupancy costs on an
accrual basis. Other expenses can'be'estimated wlthout serious distortions.'

This -is exactly the strategy followed by the PCC MIS.

Reconciling Program Accounting Practice with Actual Experience --

.

The most serious Federal grants management problcm for the PCC MIS is. the
practice of not considering vacatxons fringe beneflts. Abt Associatés Inc. .
solved this. problem by having employees report vacatlon time, and elimlnatlng
this time from con51deratlon when calculating personnel costs by functmpnal
category. The ellmlnatlon of vacation time, 1s then compensated for. by qpeatlng
vacation expenses as fringe benefits w1th1n ﬁhe system. Thus, all wages and
benefits reported as having been accrued by employees are multiplied by a

factor that accounts for the costs of vacations to the project.

The problem of depreciation, on the other hand, was not addressed by the system.
_ Capital costs are not included in the system, although they could be at a later

time.

The problems of meraged program accounting are particularly overcome by afperson'
by person accounting of personnel costs, the most important single:element of
cost, by keeping close track of rent and utilities costs. However, the elimina-
" tion of the practice of merged accounting for Federal projects and ihe institu-
tion of a common, detailed chart of accounts for all HEW progects would be a

better \and more complete solutlon to thls problem. ' 4
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Kttributing Total Operating Costs tou the Functions of Service Performed --

Tholytevious experience of the design team was largely fesponsible for the

" satisfactory solution of this problem. Thc'identification'and definition of
functional cétegories of services for the PCC program was based on two years
of research into the structure of child care services in a center setting.
The number of categories aod the detailed definition of these categories
resulted from this research, as did the methodology for attribuging‘operatino
costs to functions of service.* Details of this process can be found in the.

PCC MIS Documentation {Cambridge, Mass.: Abt Associates Inc., 1973), vol. I.

z
]
IS

Controlling on Externalities when Making Cost Comparisons =-

. Three devices are used in the PCC MIS to control externalities: (1) a narrative
report from PCC directors that is to highlight unusual circumstances that are
likely to distort statistical reporting, (2) the structure and definition ©f

' reports on services to participants, and (3) the very process of viewing ope-
rating expenses by_funotion of service. The definitions of serviCQS'to parti-
cipants are structured so that .some igeway.is permitted in the tyées of'services
that can be reported. This makes it possibls for projects with unique setseof '
-sefvices to gain appropriate credit for the delivery of those services.

However. the categories where these services can be feported are segmented from
core PCC services so that distortions do not result.-<Finally, the process was
‘designed so that services to participaqpe can be linked to functions of gervice
to ylelq unlt costs. Unit costs are calculated from funct10na1 costs rather’ )
than from total costs. This procedure reduces the influence of externalities

to a minimum.

.The sclutions to other téchnical problems can be found in Chapter VI.

"t

* See Keith McClellan, “"Considerations in Day Care Cost Analysis," Child Welfare,
June, 1971, Vol. L, no. 6, pp. 341-348; Keith McClellan, Day Care Cost Analy-
sis: A Manual of Instructions (Chicago: Welfare Council of Metropolitan
Chicago, July, 1971); Keith McClellan, "Classifying Du.y Care Centers for Cost -
Analysis" (Mimo, Y971); W. David Warner, A Study in Child Care, 1971,
(Cambrxdge, Mass.: Abt Assoxcates Inc., 1971), Vol. IrII.

“
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Chapter V

Description of the PCC MIS

The Parent Child CTenter (Pcé) Management Information System (MIS) consists
of tﬁreevinterlocking camponents -- (1) a standard set of recordkeeping
forms for local PCCs, (2) an interlocking set of quarterly reporting .
forms, and (3) a series of'management reports that can be generated .

from the data that are reported on the quarterly reporting forms. The
deflnltxonc and procedures that are requlred for uniform recordkeeping

and information reporting are contained in a User s Manual. The organi-

zation of the system, the basic uses of the system for management decision-~
making, the procedures for data validation and preparation, decision rules
for contingencies, file and maintenance procedures, resource requirements

for system operation, computations and estimating procedures, and report-

ing schedules are contained in a two volume set of PCC MIS Documentation. -

The Sub-System for Recordkeeping--

A set of eight different recordkeeping. forms gere introduced by the PCC
Mis for use by local PCCs 1n their day to day operations. Use of these
forms was made mandatory by a grant condition, and a half-time "data

coordinator" was designated at each PCC to maintain these records.

Three of the eight records are “In-Take“'records. They are to be
completed upon enrollment in the program or upon being'hired by the’ PCC.
‘They are to be updated annually. The-“Family In-Take Record" provides
a proflle of the oartlcipjrlng family (see Illustration I1). It
establishes bas1c facts that demonstrate program eligibility, suggest

" possible special family needs and 1nputs to child development and

parenting, anhd determine the program's service base.
The "Family Enrollment Record" (see IlluStration III) is an adjnnct

to the "Family In-Take Record." It furnishes information for emergency

contacts, screening tests, family enrollment status and individual
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enrollment status on focal participants.* In-Take mformation about
s‘taff members is also collected on an "Employee In-Take Record" (see
Illustration IV). ‘Th1s mformation parallels that gathered on program
participants. It e..blishes the education, relevent experience, and
special attributes of PCC employees. Furthermore, the form makes it
possible to record employee advancements and on-the-job training once
employed by the PCC. Finally, it deals with job application, employment

status, termination and reinstatement in a systematic fgshion.

The recordkeeping sub-~system contains two records of services to parti-
cipants:., the "Weekly Family Service Record” (see Illustration V) and the
"Family Health Services Record" “see Illustration VI). These records are
designed so that it is possiblé to link the delivery of PCC program services
to individual families. The ability to link services to individual families
opens important management possibilities, even though ‘it complicates record-
keeping. This form of recorfikeeping makes it poss:.ble to determine if all
of the services are going to a few fam:.lies if there is a relationship be— .
tween the services delivered and changes in family well being, if there are '_ :
patterns of service delivery, and if enrolled families receive core services.
Given the comprehensive nature of the PCC program, the decis:.on to link service
delivery to individual families creates a number of data collection prd:lenm
It often means that subsidiary data collection. forms are required or that a -
single form is passed among several staff members _who provide different kinds_'
of services to-a single family. Neither the quarterly reports nor the manage-
ment reports dictate the'collection of service data by participant family s
However, prudent guideli es for local PCC management would seem to recommend
that PCCs be able to tell if their services are well dis'tributed among enrolled
participants or if some families are being neglected while other fami.lies are :
receiving a disproéortionate share of.services. Furthermore, relialole impact _
analysis is not f.easible without records that establish that measureable change

could have been brought abotit' as a result of PCC services,

“he “Wekkly Family Service Record" keeps track of the number of times
such services as meals, family counseling,tra.nsportation, infant educa-

tion, 4 parent education are provided to an individual family on .a week

*Focal participant's are children under three years of age and pregnant)women.

X
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by week‘basis., It does not 1-cord the length or quality of infant
education session, the distance traveled when providing transportation,
or the type of family counseling provided. These are significant short-
comings of the data, and it proved to be iméossible to remedy them without
doubling the information requirements, raising the qualifications of .
data coordinators, and unduly complicating recordkeeping and reporting.
Furthermore, the appropriate refinement of service data to incorpofate
considerations of length of service unit aﬁd‘the qu;lity of a service
unit probably would have overioéded thé system and caused its breakdown.
These wéaknessés, however, do not destroy the value of keeéing a récbrd
of the services delivered to individual participants, It mefely limits

their meaning.

The collection and repQEting of "Family Heél:h Services" data for PCC
participant families is complicated by the myriad of patterns of health
service delivery empléyed by the 35 PCCs. Most PCCs depend upon third |
party delivered health services. Healfh ma;ptenance'orqanizations (HMO))
publié health clinics, and out patient clinics of hospitéls are common
sources of health services to PCC participants. Frequently the fcc5
does not pay for these services nor evén arrange for them. ‘In many
‘cases the health provider'is—either sponsored by a separate Federal
grant or reimbursed by a Federal paymén%ffor service progigm such as
Medicaid.. If so, the Federal agency that sponsors or reimburses the health - -
provider usually demangg_y report 6h services provided. '
.

. On the other hand, the PCC is charged with the responsibility of inshring
;hat PCC participahts-;eceive comprehensive servi?és, including neéded

' health services. In some&instanégs local PCCs purchase insurance, pfovide
health services themselves, or ray for needed health services to PCC parti--
cipants. In other cases, private and state sppﬂsbred health prllkders
furnish .health services as _paﬁ:t of the nbtiiFedérai, share of PCC program ‘
support. In any case, locﬁl PCC staff and prograulmanégement need to

_ know if PCC participants'are receiving needed health care so long as
the program attempts to live up to its responsibility of being-éompre—

hensive in its approach to child'deveiopment and parenting.

\
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The PCC MIS faces a diiemma when trying’to respond to the cross currents
ofpcontrary demapds posed by this cohplex set of circumstances, If'it
attempts to require.a full medical report on health services'provided .
to PCC participants by third party paid providers, it will be foetering vl
the double counting of Federal services and perhape!unnecessarilv
increasing the reporting demands being made on already overworked
medical and dental personnel. Moreover, there is anrexcellent possi-
bility that such reporting demands will be ignored by,third party paid

~ health providers as thev_were under the previous PCC reporting sYstem;
If that should happen the PCC would have no leverage to gain ccqpliance,

_ since they are neither the financier nor the direct recipient of such -
services. .0n ghe other_hand, if such health services are not recorded
at all, the PCC will have no idea if their participants_are'receiving
a comprehensive set of services or not. They may not know. that the
lack of needed health sexvices is impairing the impa;t of other PCcC
sexvices. - _ o , : L

. ’ . . . . R .
The compramise that was finally worked out left the PCCs short of the
comprehensive health records that might be ideally warrantedf but it
makes it possible to obtain an-indication'of health services being |
received by PCC participants. ﬁowever, even this level of knowledge
.“  is not likely to result from alternative strategies for health services

> - ' . ' o : ¢

recordkeeping.

The PCC MIS "Family Health Services Record for the Quarter" is intendedi
to serve as an indicator of the Parent Child Center's role in providing
medical and dental care for its participants. The form documents the

type of health services provided by the PCC or the type of referral

made by the PCC for indiVidual participants. The-form does not constitute -
a medical history. It is simply|¥ record of services and referrals: in '
which tlie PCC is directly involved. The record serves as an aid in review-
ing the kinds of health serVices being provided to PCC participants as a
direct result of PCC action. It does not distinguish between referrals
and.PCC paid for or proVided health services. It does provide pcc ‘program
management with a statement of the PCCs overall role in the proViSion of

health services to program participants.
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. The “Weeily Staff Utilization Record" {see Illustration VII} is one
of the most important records introduced by the PCC MIS. It identifies
12 functional activitieé performed by PCCs:

e . Administration (divided among Supervision of Personnel and

Management; Program Planning and Research; and Fund Raising)

® Child SuperVision and‘Eddbation "“\
o Parent Education and Training

] .,Social"amd_Economic Services to Families

® - In-Take, Evaluation and Referralr

o Health Services

° Food Services

. Community Organization.
® Transportation

® Pure Research

. ®© Occupancy (Maintenance and Housekeeping)'

e  Staff Deveélopment and On-the~Job Training.

There is also space for-reporting "Leave" (vacation, sick~time} etc.) and
Advocacy* or Non-PCC Funded Program‘activities. ' |
éach PCC staff member and’ pa1d consultant is required to allocate their
working hours to these 12 functlonal activities or to “leave” and
"Advocacy or Non-PCC Funded - Programs. Work time is to be distr;buted

in 15 minute blocks and small periods of time spent on coffee or other
work breaks are to be either omitted or absorbéd Lnto-adjacent work
activities. 7In general, staff members are urged not %o worry too much -
about the accuracy of amounts of time that comprﬁée less than 5% of their
*Advocacy is a special program component of the Pcc_prooram heihg tried

in sevep PCCs. See Sylvia M. Pechman, "Seven Parent and Child Centers,"
Children Today, March-April, 1972. - ¥
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total work day, as it'is unlikel&'to distort the total outcome of the
staff time utlllzatlon report. ‘As a rule of thumb, staff members are

also asked to report staff tlme according to the prlmarv purpose of the
activity they are‘engaged 1nu The question, "What did I intend to
aecomplish?" is the key'to staff time distribution according to functional
category. In cases where a staff member is attempting to accomplish

two .or more objectives siuultaneouely, they are asked to split tﬁeir time

among the appropriate functional categories.

It is-highly unusual for an employee of a Parent Child Center to show
© exactly the same distribution of time use each week. If this occurs, PCC
Directors and Data Coordinators are urged to clarlfy reporting procedures

and observe that employee 8 time use. ,

—

Each "Weekly Staff Utilization Record" can accomodate one months report-
ing of a staff member's time use. Staff members are asked to report the
number of hours they work, not simply the number of hours they get paid
for. They are asked to fill out the sheet weekly. '

/

Definitions of the functional categories can be found in the User's Manual.
The "Donated Service Voucher" (see Illustration VIII) requests approxi-
mately the same kind of time use reporting of volunteers and third party
paid workers as the "Weekly Staff Utilization Record" requests of
employees. The "Donated Service Voucher" jis desiuﬁed so that it can double
ae legal documentation of cantr}butions that can be considered part of the

"non-Federal share" of the PCC bu&get.

| The."Donateo Goods Voucher" (see Illustration'IX) is designed‘to document
non-personnel contrfbutious to thevPCC program. It doubles as legal
documentation of contributions and the line items 'link directly to both
the standard grant application (project budget) and the Office of tha
Secretary's qQuarterly reporting‘form'on project expenditures == Form
HEW-"0S-192." | |
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The Sub-System for Quarterly Reporting o .

Every three calendar months (beginning September 1, 1972) each Parent
Child Center has been instructed to submit ten (10) quarterly reports

to a National Data. Coordinator assigned to the Office of the Chief of
the Parent Childa Center Program. These ten quarterly reports are to

be completed as of the last business day of the quarter and malled by the
10th calendar day of the month follow1ng the end of the quarter.

The PCC MIS is on a quarterly schedule that is one month earlier than the
standard Federal quarterly cycle; This schedule'was agreed upon so’that
the Chief of the Parent ChIld Center Program can receive timely statistical
data for reporting and management decision-making demands that tend to

coincide with the start of a new Federal quarter.

Nearly all of the data reported on the ten quarterly MIS reports comes

directly from the seven (7). standard recordkeeplng forms used by the’

.PCCs. The local Data Coordinator is primarily responsible for coordinating

quarterly reporting for the PCC, and all of the manegement aqd’Eupervisory
staff of the Center are likely to be involved in the'prc;ess. The very
process of aggregating and transferring data from the recordkeeping.forms-
to the reporting forms has management value. It helps to establish manageé‘
ment priorities and it forces key PCC management to review their perform— )

ance 1n a systematic fashlon.

The ten quarterly reports are:
@  Report on Participant Characteristics
' Report on Staff Characteristics
Report on Services to Participants I
Report on Services to Participants II
Report‘on Services to Participants III
Staff Utilization Report

Report on Donated Services (allowable as Non-Federal Share)’

Report on Donated Serv1ces Volunteered or Paid for From.other
| Federal Agencxes (Not allow;gle as Non-Federal - Share)
Quarterly Financial Report _

Quarterly Narrative Report (by the PCC Director)
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This sub—systen was designed so that the ten quarterly reports are coiplie-
mentary. They furnish a relatively complete pzcture of the primary
inputs and processes that comprise the Parent Child Center approach to
child development and parenting. They alse interlock so extensively

that more than 50 cross-checks for data validity are possible.

The "Quarterly Report on Participant Characteristics" (see Illustration X)
-contains 15 data elements, 56 data points, and a possible 65 digits. It
establishes a Parent Child Center's service base and provides a basic
profile of the participant families being served. 1In particuler it
reports the number of enrolled families and participants by uthnicity,
family turnover, reasons for termination and length of time terminated
families participated in the program. The report also provides a bieak-
down of children by age and other pertinent information about enxolled
families which may . have a bearing on program operations and contracﬁ
compliance. This report may be‘used-eo'review the composition of the
client ‘population, to analyze Changee in that population over time, and
to assess whether or not the orientation of the progrem is appropriate
for the size and composition of tne PCC clientele. This report can be -
used by the nationalioffice in preparing management repoerts that swimarize
potential preblems, link services to costs, calculate unit costs, and J
describe the charuacteristics of PCC program participants. /
The "Quarterly Report on Staff Characteristics" (see Illustration XI)
contains 13 data elements, 45 data points, and a possible 51 digits,
It provides basxc 1nformation on PCC personnel including staff turnover,
reasons for tetmlnatlon and length of time staff members worked for the
PCC. ‘The report also provides pertinent characteristics data such as
number of employees by sex, ethnicity, full-time or part-time wofk
status, and staff category information whiéh is indicative of program
organization and operetions.

-
This report can be used to evaluate staff turnover, conduct a general ,
review of the program, determine whether the composition of. the‘staff is

appropriate to the éoals and objectives of the program, and assess the




)

correlation between staff composition and cémposition of the PCC client
population. "It can be used by the national office to prepare manage~
ment repofts that summarize potential problems and describe PCC staff
characteristics. The report does not include data on volunteers,

consultants, and personnel hired through a service contract. : s

The "Quarterly Report on Services to Participants I" (see Illustration
XI1) contains three sets of information, I.t' contains_infomation about
the duration and type of program operations, number of £6cai participants,
and the composition and degree of activity of the Policy Council. It pro-
vides the basic background data needed to review the subseque:ht udoreporg:s
on se_rvices to par'ticipanté. _ It reports information that cgnkbe used to
jdentify potential praoblems and to interpre:,f@ports on program services.
Most of the information for this report comes f;om PAC notes and minutes.
The “Quax:terly Report on Services to Participants II" (see Illustration
XIII) contains a summary of the quantities of major services pravidég :

to PCC participants during the quarter. It furnishes detail on partici-
pation in parent education and iraining, Activj.ties. It records _i.nta,né '
education seasions, parent-child interaction séspions, nuttitig;i’al aétvices,

.

and direct social and economic services to participant fani.lieé; .

In the context of the Qu'art:exlyyaepoxt on Sewicoé to Participants I,

it provides the basis for 2 review of serviges provided to participants.
In this regard.l it may be sigpific_'ant to note thAt the PCC program is not
usually an every day service to every family, so it is inportant to view
services against the backdrop of ser,vicé achedulea: This report is a
vital input into calculations of unit costs of specific servicds such as
focd and transportation. | ) :

- -

+The "Quarteriy Report on Services to Participants III" (See Illu'stxat;ion
‘erV) smatiies heaith services and referrals proirided for POC participants
by the PCC during thes quarter. It lists 'the total number of p_a_r_‘ti.gipam':s‘_

. wﬁo receive each-of 21 different kinds of medical and dent:al seivi;ék;" ‘
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Data are shown separately for focal mothers, other parents,sotharv
adults in'the household, focal children, and siblings. -

The "Quarterly Séaff Utiiization Report" (see Illustration XV} is a
sEmary oflthe compensation paid by the FCC to each individual employee
and consultant who worked for the PCC at any time during the quarter,
together with a distribution of each 1ndividual's'workinq hours by

the function:of the activities they worked at.

The data in this report may be us=d to review the use of PCC staff tiﬁe o
on an individual basis t& decide whether they are spending their time appro- : ?
priately, given the person's skills and level of compensation, and the '
organizaticn and priorities of the particular PCC. Since personnel

costs account for at least 75% of the total budget in most PCCs, such

a review of personnel time use i3 invaluable to effective program
management. This report is also a ;ritical component in the PCC MIS
management reports. It is an input to eight of the ten basic quarterly
management reports. o ' _\\\

rd
£

The "Quarterly Report on Donat(d Services" (see Illustration kVI) is a
match tc the Quartérly Staff Utilization Report. It records the "

[
e

"‘Eéﬁgfinformation aeg the Quarterly Staff Utilization Report, except
that the “"estimated dollar valve of services” replaces the "dollar

value of wages and salaries accrued" as an input.

Similariy, the "Quarterly Report on Donated Services Volunteeééd or Paid
?roﬁ Other Federal Agencies” (see Illustration XVII) records bbth (a)

the value of personnel contributions pasid by other Federal agencies and
programs, and (b) the function use of the time spent by these individuals
on PCC pr;gram activities for the PCC. The services of Neighborhood 4
Youth Corps (NYC) workers and Concentrated Bmployment Program (CEP)
trainees fall into this categbzy. This rebort iz an &djunét to the. _
"Quarterly Report on Donated Services."” It is a separate repert because
of out.desire to ?e able to monitor the non-Federal share of a PCCs

resources.
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The ninth veport in this sub~gystem is the “Gr;ntee Quarterly Financial
Report” (see ILllustration XVIII). The “Grantee Quarterly Financial
Report"” represents a modest modification of the os-19‘, and it was
designed to replace the 0S-192. It provides a break:ﬁ:n of "travel"

costs and of “Consumable Supplies” not previously fu bished by the

This form must be completed by the PCC's grantee and not L the #CC
per se. It serves as a management tool for summarizing and reviewing
the actual gosts incurred. It is a means by which a grantee can
communicate a financial summary of his operations.to both the Office
of Child Developmenct and)bo the PCC. It is particularly Qaluable when
compared to proposed costs and expenditure patterns. Finally, the
"Grantee Quarterly Financial Report” is the source of non-peféonnel
expenditures for functional cost ‘analysis and unit cost calculations.
L
The form is most’ useful when Qrantees accrue their expenaés on a-projeﬁt
by project basis. It is least useful when they qmpioybcabh accounting
and merged program accounting procedures that submerge and distort the

expenses of individual projects. This form is not currently used.

The last quarterly report in this sub-system is the "Quarterly Narrative
Report." Each guarter PCC Direétogq are asked to complete a three to
five page narrative report to accompany the quarterly statistical and
financial‘data. This narrative statement is intended to clarify and ' ‘e
canplement the quarterly reports. It is designed to serve as a neéhdniqm
for. communicating problems to the Chief of the Parent Child Center
Program, for highlighting process at the local level, and for describing ;
unusual circumstances that are likely to distort stagisticai reporting.
The “Quarterly Narrative Report" is to be a prod to documenting ideas,
problems, and progress that cannot be adequately conveyed through

statistics.



The Sub-System for Quarterly Management Reports-- _
Once Parent Child Centers have submitted their quarterly repoxts, the.

national office of the PCC program or their surrogate must validate

these data, prepare them for processing,.confront contingencies,

process these data (including making requisite computations and

estimates), distribute the output, and maintain éata-files. This sub-

system‘encompassesrzji ot these activities. It focuses on the selection
t

° of management info ion for mfarterly manegement'reports, the
processing of data necessary to produce those‘reports, and the distri-
bution of them. It is the culmination of the activities initiated in the
previous,two sub-systems. ' ' .
Selection of Menagement Information
Sixteen (16) quarterly management reports are generated by this sub—syatem.
Ten (10) of these reports are issued on each Parent Child Center (pcC) .
- Six (6) reports are produced for the PCC progran as a "whole.
The ten quarterly management remorts issued on each PCC ereg
Indicators of Potential Problems: Management Operating Problems
® Indicators of Potential Problems: Summary of Potential Problems'
e Frequency of Service per Participant
® ' Cost Per Unit of Service
) ?Cé Cost Per Participant
¥ ®  Total Cost Per Functional Activity
° Direct Cost Per Functional Activity
° Indirect Cost Per Funetional Activity
e Non-Federal Cost Per Functional Activity
°

Personnel Hours Per Functional Activity

The first "Indicators of Potential‘Problems" report (eee Illustration .
XIX) identifies whether or not individual PCCs have submitted required
reports and if there is -a vacancy or turnover in key management personnel
at any given center. The report is organized so that local and national
pProgram managers can see potential problems in these areas et a glance.

It assumes that if a PCC has one of the characteristics that is flagged,
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it has a potential orgenization, recordkeeping.ler pexrsonnel problem
that will cause seriods difficultins for PCC pregram operations, if it’

is not corrected.

The second "Indicators of Potential Problems" report (see Illﬁstration
XX) highlights possiqle difficulties assoviated with financial control,
contract compliance,ior general program well-being. It is laid out in
exactly the same wey as the firet "Indicators of Potential Problems" report.
An individual Parent Child Center is flagged if its spending rate is
inappropriate,,it is not produCing the required non-Federal ahare of
project-expenditures, it has too many families enrolled that are dVer

the poverty'level,-or it does not meet the expected criteria for any omne
of seven other indicators of contract'compliance or program well-being.
Like the first report it enables both local and national ﬁrogram managers
to identify potential problems at a glance.

Report number three,i"Frequency of Service Per Participant" (see
Illuétration XXI), presents the linkages'between the quantities of
service deliverad in each major service category (i.e., child care &
supervision, parent education & training, etc.). It displays ‘the

. _quantity of units of infant education, for example, delivered over the
course ef the quarter. It then shows the frequency of service at that
PCC per focal child enrolied per week during the quarter. The national

. average for this service is also displayed for comparative purposes. e

These frequency of service statistics can essist the PCC manager in
assessing how often different. types of participants are receiving serviceé/
targeted and delivered to them. Some specialized services; such'as “water
: delivery" and- "job placement“ are subsumed under larger categories like
"Other Social, Economic and Health Services" because these individual

services are not delivered with enough frequency to warrant their being
listed separately.

Different time horizons are used with different major categories of
service because not all types df‘service-can be readily assessed‘for'a
comon time period.' Parent Education and'Training, Social and Eccnomic
Services to Families, Intake Evaluation and Referral, and Health Services

are usually scheduled for . 88 frequent use by participants than is child
" care and supervision. '
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Report number four, "Cost Per Unit of Service” (see Illustration XXII),

shows the dollar cost for each PCC of each of the eight types of dire&:t.
services to participants del‘i'vered through the PCC program. It presents

the total cost per service cateqgory and the cost'per releva.nt. par,ticipan?

per service category. I displays the direct cost or cost without overhead -
{administration, odcupancy, and staff development costs) and with overhead.
The report gives the national average costs in éhese catégories, as well as .
the local PCC's costs. Unit costs are not determined forievezy type of service
delivered because some of the services listed are not considered to be of

~ equal .value, nor are they of the same qﬁalify (value) at all PCCs.

Repért number five, "PCC Cost Per Participant” (see Illustration XXIII),
translates three sets of unit costs into annualized costs. It.gives the
direct cost, fgi;_’ direct cost with overhead, and the non-Federal cost per
participant, per family, and per focal participant. Direct costs are the

~ operating costs, exclusive of depréciation, used directly to provide services
to participants, b‘irect costs with overhead are direct costs plus a portion
of the indirect coétg of adminigtrati~n, occupancy, and staff devélopnent

and -training. mes_e\ erhead costs were distributed among all other functions
on the basis of t.hé perce ntage of total direlct coefs spent performing each :
direct service functian a;: the indiviudal PCC. ('Ihis'. l_neﬁ{od of prorating
overhead costs to direct services is a common procedure for lasbor-intensive
activities that frequently use much of their space for mulﬁi-functional
purposes.) Non-Federal costs are the sum of the non-Federal dollars and

the imputed value of contributiong_ of services and goods made to the PCC or
claimed on behaif of them by thk graitee. Because of special legislation,
some Federal expehditures, Mcdel Cities funds for 'eita:nple, are also considered
non-Federal funds. It provides the national average <';ost' along with PCCs

" cost so that comparisons can be made. Finally, it displays base statistics

on number of focal children, families, other children (siblings), and parti- =
cipanﬁs so trat PCC directors can compare their center’s service bare with

the national average. }
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Report number six, "Total Cost Per Functional Activity"” (see Illustration
XXIV), examines the allocation of PCC.resources among the various .functional |
activities of the center. It gives t:ﬁe total operating expenditure per
functional category and the percentage of total resources spent on that
functional category. To obtain these costs per _functiénal category"_, the
value of wages and benefits accrued” to staff and consultants are distri-
buted among the fourteen functional categories for each person who performed
work for the PCC. The dollar value of these services are distributed to
functions according to the time utilization shown on the Quarterly staff
Utilization Reports submitted by each BCC.

Next, ﬁhe imputed value of donoted services as reported in the quarterly ;:eports,
are used in determing the costs of services by function shown in the management
report. As with wages and benefits accrued to staff and consultants, the imputed
dollar value of donated services are prorated among the functional categories of
service according to the time use shown in the Quarterly Reports on Donated

L X
Services.

Accrued wages and benefits, of course, include payments to which employees

and consultants have an "unqualified ;ight" regardless of whether or not 5
paynent has been made. The PCCs repoi:t only. the wages. The National '
Dat: Coordinator celculates the dollar value of fringe benefits, using

data subnu.tted as part of the graut appllcatlon process, and adds those

costs to the wages paid pnor to proratmg perSonnel costs to functions.

**It should be noted that tMe non-cash contributions that frequently make up

a large share of non-Federal PCC expenditures are sometimes inflated by grantees
that have a difficult time generating the non-Federal share of the grant re-
quired by law. 1In these cases, those 1nflated costs will show up as expenda.-

tures and will 1ntroduce a bias in the cost for delivering those services.
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Finally, the accrued cost of non-pers:)nnel expenditures other than capital
investments are assigned to functional .categories and appear as part -of
the costs shown. The decision rules for prorating non-personm;’l expendi-
tures to functional categories are published as part of the PCC MIS
'Doc_uLnentation. They are based on the published methods designed and.

usgd,heretofore on day care center functional cost analysis by David
Warner (A Study in Child Care, Abt Associates Inc:, 1971, Vol. III) and
Keith McClellan (Day Care Cost Analysis: A Manual of Instructions,
Welfare Council of Metropolitan Chicago, 1971).

It should be noted that the expenditures shown in the Manaqeinent Report
are. accrued operating expenditures excluding depreciation. They will not .
in all likelihood, .correspond with the expenditures to-date shown on trial
balance sheets. Most PCCs do not accrue ékpenses. Nor do they amortize

insurance, leases, licensing, etc.; or handle vacations and other paid leave
in the standardized fashion employed in the PCC MIS.

One of the great strengths of the PCC MIS is that it treats e_xpénditures

"of all 35 PCCs consistently and in a manner that permits inter-prdgram
comparisons . o : o '

It provides the nhational average for'comparative purposes and shows the
PCC's deviation from the national noxm. When combined with knowledge about
appropri.ate distribu:ions' of PCC operating expenditures, this report can

‘

be a very yseful management tool.

Report number seven, "Direct Cost Per Funqtional'hctivity" (see Illus-
t£ation-xxv), examines the allocation of PCC resources among the different
direct cost or service functions. It can help pPCC directors assess if the
use of resources reflects the center's service priorities. The report
displays both the actual dollar expenditures for the- quarter and.the
percentage of direct expenses allocated to each service categdry. Again,

the national aVetage is provided for comparative purposes.
R

U
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Report number eight, "Indirect Cost Per Functional Activity" (see.
Illustration XXVI), examines the allocation of indirect or overhead
costs. It shows how overhead resources uere spent and prov1des a basis
- for assessing the propriety of this expendlture pattern. Less than
optimum use of available resources can take place in overhead functions

as easily as they can in direct service functions.

- Report number nine, "Non-Federal Cust Per Functional Activity", (see
Illustration XXVII), examines the uses of non-Federal resouroes in the‘
PCC. It focuses on the management of a resource that is frequently non-

cash. ‘ o ' : ST

Finally, report number 10;'"Personne1 Hours Per anotional'Activity"
(see Illustration XXVIII), looks at personnel time as a resource. _ |
Frequently, the pattern oi'dollar expenditures for a PCC does not match
"the pattern of staff time use. sStaff members are paid differing amounts
per hour. of work at different paces. Good management, particularly for
a labor intensive enterprise, not only requires an understanding of how
dollars are being spent but of how people s time is being used. This
report flllS that need. It shows that number of hours, percentage total
hours, and donated hours per functional category of project service and

overhead.

A second set of six (6) management reports are generated each quarter
for PCC management at the national level. They give aggregate data for
the PCC program as a whole, and specific comparison datafbetween the 35
PCCs. These six reports are not'currently made available to the 35 PCCs,
although they may be at some future time.

The {irst of these reports for the natlonal staff. Report A, presents »
unit cost data (see Illustration xxzx) It gives\the,cost per participant,
per famlly, and per focal partlcipants for all PCCs for the quarter at
annual rates. It shows tne total cost per service unit and tne Federal
tost per. service unit in table form. The table also dispiays the median
cost and the range. Finally, it displays these oosts for eaoy PCC. The
dces are I;sted in rank order with the least expensive at the top and the

O most expensive atgthe bottom. ’
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The second report for national staff_ﬁse , report B, presents a “S\mary .

of Expenditures by Functional Category" (see Illustration XXX). The
aggregate expenditure on each category of service is shown in dollars
and asb a percentage of total operating expehditm:es. The median, the
range, and the quartile distribution of percentages by PCC (but without
PCC names attached)are also displayed on this summary report. \

Report C aggregates PCC program' participant characteristics (see
Illustration XXXI). Tt presents aggregate data o. the age of children
being served, the size of families being served, the number of families
with female heads of ‘household, the number of participant families
receiving Aid to Families with Dependent cmildreh (AFDC) br.public
assistance, and six other variaﬁles. Percentages of totals and mean
scores are given when applicable.
'Report D displays aggregate :ﬂata dn rcC v'pr'ogrgm staff charac_tetist:l.cs
(see Illusﬁration XXXIXI). It tells how many full and part;time paid
employees the PCC program had by the following characteristic_s:

'"® Role
- Professional { ¢

- Non-Professional ‘

) Primary Wnction
- AMministrative
- Direct Service
\ - Support Service .

® Sex
- Male
- Female

[ Employment Status
- Full-time
~ . part-time , ,
e _Ethnicity - . N
~ - Mexiean-American ' -

Puerto Rican , -

Othér Caucasian
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- Black :

- American Indian

- Native Alaskan \\
- Polynesian !
- oriental

-  Other

It also displays the temporary paid staff on \PCC payrolls, the turnover

of PCC staff, and the reasons for staff turnov r. It is not possible - -

té identify \1ndiv1dual PCC performance from these data.

Report E gives the aggregate program-wide statistics on PCC program
services (see Illustration XXXIII). It gives £he total and the mean
number of operating days dur:.ng the quarter, the total and the mean ;
number of days child care services were provided, and so forth.

all data are presented on 68 variablesg, including 34 independent -
variables. o y

Pinally, Report F gives a rank order distr:i.bution of the frequency
of service by PCC. It shows the median, the range, and the quarterly
distribution, as well as the national _average.

¢

Proceesing PCC MIS _Quarterly Reports—-

Due to.(a) \the limited volume and relative concentration of the PCC MIS

qu;r:gpky//reports and (b) the number of individual calculations, elec-
trdnic data pr'ocessing of PCC MIS data is not cost-effective at this

time. The PCC MIS, however, was designed for conversion from a manual
to a computerlzed system. ' ' \

At the present. tim'e, the folldwing data processing procedures are being

used.
On the 15th calendar day following thé end of a quarterly reporting

p_eriod » all quarterly reports not received by the national office or
their surrogate are considered late submissions! ‘Projects failing to
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submit their quarterly reports_ within the stipulated time period are _
called immediately to determine why they have not met the deadline. If
.necessary, telephone assis.tance is furnished to resolve problems and to
insure that steps are taken by'the project to complete and submit

" accurate reports within five days. In addition, a written notification
of non-receipt is mailed to PCC Directors who failed to comply with the
deadlines. These procedures are strictly enforced and are intended to
underscore ,the importance of timely submission of reports to facilitate_
rapid data processing and turn-around

Should a PCC not complete a quarterly report package, that project will
not be included in quarterly manaqement output reports National aver—-
ages and summary reports of management statistics will be prepared on
the basis of the total number of PCCs reporting. Any reports received
‘after the 20th calendar day of the month cannot be processed.

When each set of quarterly reports is received, the date of receipt is
entered on all forms and data validation proced\_xres are implemented.
Data validation procedures start with a preliminary review of ‘a PCC's
report package to ascertain whether all reports have been included -and if
all forms nave been fully completed. An arithmetic figure must be,re-
 ported for every data point. Projects have been instructed to use zero
(0) .as appropriate to indicate that a data point is not appiicable or to
indicate that no quantity should be reported. If a data item is unknown,
~ ‘the abbrevietion UMK is suggested to signal missing information. ‘all
_ blanks and unknowns are considered unacceptable and regquire a call back
to the project. ' eliminary review  findings are recorded by the validator
on a data validatiin memorandum and mailed. to the program (see Illustraj
tion XXXIV). The preliminary review process requires from 15 to 30 min-
utes. per PCC. \ o P |

A systematic list of internal cross-checks are then applied to each guar-
" terly report. Tabluation errors, incorrect data resulting from improper
data reduction procedures, and inconsistent or. inaccurate data are system-

atically identified and purged. The internal cross-checks require approxi-



mately 45 minutes to one hour per PCC. Call backs to individual PCCs

may be required to obtain corrected data, as a~resuit of the cross-checks.
These phone calls are made within 24 hours of applying the internal'cxjoss-
checks.

A :lelatively large amount of time is spent on data validation on the
.assumption that good data is the best foundatiop for .sound management
decisions. It is felt that extra'care in data validatioxfx pays high divi-

dends in the quality and value of system output.

The manua.‘!.. processing of PCC MIS data starts by prorating pérsonnel costs
to functions of service. 'rhi‘s is the most time-consumingl aspect of PCC
MIS data processing. It involves :onvertin§ the time usg of individual
employees, consultants, and volunteerg to dollar value. This is done by
changing the hours spent by individuals in each of the functional cate-
goi‘ies to a percentage of their total time on the job‘ during the report-
ing period and then multiplying those percentages by the dollar value of
wages and salaries accrued to the employee during the reporting period. |
Finally, the dollar value shown in each functional category for each
employee, consultant, and vclunteer can be added for épersonnel cost
per function of service fof.that PCC. Frequently 5,000 separate calcula-

tions are required to complete ﬁh'is proégss for each PCC.

.
LY .

.Subsequently, non-personnel costs._ ax."é-added to personnel costs ta arrive
at a cost per function of servic;e-. When this is done for all 35 PCCs,
the person(s) processing the data can c'omplete Quarterly Managément
Reports 4 through 10 and' National Office Report B.

)

e 4 .
"\ .

Freq&ency of service data is obtain’é(; from the Quarterly Report on
Services -to Pé:ticipants IX; Quarterly Report on Participant Character-=
istics; and Quarterly Report on Services to Participants I. The entire
set of quartefly reports from PQCs contribute to the "Indicators df v'
Potential Problems" reports,
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DISTRIBUTION t

The output of the PCC MIS is distributed in two different foms.
Each Parent Child Center receives two copieés of reports 1 through 10
that report that center's service and cost patterns. Cne of thesé reports
is for the project grantee; the other is ‘for the PCC director and séaff .
The project advisor is to have access to the poc MIS data through the PCC
director. ‘ . , ,
. The n&tional office of the Parent Child Center Progtram is to receive
‘four copies of reports 1 through 10 on each PCC. It is alsp to ‘receive five
cppies of the aggregate data for t;he PCC progz;am: Hanagement Reports A

through F. One copy of each of the local _program reports and -one CORY of
the aggregate data for the national PCC program is to ‘go~into- the pemanent !11
maintained by the program. A similar ast of reports is t.o%;e available .
for the chiet of the Parent Child Center Progran, af\d-& th:l.rd sat is to be
available for the grants management division of the office of Child Develop—
ment. ‘rhe\ fourth set of local project report:s is to be d:l.vided among the o
Program Coordinators of the Parent Child Center Progrun staff, to ao:respond
with their assigments _The two sets of national aggregate data—-uanagmnt
'Reports A through F-~are to be available to the PCC Program Coordinator of
the national PCC-program staff.

The Chief of the Parent Child Center program will be responsible
for additional dissemination of the quarter PCC MIS statistics to those
in the agency to whoam he has responsibility (for example, ﬂle'ﬁirector )of.
the Bureau of Head Start and the Director of the Bureau of Child Development.

Services) .

‘
m,
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Chapter V
PCC MIS Implementation

>

REGIONAL' WORKSHOPS

‘Phased implementarion of the PCC-MIS comehced with a series of three .:,;
regional workshops held at one month int?mla beginning in March, 1972. .
Directors and Data Coordinators from nine wostern area PCCs met in San
Francisco March 12-15; representatives from 14 different PCCs attended
the south-central workshop in Atlanta April 16-19; while the remaining

12 PCCs participated in the May 14-17 eastern area wrkshop held in '
Washington, D.C. ) )

Workshop sessions were desi med not only to train local pe_zrs?nnex in
recordkeeping and reporting procedures, but to allow PCCs to make cri-
ticisms and sugqést&ons concerning the proposed content and procedures
for the MIS. 2n important objective of the workshop series was to.
elicit PCC commitment to successful operation of the MIS by including
local operators in the system design and 'by'deno;istxating potential
management uses of MIS data on both the local and the nationg). levels.

The three workshops were conducted by a core team oﬁv—fiv“é:j.ﬁbt stiff
 members who participated in the @evelopmant'and'on-going rafinéﬁent.
of the system design and who w;are‘ scheduled to-later provide on-gite
technical assistance. Workshop size ranged from 30 to 45 participants
includiﬂg;locgl PCC staff, OCD and national PCC staff, and other PCC
affiliated personnel. . -

With the exception of two Alaska sites, all PCCs were repreaantéa at the
regional workshops by both the pirector and the Data. Coordinator. Seve- -
ral Project Advisors, grantee agency representatives and OCD teg‘ionil
staff alsc attended, a]_.thnugh their pﬁrticipation was not required.
"NAtional PCC Program Coordinators attended the. wéstern and eastern &tea
workshops, while the Chief of the Parent Child Center Proqtam wvas pmqni:
at both the Atlanta and the Washington, D.C., sessions. Members of the




PCC-MIS reviow panel also participated in the Atlanta and Washington
workshcps, Additionally, an OCD grants wmansgement specialist was present
in Washington to clarify financial reporting requirements and to discuss
the proposed plan to shift all PCCa to a common guarterly reporting

N

cycle .'

-

The presence of OCD and national POC staff at all workshops proved cri-‘ |
tical in underscoring the need for the MIS and in calling for a strong
commitment to its im;élementation. National staff also served as valuable
resource persons regarding questions of contract compliance, PCC program
guidelines, and national PCC policy. The workshops consequently serve:
not only as an MIS training sessiocn but as a forum for group and indi-
vidual discussion of broader issues of concern to both national staff .
and local PCC operators. " o

Pze-ﬁozkahop Procedures . .

puring the first two weeks of the contract, Abt Associates made telephoné
contact with the nine PCC Directors in the western 'tegion. These programg
were informed that Abt Associates Inc. had been suthorized to implement
the MIS described in the Phase I report they had received earlier in thé
month. They were asked if they had read the Phage I report, and if they.
had any comments or rucommendations to make regarding that report.
Directors and -Data Coordinators were then informed of plans for a regional

workshop. The same procedure was followed with the remaining 26 PCCs

and completed by February 28; 1972,

Three to four weeks prior to each workshop, participating PCCs were mailed
a package of materials for pre-workshop preparation and a memorandum '
c-ietailing, workshepbarzmgements and agenda. The package included three
draft data collection forms to be completed by PCCs prior to the workshop—-

W
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Family Int;ke, Staff Intake and Staff Time Utilization Records--together
with instxuctions-foz collecting the requirad data. This préparatory
exercise was adopted so that PCCs would com2 to the woikshop already ex~-
perienced with several components of the s/stes. and be aierted tc poten-
tial implementation problems. Prior experience with thé forms also expe-
dited workshop proceedings since participants could focus immediately'on £
critical issues and problems regarding data items, definitions and '
instructions, and staff resources required to implement the system. A
sample of completed forﬁs were brought tc the workshops go that

Abt staff:could perform a preliminary assessﬁent of PCC capability in

recording accurate and complete data.

The Intake RecbrdSrwere selected for pre-workshop preparation since they
constitute the logical base on which to "build" a standardized recdrdkee--

éing system, and are linked to the fundamental, yet complex. issues of

focal participant definition, income eligibility, valuing donated gcods and

' sexrvices and so forth. The Staff Utilization Record was included as it is one

-of the most critical.and initially difficiult records to complete. PCC experience
with recording staff time zrior to the workshops resulted in a discussion of
.specific problems that might not have other wise been identified and provided

Abt staff with useful feedback leading to clarification of definitions and

recording procedures.

Delegate and Grantee Agencies, Project Advisors, ar | OCD regional repre-

sentatives were notified of Abt Associates authorization to implement

the MIS and were mailed a memorandum regarding- “the MIS workshops.—While __
-these agencies and persons were not invited as a group to participate in- :
the workshops, requests to attend were handled on an individual basis.

Provisions were also made to address their speciflc concerns and- nends as

potential system users during on-site technical assistance visits.

Ca e
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Workshop Structure

Bach regional workshop included an equivalent three full days of sessions
'scheduled over a four day period. The workshops opened on a Sunday evening
with introductions and an overview of forthcoming events. A social hour
followed wl'_nere participants became acquainted and shared PCC experiences'
and problems. Monday and Tuesday. sessionsvwere devoted to & systematic
revi'evi of all MIS records and reports, oombininq .whole group and small
group training sessions with non-directed learning experiences to insure
a maximum of active and attentive partigipacion on the part of tra:l.nees. _
The following activities ware included: |
‘0 Simulated Management Decision-Making Exercise Using the PCC-
MIS ' o

e Systematic Review of Redordkeeping Forms = .
® Role Play Exercise Using Staff Utilization Records
e Systematic Review of Quarterly Reporting Forms

’.' Fiscal Reﬁo_rting for the MIS -
. . . _ o
The agenda for the final half-day session on'"Wednesda ‘was dictated, in
part. by the results and accomplistme.nts from previous sessions. However,
the clos:ing session typically covered the following topics: workshop . .
fellow-up plans, preparation of local data collection plans. post-workshop
implementation schedules, po‘fke\ﬁtial data uses, and PCC estimates of éech- .

- -__..--.»-nitnnmm“"mmﬁme ’ “Bpeciai-meetims—wése—anangad

for Directors to discuss subjects of common interest othe»r than the MIS.
Specific workshop stra7ies are detailed below.

_ : \ o
& Simulated Management Decision-Making Exercise

On Monday morning, participants were asked go take part in a simulated
management decision-making exercise designed\go introduce the MIS in a
non-directed manner and to raise pertinent management questions--thereby
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helping.to establish the need for an MIS. The simulation required thit
the PCC Directors and Data Coordinators be divided into evaluation teams
of four or six members. The teams were then asked to review hypothetical
information on two fictitious Parent.Child Centers. Two packages of ma-
‘terials were prepared by Abt Associates including program narratiyes,
selected MIS records and quarterly reperts, and sample management‘output

reports.' The object of the simulation was to analyze the data and nake

. a dec1sxon about which of the two hYPOthetlcal centers should receive a

spec1al "Improvement Grant" from a Federal agency.

Following a two hour review of narrative, statistical and financial
reports, each team was given the opportunity to interview the hypotheti-
cal Center Directors' role played by Abt Associates staff within the "
guidelines of a prepafed "profile." Followfng the fifteen minute inter-.
views, each team yas.allewed one hour to make its decision about which
center it felt deserved the special grant. In order to assist'teams in
evaihating the data and in linking_data to decision-making, Abt Asso- B
ciates prepared a rating scale and tabulation sheet to be used in asses-
sing center performance. Thifteen program operation dimensions wexg to
be rated 1nclud1ng staff time use, management of ron-Federa; share,
approprlate program priorities and service del1very. Each team chairman
reported the team decision with a summary of the process and reasons for
reaching that decision. All partlcxpants were also asked to assess the

-effectiveness of the role reversal 51mulat10n 1n 1ntroducing potentlal

~-management—uses—of the-MIS -data. e —

e Systematic Review of Recordkeeping and __Eorting Formg

Monda{ afternoon and Tuesday - mornlng workshop sessions focused grlmarlly
vpon the systematic rev1ew of all local recordkeeping forms, file speci- .
flcatlons, and quarterly reporting procedures. This called for an in~depth
discussion of.each data item including instructionslfor cellecting the data -
and justification for.its inclusion in.the system. This review was intended

to lead to common agreements about definitions and reporting pfocedures and
[
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to afford PCCs an opportunity to participate divectly in shaping the sys-
tem. Directors and Data Coordiators were encouraged to respond to each
data elenent. to request clarifications or to-suggest revisions in the
format or content of each record and report. These sessions also addressed .
the feasibility of substituting MIS records for other collection instru-
ments currently in use and the interface between MIS qtarterly reports and
other reporting ‘demands placed upon the PCCs.

e , Role Play Bxerciee Using Staff Utilization Recorﬂs

Prior to a detailed discussion of definitions and procedural questions as-
sociated with recording time use, Data Coordinators and birectors ffom dif-
ferent PCCs v'w’ere paired with each other to carry out’ an exercise in using

‘the stdllf Utilization Records. Following an overview of the purpose of

the form, participants were asked to actually conplete a record docmnting'
how they had used their time duri.ng the previous week.‘ Data Gaordinat_ore y
and Directors then interviewed each other about their tine use and estima-
ted how they felt the other's time should have been recorded. Each pair
compared reeults and discussed differences between self-completed records
and those filled cut by the partner on the baqis of an interview. Prob-

-lems and aiscrepancies identified through the exercise were discussed with

the group as a whole leading to a clarification of functional categories

and recording procedurea .

e Fiscal Reporting for the MIS

- A special session of the PCC~-MIS was conducted to introduce the concept

of functional cost analysis and to demonstrate both the menagemept insight’ ,‘

it provides and ite value in making meaningful comparisons among different .

child care programs. Visual aids were used to compare allocation of re-
sources by object category with the allocation of resources by functienal
category and to demonctrate the vital-role of accurate staff time use doc~
umentation in labor intensive programs such as PCCs. Information require-
ments and fiscal reporting procedures essential for the functional cost
analysis were outlined including wages and benefits accrued by paid employ-
ees and consu].tants, documentation of donated services and goods, accurate
allocation of all staff, consultant and volurteer time to functional cate- *

gories,and detailed cost data on non-personnel expenses. The session
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included a review of the proposed MIS financial report calling for detail-
ed line-item categories and instructions to insure standardized reporting
ofvexpensesf' Specific examples taken from individual PCC budgéts and fis-
-cal reports were used to illustrate the inconsistent accounting and repott-

ing practices currently used by the Pareat Child Centers.

’
Y

® Final Session

)

The final workshop session addressed follow-ub procedures for local imple-
mentation of the MIS records and documentation of that process. Partici-
pants were given a schedule for phased introduction of each record in their
use. These included the simulation and staff time utilization exercise
conducted"during the workshops. Data Cbllgction Plan formats prepared by
Abt Associates were distributed to the participants and were to be completed
as the system became fully operational on the local level. Discussion dur-
ing the final session also focused on the potential uses of the MIS data

and development by each PCC of a local data $e plan.

In preparation for on-site and telephone technical assistance, each PCC
.completed a form estimating the amount and type of assistance they felt
would be'requi:ed. The formAalso indicated preferred dates for on-site
visits, advance notice required, and instructions for arranging transpor-
tation to the site. These "estimates of technical assistance needs" proved
extremely valuable in Preparinq for the field)gffo:t, especially in arrang-
ing cost~effective travel schedules and in matching AAI staff skills with
local PCC needs. Correct PCC addresses and phone numbers were also reQuest-
ed to facilitate later contact and to prepare an updated péc directory‘fqr

national distribution.

e

The purpose and scope of the Parent-Child Center Newsletter~§as also dis~

cussed during the final session. Consistent with the MIS gbjective of a

two-way flow of information, the Newsletter was initiated to provide PCCs

with a quarterly forum for exchanging information and ideas. The Newslet-

ter would also be used to communicate progress with the MIS implemenﬁation

and activities of the national PCC office and the OCD Participants were ’)
". provided an opportunity to suggest subjecté for inclusion in the newslet-

ter and were encouraged to submit articles anq;photogréphs for publication.




B -~ . )
Workshop Outcomes ’ e

By the end of each three day workshop, PCC Directors and Data Ooordinators.
had been introduced to major PCC-MIS design considerations and were trained
in the procedures required to implement both MIS records and quarterly re= .
ports. The workshop sessions also provided Directors and Data Coordiators
with the skil% techniques for training their own staff in the collection
and reperting of MIS data. .

In addition, the fundamental objective of involving ali local PCCs in the
systen deeign was spccessfully met at each workshop.. _'Participaﬁts made
numerous recommendations for alterations in records.and reports, including
additicnal data items, deletions, format changes, and clarifications in def-
initions and irstructions.

»

{ Because all participants could not feasi_blﬁr be involved in decisions regard- .»_.'
ing problems and concerns voiced at each workshop, it was Abt Associates’ re- -
spongibility to weigh the value of recommendations and make changes in the

workshop and distributed to all PCCs. All PCE:s' were given an opportunii:y
to submit reactions to changes in the system or to recommend further changes
through June 12, 1972. '
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TECHNICAL ASSISTANCE

At least two man-days of on-site technical assistance (Ta) were delivered to each

. Parent Child Center (except Cincinnati) during the periocd May through Septem-~

ber 1972. BAdditional time on-sxte was requlred for multi-site grantees, es-
pecially those with centers located more than 25 miles apart and for those

programs experiencing unusual problems such as hlgh staff turnover.

Ih several cases, where it was impossible or unwise to provide all TA at one

. [
time, partial TA was delivered early in the field effort {(June)’ followed with

additional assistance as systems became fully cperational.

" Six staff members who had participated in at least two regional workshops vig-

ited a minimum of five sites each. Every attempt was ﬁade to match the skills
of AAI staff members with the special technical needs of the PCCs in areas such
as computer programming, functional cosv accounting, ability to relate to par-

ticular PCC staff, parents,”and/or grantees. The decision to assign appropriate

‘staff to PCCS, however, precluded more cost.effective.serialized travel arrande-

"ments originally proposed. : .

Preparation for Site Visits

-

Prior to the major field effort scheduled for Jqpe-August, early, on-site visits
were made to two western area PCCs to provide technical assistance and to "pre-
test" draft TA guidelines including tentative ageﬁdas, interview queqtionnaires,
and formats for documenting basic informatiepn regarding local operations, data
collection, data storage, data reporting, and inter-agency relatigpships. The
TA package was subsequently revised and formalized to reflect on-site experience

and-emerging-project needs. These materlals are included in Appendix D.

Prellmlnary schedules and staff assignments for’ all technlcal asszstance were
established during the month of June. Staff members assxgned to each site as-

sumed responsibility for contacting ﬁhe PCCs to confirm TA-and for establishing

' f8351218 travel. schedules for each wave of on-site visits. Several weeks pr1or

to the scheduled visit, each PCC was called to reconfirm dates and to make de-~

tailed arrangements for the two to three day effort. A tentative agenda was

Jo
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reviewed with the PCC Director for the purpose of scheduling appropriate meet-
ings and interviews with PCC ‘staff, delegate and grantee agencies, PAC members,
Project Advisors and other persons suggested by the PCC. 'Staff were also re-

quested to gather bésic program operation information not already on file.

v

Provision of Technical Assistance

The following agenda served as a model fé: conducting on-site visits, although
adjustments were frequently made to meet local program needs. Uniform foxmats
included in the TA péckage were completed by field staff so that experiences and
knowledge acquired during the course of on-site visits would not be -Iost. Every

element of the local MIS system was documented to ingure coﬂ‘tinui'ty in z‘eport'i,ng

and to provide a reference document for later camunications and quarterly report

validation.

® Director Interview

An initiai interview with the Pbc Director was conducted to review the proposed '
agenda and to complete a profile of the PCC designed to provide AAI staff with an

overview of the logal program. "'I'he‘ following information was reviewed: number

of sites and site location, participant enrollment, staff roster and organigation: -

chart, major service components and associated staff, types of gservices provided,

fiscal reporting procedures and requirements, PYE aqd audit dates, other report-

ing requirements, and the status of the MIS implementation. The completed profile .

served as a basis for structuring a systematic review of data collection and re-

porting procedutes leading to an early identification of potential problems.

® Meeting With All PCC Staff

AAI staff met with the entire staff to explain the need for an MIS, its value to

local and national management decision-making, its finique features, and its imple-

mentation both locally and nationally. Basic forms and procedures for the local

recordkeeping system were reviewed with appropriate staff while completed or sam-

ple weekly staff utilization records were ddiscussed“ in depth with all staff. AAI '

staff were also required at many PCCs to respond to staff concerns about the MIS,

and to additional time-consuming recoxdkeeping duties.

62



® Meeting the Policj;bdvisggy Council

‘A modified version of the presentation outlined above was used to familiarize

Policy Councils with the design and purpose of the PCC-MIS.

] Revxew of Data - Collectlon and File Keepxng Procedures
with Data Coordinators -

AAIlstaff systematxcally rev1ewed data collection and data storage procedures
for all MIS records and reports with the Data.Coordinator and other staff in-
volved in collecting and compiling information. Staff inspected all files,
adjunct forms, and routing procedures to insure adequate and eff1c1ent MIS im-
plementatlon. Each step in the collectxon, compiling, and reporting process 4
was verified and documented on an updated data collectxon plan. Where appro-
priate field staff also clarified def1n1tions, desxgned adjunct forms, changed

' filing procedures and promoted changes in staff reporting responsibilities.

e Meeting with Grantee and/or Delegate Agency

Appropriate representatives (PCC llalson, Agency Director and/or fiscal off1cer)
were 1nterv1ewed by the AAI staff member to explain the new PCC-MIS and determine
the interface with local grantee management and reporting needs. Specific issues
addressed during the meeting’ included problems associated with changxng the PCC
PYE date, non-federal share documentatxon, recent audlts (if any), and carryover
and shortages in the PCC budget. General information about the Grantee agency '
was also gathered including‘number of grants administered and their PYE dates,l
the type of accounting system used, audit dates and, where applicable, an overf
view of computerized accounting and recordkeeping'systems. Comminications between
grantée and PCC were discussed to determine how (if at all) fiscal information
'was shared with the PCC-birector. Where.appropriate ARI negotiated cnanges in~

. PCC reporting requirements requested by the Grantee: every effort was made“tc

" substitute MIS quarterly report data.
l .

Technical Assistance Foilow~UQ

‘At the ccmpletxon of each wave of on-site visxts, field staff were thoroughly
debrlefed by the Pro;ect Directors to insure that. technxcal a551stance ob)ectlves
were satisfactorily met and to review 1nterv1ew guldes and data collectlon ﬂlans
completed in the field. Special problems 1dent:fied by staff members were cis-

cussed to determine whether satisfactory resuviu ;ions had been reached and what

ER&C D -
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follow-up procedures would ®be required. Completed TA ﬁackages were maintained
on file to facilitate future communicaticﬁs. Follow-up letters were mailed to
all PCCs to thank them for their cooperation and to confirm any decisions made

during the visit.

Field Staff Training

" All Abt Associates staff members who provided on-site technical assistance had

.participated in st least two regicnal workshops and were, therefore, acquainted
‘'with PCC personnel, thoroughly faﬁiliar with PCC~MIS recordkeeping and re?orting
reguirements, and cognizant of the problems and'issues agdresséd during the soni

ferences. .

T™wo in-house briefings were conducted June 26-27 to train staff in special
technical assistance procedures. Matetisls and quides prepared for'on-sits .
vigits were distributed to staff and discussed in depth. Lessons gleaned frsﬁ
prior visits to six POCs by senior gtaff were shared with the entire fieid‘staff
and vital elements of the system were reviewed. Informal written materials sum~-
marizing outcomes were also prepared to assist staff in explaining the need for .
ah MIS, and for responding to the most common and problematical quesﬁions raised
by Péc staff and workshop participants. Staff members were also briefed on cur-
renr PCC guidelines and other federal agency guidelines pertinent to PCC oéera-
tions since previous workshop experience 1ndlcated that many programs were not

fully aware of current regulations.

while some field staff were well experienced in cost accounting and'reporting
Procedures, an intensive review of basic accounting principles was conducted to
prepare staff for intorviews with accountants, comptrollers, fiscal officers.
and hookkeepers and for a thorough 1nspection of financial records. Discussion »g;
focused on cash vs. accrual accountlng systems, double and single entry ledgers,
common payroll practlces; and so forth. An outside consultant with experience

in auditing large Community Action Agenc1es also familiarlzed the field staff with

fiscal management practlces cammonly adopted by these grantees.
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PHASED IMPLEMENTATION

In order to help the local PCCs in instituting the new reporting and operating
procedures, Abt Associates developed a systématic phased implemehtation Scﬁedule
for each region. Thi; schedule {(as printed in\ﬁhe PCC Newsletter) is presented
on the following page; It was either included in a memorandum mailed‘to PCCs
following each workshop or reviewed at the close of the workshop. The phased
implementation was designed to aliow PCCs adequate tiﬁe to introduce the indi;
vidual MIS records to PCC staff; to work out data collection procedures; and to
identify and resolve problems prior to the July ] on-line MIS data collection
-and reporting. Abt Associates monitored the MIS implementation ciosely in each
area to insure that PCCs were on-schedule and to offer outside supprrt in deal-
.ing with unexpected problems, staff resistance to the new system and so forth.
The following major checkpoints were incorporated into the implementatiOn and

monitoring schedule.

e Frequent Telephone Communications

A Five AAI staff were available throughout the April-June implementation period
to answer questions about the records and reports, to review or clarify defin-
‘itions and instructions for data collection, and to assist PCCs with special
concerns oOr pfoblems. Following each workshop AAI staff also initiated tele-
phoune calls to each PCC to assess whether or not appropéiate progress had been
made toward full sysfem'implementation. Implementation” of the MIS was discussed
.with the Directors rather than Data Coordinators both to reinforce clains of
authority and to avoid being threatening to Data Coordinators who might view
direct questicns about the MIS as tests of their competency rather than as an
offer of assistance. All telephone commﬁnications were fully documented:by AAX
staff including date of call; PCC sfaff member contacted; problems and issues
discussed; and outcomes. These records, extremeiy useful in managing information
exchanged or decisions reached during telephone calis, served as a reference

source for later calls and on-~site technical assistance.

-

e Telephone Questionnaire

In addition to the above communications, an informal telephone Questionnaire

was conducted with 22 PCCs in the western and south-central regions to (a)
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" WESTERN PCC MIS
WORKSHOP PARTICIPANTS

DEADLINES MET:

April 3

Apnl 3

April 3

. April &

April 7

R aL e O
. X \

Apnl 7

M;:yB

May §

. May 9

May 9

May 27

June 12

- June 15

" Suly !}

Introduced the new voucher forms for
“Donated Goods and Services™.
Transferred current staff information
to standard “Staff Intake Form™ and
“Employee Record Form™.
Transferred current participant family
characteristics information to “Chas-
actenstics of Participant Families: An-
nual In-Take Form™ and “Participant
Family Enrollment Records®.
Infosmed Graniee of the new PCC
MIS and discussed the system and its
implications with them.

Introduced “Weekily Staff Udlization

- Records” (hopefully in place of cur-

rent weekly time sheets).
Introduced “Weekly Family Sesvice

" Record”. (You might try assigning
.specific families to specific stafl mem-

bers, thersby decentralizing dats col
lection respongibilities.)

Made out a “Parent Education and
Training Record for the Quarter™ on
the basis of the quartes’s experience
to date.

Made out 3 “Family Health Services
Record for the Quarter™ on the basis
of the quarter's experience to date.
Final date for strangements for on-
site Technical Assistance.

Made out and sent copies of the
Quarteily Reporis to the National
PCC Data Coordinator using April
data.

_ DEADLINES TO BE MET:

Farst Draft of a Data Collection Plan
and Data Use Plan for your center.
Last day to initiale suggestions for
changes in the PCC MIS Data Collec-
tion sad Repotrting Forms.

All wevisions shoul! have been made on
yous PCCs Data Collection and Darta
Use Plans-and these plans siould be
available for local and national PCC
staf? use.

Bogianing of On-bne PCC MIS data
coltection and seporting,

ol

o

CENTRAL PCC MIS
WORKSHOP PARTICIPANTS

DEADLINES MET:

May }

May 1}

Ma.y 5

May %

 Mays

Transferred current staff information
to standard “Stff Intake™ Form and
“Employee Record™ Form.

Transfetred current participant family
characteristics information to “Charac-
teristics of Participant Famities: Annuat
In-Take Record” and “Participant Fam-
ity Entollment Records”™.

Infosmed Grantee of the new PCC

MIS and discuss the system and jts im-
plications with them.

tntroduced “Weekly Staff Utilization
Records” (hopefully in place of cur-
rent weekly time sheets),

introduced “Weekly Family Service
Record®. (You might try assigning
specific staff members, thereby decen-
tralizing data collection responsibitities.)

DEADLINIS TO BE MET:

May 27
May 31
May 31

June 6

June 9
Junc 12

‘lune 15

July 1

First Draft of a Dsta Coliection Plsn
and Dsta Use Plan for your center.
Make cut 3 “Parent Education and
Training Record for the Quarter” on
the basis of the quarter’s experience

to date,

Make out a "Family Health Services
Record for the Quarter™ on the basis
of the quarter’s expesience to date.
Fina) date for ammangements for onsite
Technical Assistance.

Make out and send copies of the
Quarteriy Reports to the Nations!
PCC Dats Coordinator using May data.
Last day to initiate suggestions for
changes in the PCC MIS Dats Coliec-
tion and Reporting Forma.

All revisions shouk! have been made
on your POC's Duta Collection and
Data Usc Plans and these plans should |
-be svailabie for locsl and nationat
PCC stafl use.

~ Beginming of On-line PCC MIS data

collection and rcporting.
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aind Child Center

MIS Reporting Schedule

EASTERN PCC MiS
WORKSHOP PARTICIPANTS

PROPOSED DEADLINES TO BE MET:

June !

June }

June 1

June 1

June ?

June 7

Jupe 12

June 18

June 28
July 3

July 3

July 6

July 10

July 10

NOTE:

- Family Enroliment Records™.

Inform Grantee of the ncw PCC ll
and discuss the system and its imph
cations with them.
Introduce the new vaucher forms fg
“Donated Goods and Sepvices™ .
Transfer current staff informaiion ta
standarg "Staff Intake Form™ and .
*Empioyee Record Form®™. :
Transier current participant femily
charactesistics information to
acteristics of Participant Families:.

nusl InTake Foem® and *Paiticipan

i3

Introduce “Weekly Seaff Unitil
Records” (hopefuily in place of ¢
Introduce “Weekly Family Sarvice
Record®. (Pethaps by m

flc families o apecilic staff memd
thereby decentralizing data oo

mﬂbﬂiﬂu} :

tion and Reporting Forms.
All revision; should have been
youz FOC’s Dars Collsction snd
Uss Plans and thess Plans dhould !
mlhbhrwloaundum

th dnaft of a Data Colbcﬁon Plu
Dsta Use Plan for your center,
Beginning of On-Lins POC MIS data
lection and reporting
Make out a "Pasent Education lnll )
ing Reoord for the Quarter” on the B
of the quarters’ experience (o date.-
Make out & “Fumily Health Sgtvices.
Record for the Quarter™ on the basls
the quartes’s experience 1o date.
Fingl date for arrangements for on-4l
Technical Assistance.
Make out and send copies of the Q

Reports to thie Nations! PCC Data C
nator using June Data. .

While Abt Associates Inc. will n)
collecting the individual record-keey
forms maintained in ihe Porent CX
Centers (PCCs), one of Abrs task
sixnrments is to di onimon
io be maintained in the centers.
date on theve formz will be hold
strict confidence on the pers %

coordinalor in coch Porent ¢
All employees and s th

made awere of rach of thete
their purpose. The ﬂ(‘C ate
tor should obtsin consent of
participants pricr 10 the complesy
the requisite forms. Records moin
for the previous National Repoet!
1em are A0 longer required, ‘




R determine 1f local recordkeeping was being maintained on the new system and
{b) generate hard data on PCCs for use in the PCC Wewsletter. The PCCs were
redquested to compile information on nine MIS gtaff characteristics {(number,
age, ethnicity. function and so forth}); these data wete'léter compiied and

- . _ , .
graphically displayed in the second issue of the Newsletter,

® Datx Collection Plan

Prior to on-line reporting, all PCCs were requested to complete a draft data
collection and reporting plan and to submit the plan to Abt Associates for re-
view. The data coliection plan format developed by AAI calls for a detailed
illustration of how the MIS is implemented in each PCC. The completed plan déc—
uments the flow of information within the :enter specificially indicating who

i8 responsible and at what intervals for: filling out the recordkgeping fbrmé,“‘
updating forms as'changes occnr, compiling the data, and completing the qnsiiéri?

reports. Filing procedures for each recordkeeping form are also specified.

The systematic, ‘ritten documentation was intended to assist PCCs in "thinkinq
through” the implementation process, assigning specific data collection and re-
porting responsibilities to appropriate staff, and identifying éotential trouble -
spots early in the start~up phase. A data collection plan was also essential to

insure that a new perscn c¢ould assume the responsibility of Data Coordinator

without a loss of continuity in reporting. Finally, each program's completed
plan was used to prepare field staff for on-site technical assistance. Draft
data.collection plans were revised and finalized during the on-gite visits, Fi~
nal plans were to be maintained on file by both the national PCC office and local

pragrams,

“

& Trial Quarterly Reports

vhile telephone communications and other menitoriﬁ; procedures were used to

asgist PCCs in implemonting MIS records, trial quarterly reports were required
to ALSEBS PCCs ability to accurately compile and report data from those records
on a Lzmely basx,. Each PCC made out and sent sample quarterly reports to the

National Data Loorﬁxnator using one month’s data (Aprxl for the western region;

- May for the south-centira) region; June for the eastern reqion}. These reports
were revicewed by AAT staff and further telephone assistance was pro&ided to in~
dividual P.Cs as required. The trial quarterly reports were also nsed by the

field staff durxrq on~site visits as a concrete reference document when reviewing

fnecxflc collect:on, tabulation, and reduction procedures related to quarterly re-~

[:R\f::rting . o .
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MEWSLETTER o >

The National PCC Quarterly Newsletter was propbaed a5 a éomponent of the PCC-MIS |
in the Phase 1 Final Report to help produce useful information flow in two
directions and to serve as a resource for local PCCa in eliminating trial and _ ‘j&
error learning. It reinfoices the cammunication estaklished by the HIS and 2
serves as a regularized method of information exchange among centers. The nmletta:
was to be used by both national and local PCC otaff to axchange information and -
to help facilitate the best use of good management information as it became
available. ' '

) The initial newslatter, published several weeks following Abt Asaociacea-quthoriga_
to design and impl€ment the PCC~M1S, was used to dismreminate information about the
proposed system and to elicit feedback from the local pm;g:m. The five page
issue co;\uined an open letter from the Chief of the Parent Child Center P:om:n: :
an overview of the MIS, prepared by Abt Associatas, including basic deuign' eanﬂid )
ations, and a schedule for forthcoming workshops. The first issue also included
a PCC Directory to encourage centars to begin making direct contact with other |
centexs within the entire PCC program.

The subsequent three issues, published in May, August and Novmb;ar, continued to
carry highlights ‘of +he MIS implementation such as photographs and summaries of
HIS regional workshops and the National PCC Confarence. At the same time, the
Newsletter was expanded to serve as a vehicle for all PCCs to share their sue-
cegses, problems, questions, and suggestions. The twelve page issues included
numerous articles and photographs prepared and submitted by PCC staff or drafted
by the Abt Associates editor on the basis of telephone interviews.’

Each Rewsletter issue focueed on & special 7thexe”, although numerous articles
addressing other subjects were included. The first issue was devoted to the new '
MIS; the second to “introducing the PCCs"; the third to the pﬁyeical vlant and
interior design of PCC facilities; the fourth to health and nutrition programs.
‘A list of additional themes or focal subjects for subsequent newsletters was also
prepared by Abt Associates. Zpecial festures included in each Newsletter were
(1) reported changes in PCC personnel, (2) updated PCC directories, (3) a parent's
't\:o.meg._ {4) MIS information, and (5) news from OCD and the National PCC office.

r
See Abt hssociates Inc., PCC MIS Documentation (Cambridee, Massachusetts, Abt
Associates Inc,, 1973) v~l. I, p. 127-1z8.
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In response to increasing demands for che Newsletter and a growing mailing list,
circulation was increased from 2,000 copies of the first issue to 5,000, for the

second issue. Copies were distributed to PCCs, the national office, Project

. Advisors, Grantees and other persons in the field of child care who requested

copies. Although-demand for the Newsletter increased with each issue, circula-
tion of the third and fourth issues was reduced to 3,000 and 2,000 copies,

respectively, due to budgetary constraints.
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USER'S MANUAL

!

The purpose of the PCC-MIS User's Manual isv to describe procedures for‘collecting,
recording, and reporting critical information for mkin key management decisions
in & uniform and timely nannex The User's Manual was drafted before the first
regional workshop and the results of each woflgshop were reflected in it:\ it
serves as a reference manual to ingure uniformity of definitions and procedures
at local ﬁ:n:ent Child Centers. \

The User's Mshual has two sections. Tha first section includes a set of mandatory
forms to be maintained in all Parent Child Cehters and recommended procedures for
data collection. These records are central to the system, both for operational
purposes and statistical reporting and research purposes. While not sent to
Washington, these reccrds are  the primary socurce of all required information
raported quartétly the National Data Coordinator and can support special ;
studies of program impact. At the sama ti.me, the records are offered to mdividual
programs for the value they may have to local operations. The recordkeeping
forms are:

b

P2

! Family intake Record

‘ Family Enrollment Record .
Employee In-Take Record i B
Weekly Family Service Record ’
Pamily Health Services Renuvd for the Quarter

Weekly Staff Utili;ation Record

Donated Service Voucher

Donated 00ods Voucher

The second section describes the procecﬁxes for suhmittigg required quarterly
reports to the U.S. Office of Child Development. When these reports are
processed and dinplayed, they provide management reports on local program char~-
acteristics, services to participants, and operating costs. The quarterly re~
ports are: *

& Quarterly Narrative Report

e OQuarterly Report on Participant Characteristics

e Quarterly Report on Staff Characteristics

~}
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Quarterly Report on Services to Participants I

°

e Quarterly Report on Services to Participants II

® Quarterly Report on SerGices to Participants III

e OQuarterly Staff Utilizatiun Report h
® Quarterly Report on Donated Services (Allowable as

Non-Federal Share} Tm

® Quarterly Report on Donated Services Voiunteered or Paid
For From Cther Federal Agencies {Not Allowable as Non-
Federal Share)

® Grantee Quarterly Financial Report*

Both sections are organized by the forms they describe. Each recordgggping”ahd
reporting form is accompanied by a short explanation oﬁ(;hgwsorﬁ*E/;brpose:
suggested procedures for completing the fg;mf»dﬁtﬁfzgiiectigp procedures for the
information to be shown on the form; st!\gard definitions forviteﬁs that appear

on the form; recommendations for filing the records; and a sample completed form.

In order to accomodate future changes in the system, the Manual ig printed on
three hole paper and packaged “notehookh style with tab dividers. Single pages
or sections can be added, deleted or altered without reprinting the entire man-

ual. The Manual is color-coded to underscore the linkages between records and
quarterly reports and to further distinguish forms associated with participants,

staff and service data. N

The Final User's Manual represents the combined contribution of national PCC

staff, local program operators and AAY staff to the development and refinement
of the recordkeeping and reporting systém. Data collection forms were drafted
for the Phase I final report based on interviews with OCD management, national

staff and seven PCC Programs and project advisors to assess information needs

for decision-making. These formats served as the basis for development of the first
draft User's Manual introduced at the western-area workshop. The User's Manual
was_reviséd following each workshop and again following each review by the PCC-MIS

Review Panel to incorporate recommendations for changes and improvemant.
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;- Chapter VI

PCC MIS Data Uses

Reliable cost and program service information has a variety of uses., It

can be used to estéblish benchmarks for good program management. It can be
used to evaluate the effectiveness and the efficiency of a program. It can

be used for projecting resource requirements for continued program operation.
It can be used to justify the continuation and/or expansion of a project or
program, or conversely to- justify the elimination of a project or program.

When thg efficacy of a program is at question, these data can be used for cost-
benefit analysis. 1In addition, feliable cost and program information is in-

valuable to those who must account for expenditures.

Cost Controls--

Perhaps the most basic management use of the PCC MIS data is for cost controls.
The PCC MIS encourades three forms of cost controls: inventory controls, in-

vestment criteria, and management control.

Inventory controls are mechanisms for controlling expenditures on supplies,

equipment, and other types of property. The PCC MIS initiates this form of
control by requiring a chart of accounts that se¢parates educational, office,
heaTth, and maintenance supplies from one another. A PCC director can exer-
cise greater control in the use of supplies by calculating educational, office,
health, and maintenance supplies separately as costs per enrollee and per
average daily attendant. The former will give an indication of the rezsonable-
ness of the budgeted amount, while a comparison of the two unit costs can in-
dicate over spending or misuse of supplies. If tiie cost per enrollee for a
given type of supplies 1s reasonable and there is a large difference between
the cost per enrollee and the cost per average daily attendant, then the
program 1g over spending for that type of supplies. Corrections can be made

by spending less for supplies--cither through allocating less money or through

tightening ocontrols on the use of supplies to avoid misuage or stealing.



of thumb that can be employed when making

axple, the advisability of making large ca.pital
expendi tures such as renovayions and equ?nent puxchases can be tested by
determining the annual cosf savings they’ gill achieva or the extra inccme they
will make possible and aring that amount to the total cost of the anti-

Investment criteria are rul
investment decisions. For

cipated investment divided by its life expectancy and prorated per enrollee.
A market analysis may be required before making plans to enlarge. It seems
questionable for a center that is operating under capacity to expand unless
there Is convincing evidence to the ocontrary.

One of the best inveétmént criterion for the reasonzblenesss of rental costs
for space for a child care center is to calculate the cost per licensed slot.
The cost of low anrollment and of absenteeism to the PCC csn be calculated
by determining the rental cost per child enrolled, and per average daily at-
tendant and comparing those figures with the cost per licensed slot.

-Management Controls--the PCC iz not usually the legal recipient of Federal
funds. It is dependent upon .either a grantee(often a Ccnnunit)} Action Program
{CAP) Agency) or a delegate agency for paying bills, purchasing suppiies,

and keeping abreast of PCC expendi.t\ires. In the past this dependent
relationship ha{s occasionally created operating problems for PCCs and

grantees alike. PCCs have lacked ready access to pertinent financial
information, and grantees have lacked Lnformation sbout PCC actions. The

PCC MIS remedies these prablems. It institutes procedures that require

PCCs and grantees to share information. These procedures make it possible
to pinpoint malfunctions in the flow of management information. Fallure
to meet reporting requirements can be traced to individuals who can be
held accountable. This formm of management contrcl is indispensable to
good program management. '
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Resource Allocaticn--

Because child care is a labor intensive activity, the most critical manage-
ment resource is perconnel time. When staff time is inappropriately managed,
underenrollment, higher unit cost, and turnover of both staff and participants

is likely.

Simple analysis of the staff time utilization records of the PCC MIS can

field high management dividends. 1If less than 12% of the operating expenses
are spent on administration, it is likeiy that the center has either a report-
ing problem or a loss of management control. If more than 25% of the operating
costs are spent on administration, there is likely to be inefficiency or "over-
kill" in the management process. Low rates of expenditure on fund raising /
correlates with a shortage of non-federal support for the PCC. Too large an
investment in staff training and the on-the-job training of professional staff
by professional staff often means that participahts and paraprofessional staff
are getting shortchanged, but a small investment in the training of para- ‘
professionals usually indicates both inefficiency And a lower than necessary
quality of service to participants. High staéf turnover disrupts the con-
tinuity of seyvice, vyet no staff turnover suggests that employees are not
growing A PCC that spends more than halﬁ of ite operating hudGet on over-
head (admxnistrat;on, occupancy. and staff training) is not deliVexing enough

services.

Cost-Efficiency--

Cost-efficiency analysis requires three sets of data: {l) operating costs
and output under optimum conditions, (2) actual operating costs, and (3)
actual output. The PCC MIS determines the operating costs of each Parent
Zhild Center, measures the center's output, and calculates unit costs of
output. The model outlined below can be used by a Parent Child Center
director, the national office of the Parent Child Center Program, or both td
establigh a PCCs operating costs and output undef ideal conditions.

~aS
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A Model for PCC Resource Planni

Management Problem: Determination of the rescurces needed for next year's

PCC project.
" Inputs to the Decision Conatraints
1, Number of participants to be e The demand for services by
served ‘ eligible recipients
’ 2. Number of staff members required e lLicensing requirements that
per participant establich maximum staff-to-
) . . child ratios; the nuatar of
‘ : concurrent sessions or acti-

vities planned

3. Number of sessions per day ® (Center based activities)

’ . lencth of a session, and space .
requircoments per person being
served (often regulated by
state law)

e (Home based activities) travel
time, average client-to-staff
ratios, length of session

4. Mumber of sessions per parti- ) 'rhe minimum number of sessions

cipant per week necessary for making a worth-
. _wbile service available

S. Number of operating days e Holidays and vacations

6. Operating efficiency (i.e., e Over enrollment to increase
average attendance and intorup- operating efficiency may add
tions in gervice due to bad to the costs of ancillary
weather, etc.) services guch as health

seaxrvices

" 7.  The scepe of ancillary services e The availability of these
sorvices in the community and

their cost
Calculating Number of Pocal Participants to be Served J
e _
. (number of stzff members) x (number of participants par staff membsr) x (nhumber of

segsions per day) x (number of sessions per participant per wsek) x (opsrating
efficiency) = totsl number of participants that can be served per week.

Space Constvaints b .
{amount of useable indoor space avsilable) +_ (the number of sq. feet requirad éar
partlcipant;_) = the number of participants that can be served per session.

R}
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Social and Health Service Delivery Requirements

(number of participants enrolled) x (desired frequency of service per quarter) x

loperating efficiency) = Service Delivery Requirements Per Quarter.

Food Sexvices
(number of sessions per day where meals are served x (number of persons per

. sessions) x (number of sessions per week) x (operating efficiancy) = number of meals
per week to be served.

Parent Education and Training .
{(number of Familes Enrolled x 2 parents per family - number of Female Heads of

Household) = (number of parents enrolled) x (number of sessions per month) x (number ‘
" of months per year this service is offered) x (operating efficiency) -(number of persons
per Parent Education and Training session) = Total numbex of Paredt Education and

Training. Yy

Conversion to Dollars and Detemining the Operating Efficiency

.All of these totals can be cpnverted ‘to dollars by multiplying them by the
unit costs shown in the management output reports. It is also possible to
consiruct a budget from the facis already ascertained. If one calculates the *
unit costs from an ;deal .construct. of the PCC developed zlong the lines
outlined above, and cénpares those unit costs with the unit costs gshown through

experience, it is possible to determine how cost efficient the PCC is currently -

being operated.

The model outlined above is also proposed for use in making refundiny decisions
regarding PCC grant applications. )

The Context for using the PCC MIS in Management Decision-Making-- /

The PCC MIS was designed to deal with management decisions at three
levels of decision-making. It w?

8 designed to serve PCCs and their V
supporting agents, the national PCC program office, and Federal Government

Policy-Makers and Program Planners.
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The PCC MIS was also designed' to cbntribute to a wide-variety of
different types of manugement decisions. Refunding/annual planning,
contract compliance, daf-to-ﬁay operations (such as best use of available
resources), long range planning, and justification foxr the continued

use of public funds are all covered by the sysi:an.

Finally, the PCC MIS is designed so that each of its three sub-systems
can be used independently from the system as a whole as tools for -
‘management decision-making. The recordkeeping system can be used to
track staff and participant turnover, ascertain frequencies of service,
and establish patterns of personnel time use. It can be used to link
services to individual families. The Quarterly reports provide a
profile of each PCC's staff, participants, services, and personnel
time use. Some of this information is lost in the conversions to
management reports. The wmanagement reports afford insight into potential
operating problems, frequency of service per participant, unit costs,
costs per functional activity,onerhead rates and influences on direct
cests, and the PCC program as a whole. ' ‘

Data uses at each of the three levels of management decision-making are dis-
cussged below\\ At each level of decision-making types of management

decisions are discussed, and gelected uses of each suh-systen in managemant :
decision-making are suggested.: o Y

Selectaed PCC MIS Data Uses for Parent Child Centers &nd their S

PCC directors, policy councils, Project adv:labrs, deleggge agencies, and
grantees have a regular need for information that they can use in making
management decisiins. To one degree or another each of these decision-
makers are asked to make long range decisiona,' annual planning decision,
and day~to-day project opezlnting decisions. BEach of these types of |
decisions, in turn, involve questions of best use of available resources,

contracf. cglnpuance, cash flow, and project objectives.

Best Use of Available resources at the local i'evel.w_-

G

Management decisions that depend upon judgements about the best use
of available resources are probably the most basic kind of management . '
_ problems that local management decision-makers and policy-makers are
asked to address. Pundamental decisions such as’
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e "“Should thé organization and operation of the proéram be
CBAnged in any way?";
e "Are personnel costs too high?";
e "Should the mix of para-prc sssional and professional staff
members be changed?",
® "Are work tasks organized properly?”; and
e 'Has the proper amount of time been spent by staff on administrative
- functions and on direct service functions?" “
are in this catagory of management problems.. They are essentially
resource allocation questions and require three sets of information
for a sound decision: (1) a list of program and project priorities,
(2) a statement of how resources are currently being allocated, and
(3) an estimate of how proposed changes will affect the allocation

of available or potentially available resources.

The PCC MIS provides the second set of information necessary EZr making
resource allocatior. decisiors and it furnishes decision-makers with an
experimental base fcr predicting the resource requirements of alternative
allocation strategies. The management reports contain the best
information on overall resource utilization on a project basis. They
link costs to services. They prorate personnel costs énd non-personnel
costs to functions of service. They show overhead costs and prorate
overhead to direct service costs, and they give unit costs. All of

these pieces of information are useful to making resource allocation

decisions.

Local PCC allocation decisions howevér. often require greater detail

‘for sound management decision-making. If this is the case, the quarterly
reports and the local PCC MIS records will be useful. The Jquarterly
reports show how much each s_aff member was paid during a given quarter
and they tell how that staff member used his or her tLime (see "Quarterly
Report,"” Illustration XV). The Quarterly reports also show how volunteer's
and third party paid helper's time is utilized during the the quarteﬂ
(see "Quarterly Report on Donated Services Volunteered or Paid from

Other Federal Agencies," Illustration XVII). The "Grantce Quarterly

3

Financial Report" preéents a picture of how non-personnel expenditures

are allocated.
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?iriall_y, the local recordkeeping sub-sysiem yields the most detailed
information on respurce allocation. The "Weekly Staff Utilization Record"
(Illustration VII). documents the use of staff time by individual

staff member on a weekly basis. Together with the "Donated Service Voucher™
(Illustration VIII), the "Donated Goods Voucher™ (Illustration IX), and the
accounting records of original entry, this record gives a complete

plcture of tesoufce allocation on a week by week, month by month basis. .

Taken together, the management reports, the quarterly reports, and the
local records of the PCC MIS provide a complete accounting of time use and
costs for a PCC. Of course, diffesent allocation decisiorng require
different levels of data aggregation. Some of the decisions, such as
"Are personnel costs too high?", can be made from the "Grantee, Quarterly
Financial Report,"” whereas others, such as "Ave work tasks organized
properly?®, require an analysis of "Weekly Staf€ Utilization Records."

Contract Compliance--

As the primary sponsor of the PCC program, the Federal govermment has
established conditions which must be met by all Parent Child Center.
These conditions are contract obligations, and failure to comply with
them can lead to legal action. ’

while Federal requirements allow PCCs a wide latitude for decision- ;
making in most areas; they are quite specific in other areas. Four Federal - -
requirements tower abc e a series of possible grant cond/tions as
contract obligations. These four requirements are:

20% of total PCC project costs must be met from non-Federal }

each participating family must have & least one child ‘under

three years of age or an expectsnt moiher enrollud in the program

¢ 90% of the participant families _ﬁuat. be either on welfare :

ér below the poverty income level: and | :
at ieast; 5.1\ of the PCC’'s policy council must be made up
from progtan participants.

. .
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The PCC MIS is designed so0 that loccal and national program managers

can determine at a glance if they arxre complying with Pederal céntracc
requirements. The "Family In-Take Record” {Iliustraticn II) satahlighes
program eligibility and items on the "Quarterly Report on Participant
Characteristics™ (Illustration X) provide a cross check on family |
eligibility. All other basic contract compliance questions are answered
in "Quarterly Management Repert Number 2" (Illust..re_;tion XX).

The "Quarterly Report on Staff Characteristics” (Illustration XI) furnishes
the information needed t¢ compile and checl the progress of "Afaimtive
Action Plans”™ required of Bqual Opportunity Employers.

s

cash flow.-- | v

Whenever émployees have to be paid and ysn-ypersonnel expenses are incarred,
there is a potential cash flow probleg’;’for management. The amount and
timing of income must either. correspgi’hd to or be greater than expenditurcs
incurred and paid, if an otganizati_,én iz to remain economically solvant.

The PCC MIS addresses this problem; fn two ways. ( It calculates each PCC's
spending rate and “flags" or draws to attention any PCC that is either
overspending or underspending according to the funds committed by the .
Federal Government and the agreed to spending p_l.an for those fum‘.!s_. It
also tracks the non-Federal share of each project's operati g budget.
PCCs that are not generating enough non-Federal resources- are “tiu'gged"
on "Quarterly Management Report Number 2." Finally, "Quarterly
Management "Rnport Nurber 9™ analyzes hw non~-Fedusal resources are being

generated and spent.

Project objectives.--

The very structure of the PCC program establishes many local project
objectives. It dictates that PCCs provide one. or a combination, of thrse
types of infant eciucation—-(.l) infant education in a group setting,

{2) infant educat.on in an individualized setting, or (3} parent-

child interaction sessions. It also dictates that PCCs provide parent
education and training sessions, soclal and aconomic services to familiea,
evaluation and referral services, health services, and food services.

Delivery of each of these sets of service is a project ohijective.



LY

N
Ths PCC MIS fornnliges these objectives and measures sarvices that

constitute efforts to achieve them. “Quarterly Management Report
Number 3: Frequency cf Service Per Participant® (Illustration XXI)
indiates both the scope of services peovided by s FUC and the {r¥guenc
of those services during any given quarter. '

Other project objectives, such as employment of indigenous para-
professionals, the use of fair employment practices, &nd conéinuiﬁy

of services, can bs monitored by reviewing the PCCa "Quarterly Report on
Staff Characteristes™ (Illustration XI), its 'Quartexly Report on
Services to Participants I” (Illustration XI1), and the "Raployee

In-Take Records® (Illustration IV}. . /’

Project objectives for participant families can be nfﬁi;atiafon the{
“weakly Family Service Record” (Iilustration va ARd ths "Pamily
Health Services Racord” (Iilustration VI) ’hn ob)ectxve of making
proiject opportunities available to children vith hnndicappinq conditions
can be monitored by checking the third page of "FPamily In-Take Reco
{(Illustration II).

BFTLY I

Selected PCC MIS Data Uses for the National PCC Program Office

The chief of the PCC program, PCC program coordinator%. the Office of
Child Development Grants Management Division, and the Director of 4
Project Head Start are all primary users of the PCC MIS at the national
level of the program. They are called upon to make tetunding decipions,
monitor contract ccompliance, identify potential operating problems that
reduire'remedy, recommend changes in‘program structure, and justify

c~atinyed use of public funds.

Refunding decisions.~--

Rafunding decisions are or at ie~st should be made on the bhasis of .
verformance and proposed ‘plans. fhe PCC MIS establishes tﬁe pertornancer
of every PCC. It idantifien potential problems in :ecordkeepinq '
reporting, continuity of service, spend’~a rate, contract compliance, and
program well-being. It reports levels of service, unit costs of

service, per paxticiphnt costs, overhead rates, and how rescurces have
been utilized,




Contract Complisnce ., ~-

The FCC MIS tells national program officials at 4 glance 1§ local PCCa

are meeting their contractual obligationa {Illustration XX}.

Identification of potential operating problems that require repedy.--

The fitsc two quarterly management reports summparize possible operating
prohlems that require remedy (Jllustrations XIX and XX). More complex
angd less éritical fperating preblems can alse be identified through

tho process of verifying quarterly report data. For this reason,

Abt Assoclates Inc. suqgests that PCC Program Coordinatars b jnvoived

in processing PCC MIS data.

Recommend Chinges in Program Structure.--

-

Recomnendations in program structure should omanave from twn sources.
-program performance and ncw theory about child development ana
parenting. The PCC MIS cannot heip with the asccond source of  po-
commended changes, but it igs the prime source of systamntié information
about the program's pérformance strengthe and weaknesueg.  Some

of vhese filadings flow naturally from the OO MIS management repsr! '

- Othersn will bave to b garnered thooaagh analysis of PCC MIS data.
For evymmie, it saerls propable that the coat per participant corve-

lates naghly wish the degree of staff profcssionalsze and the aduls-
anaid ratio tn effect al a enter, However, 1t 18 Aot clear to what
extont changes in ohitld and parenting cuLcomes are asgockated wiih
srofessienal fevels of kooeledge and low adult-child ratios ant s
So Eheso guestions oousid fundamentally alter #0707 prograr structurs

A barge part of Lhe anseer DO tRess Guestions sab Le qained fror an

Analyain of POT MIL data.
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The FOC MID atteryts o address thense concerns . But, 1t 5 tmportant to
restrict additional reporting regquirements to a minitum.  The design of
tie PCC MIZS makes 1t pounible for the system to be responsive to calls
for chanaes, Ly each change requites changes in vecordkeeping and
reporting provedures, and affects the value of th. system for iongitu-
dynal wpoalyass Moreover, the addition of cach new prece of 1nformation
threatens the antegqrity of the tortal syutem, by altering printouts, data

’

relationat,on, and the prospects for anformation overload.
A
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