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~ October 30, 1975

The Honorable Brendan T. Byrne
Govemnor of New Jersey

State House

Trenton, New Jersey 08625
Dear Governor Byrne:

Your announcement of February 5, 1975 stated that I would serve as your
Special Agent '"to oversee the implementation of the fiscal reforms in the management
of the Newark school system'. Commissioner Burke's Order of February 4 outlined
terms of the Order which were to be fulfilled by the Newark school district within
six months and required that the Special Agent report with regard to the accomp]ish—'
ment of that assignment. The activities and results thereof are detailed in the
enclosed report.

I am pleased to inform you that the mission was accomplished exactly six months
from the date of your announcement. It culminated in the enactment of S 3166, an
"Act establishing an organizational structure for school districts in certain cities
and supplementing Title 18A of the New Jersey Statutes". Senators Dodd, Wiley,
McDonough, Lipman, Orechio, Dumont, Martindell and Greenberg slponsored that

legislation which I had recommended and which you signed into law on August 4, 1975

and is now known as P. L. 1975, Chapter 169.



In summary, not only was necessary legislation enacted establishing unit
control, but the task force which I recruited was successful in implementing new
systems, procedures and controls necessary to effectuate adequate fiscal,
administrative and operational management within the Newark school district in
the areas of Purchasing and Inventory; Personnel Management; Payroll; Data
Processing; Repair Maintenance and Custodial Services; Budgeting; and Accounting,
all of which were called for in the Commissioner's Order and were adopted by the
Newark Board of Education. Of significance is the fact that we have actually
implemented new systems, procedures and controls - not merely recommended them
for implementation.

All systems are operational - some at a higher degree of efficiency than others
but all progressing reasonably considering that most key personnel have only
recently been hired. The establishment of the auditor-general prescribed by
Chapter 169 should lend stability to these systems; furthermore, he wi.ll serve as a
reporting mechanism by which the Commissioner of Education and the Newark Board
of Education can be properly informed of the school districts operations and activities.

It should be recognized that these developments represerit an important step
toward the goal of an efficient education for the children of Newark by permitting
significant resources to actually reach the schools and children for whom these
resources are intended. I am hopeful that the forces which thus have been set in
motion, nurtured by effective management of the school district and supported by
the concept embodied in Chapter 169 will soon enable the Newark school system to

"~ stand as a model for many school districts in New Jersey.
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The months of effort in Newark were not without continual opportunities to
observe other related issues which go to the heart of meaningful public education

in that city. I would be remiss if I did not comment upon them in conjunction with

this report: )

Efforts of some members of the Board to administer the school
system must cease. That is one of the clear purposes of Chapter 169.
The Board must return to its proper role of policy-maker and relin-
quish its operational role. Many problems of the past resulted from
Board interference in the administration of the district.

Constant agitation by some members of the Board and the fomenting
of restlessness and strife in the school system have created a climate
of fear and the loss of public confidence and credibility. This is
another reason why the Board must assume its intended legislative
and policy-making role.

Chapter 169 establishes an executive superintendent who shall be
the chief executive officer and administrator of the district with
responsibility and general supervision over the organization and the
educ(;ional, managerial and fiscal operations of the district including
the schools therein. To do this properly, the executive superintendent
cannot be dominated by the Newark Board of Education as in the past.

It is most important that the Mayor of the City of Newark continue
to exert leadership, perhaps increasingly, when some members of the

Newark Board of Education step out of bounds, precipitate crises, or



harrass and obstruct the administration, subtly or overtly. The

Mayor should not hesitate to replace Board members who are unco-
operative with and in defiance of the spirit of Chapter 169 and of

Title 18A as well, If existing statues do not permit such reelacements,
then legislation should be enacted to do so under appropriate conditions.

There can be no roon for politics-as-usual. Both the executive
superintendent in proposing appointments and the Board of Education
in making them must do so free of political interference and wholly
on the basis of merit.

Procurement of materials and supplies and the execution of contracts
for capital purposes must follow the law, must be free of favoritism and,
at all times, must be for essential purposes and must demonstrate the
best possible judgment.

Members of the Boa;'d of Education and officials of the school district,
the State administration and the Legislature should beware of self-styled
"public interest groups' with selfish motives who would impose their
will on the policy and operations of the district.

City and State funds, Federal funds such as Title I, and other
supplementary funds, all of which are appropriated for support of the
school district, must be husbanded and expended prudently as though they
are the personal property of the executive superintendent and of the
members of the Board. For example, the Newark Board should lose no

time in adopting mandatory and prudent travel regulations, uniformly
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applied regardless of source of funds. Moreover, if Federal law

and regulations do not now impose strict controls over how Title I

and other Federal funds may be spent, the Congress should review
those laws to tighten them up. The loose manner in which tl}ey may
now be spent is a remnant of the early sixties when throwing money at
urban problems was expected to solve them.,

There is a need to recognize changing values, provide long range
thinking and policy development. These are concepts which must be
executed cooperatively by the execu';ive superintendent and the Newark
Board of Education. There must be a recognition that many changes for
the better result from outside pressures such as those which the State
Commissioner of Education and State Board of Education may apply.

Too often social institutions do not change by their own steam. One of
your highest priorities\and that of Commissioner Burke has been to
improve the delivery of service to local school districts thereby enabling
them to enhance the quality of education. The recent signing of S 1516
(thorough and efficient) into law p‘rovides the State Department of
Education with a new course of direction to achieve this goal for all the
childrella of New Jersey.

Current expenditures of $117.2 million for the year ended June 30, 1974
by the Newark school system were about twice the $60 million which they

were only five years before. The Newark Board of Education, the City

of Newark, and even the State should assess whether this has had any
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effect on the quality of education. Considering the drop in enrollments
from 74,718 to 73,896 over that period (they were 72,707 on
September 30, 1975), the doubling of dollars should have had a far-
reaching effect on quality. If it has not, then a massive effort must be
made to translate dollars into educational quality.

A constantly improving quality of education is crucial to the future
of Newark. Faced with a continuing decline in population, ratables,
industry and commerce, Newark must take every possible step to develop
community pride, affordable taxes, interesting community life, reduce
its crime rate, and at least arrest its downhill slide. The long range but
most important answer to these issues is the development of good schools.
Certainly the Commissioner of Education, the State Board and the Graduate
School of Education at Rutgers stand ready to assist the Newark school
district to this end.

The philosophy of home rule has been a bastion of local concem for
decades, particularly in public education. When as indicated in Chapter 169,
in the case of Newark, State Aid exceeds 70% of the operating budget, it is
the rightful concem of the entire state that these resources be utilized in
a manner which reflects the most sophisticated fiscal management and
accountability.

Critical to our mission was the fact that the Star-Ledger, the City's and State's
largest newspaper, called repeated attention to a very troubled school system and so

effectively editorialized the need for change. I want to personally commend that



paper's capable reporter, Sandra King, for her close coverage of our efforts, I want
also to recognize the encouragement and sympathy which other newspapers, the radio
and television provided.

The taxpayers of the State have been well served by the fact ichat you and
Commissioner Burke saw the problems of Newark and initiated the reforms which have
been made.

And most importantly, let me thank the public-spirited and highly qualified staff
and consultants whose work assured the accomplishment of our mission.

Respectfully yours,

[
,L((Aﬁmﬂ(jﬂu(w (o

Walter Wechsler
Special Agent
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OVERVIEW: BACKGROUND AND APPROACH

BACKGROUND :

For reasons set forkth by Commissioner of Education, Dr. Fred G. Burke,
in his Order dated February 4, 1975, to the City of Newark School District,
and in response to a request for assistance from the President of the .
Board of Education of the Newark School District, the District was ordered
to adopt and implement a unit control organization and adopt and implement
remedial measures to correct deficiencies in seven key areas of the District's
operations, including Purchasing and Inventory, Personnel Management, Pay-
roll, Data Processing, Repair and Maintenance, Budgeting and Accounting.

The Order further provided that an amount up to $250,000.00 shall be with-
held from the State Aid allocation made to the Newark School District for
the 1974-75 school year in order to provide for the activities and measures
to be undertaken. The Order also provided that a Special Agent be appointed
to oversee the implementation of the Order and coordinate and monitor the
activities of the school district, to insure that the terms of the Order

are fulfilled and to staff the effort with appropriate personnel, all of

~ whom would provide technical assistance.

Pursuant thereto, Commissioner Burke appointed Mr. Walter Wechsler,
former Director of the Division of Budget and Accounting for the State of
New Jersey, to serve as his Special Agent. Assigned to assist Mr. Wechsler
in carrying out the Order were Mr. Bernard Steinfelt, Special Assistant to
Commissioner Burke, and Mr. Thomas Marshello, Supervising Auditor of the
State Treasury Department. The management consulting firm of Touche Ross &
Co., was retained to provide guidance and the skills necessary to aid in

the development of the necessary solutions to the deficiencies.



In addition, the Special Agent recruited approximately fifty1 highly

skilled employees .of the various departments of the New Jersey State
Government, from various member firms of the Greater Newark Chamber of
Commerce, from the City of Newark and from the Newark Board of Education.
These personnel were assigned, along with members of the staff of Touche
Ross & Co., to various key areas of the Board's operations, as aforesaid.

The conditions which led to the Order of the Commissioner existed over
a very long period. An early forerunner of that Order was a report, in
1942, by Columbia Unlvefsity, which called for a number of reforms but
which unfortunately seemed to have been largely ignored. Subsequently the
so-called "Lilley Commission" in 1968 recommended similar and additional
reforms, few of which seem to have been adopted. Then, in 1971, the
Greater Newark Chamber of Commerce prepared a voluminous report and
recommendations, with similar results. So it appears that for a long
period of years, probably predating 1942, the fiscal, administrative manage-
ment and operations of the Newark School System continued its trend of
deterioriation.

One prominent recommendation in each of the reports and studies over
the years was the need to establish a unit control organization (sometimes
referred to as unified control or executive control), pointing out that the
very nature of the State Statutes provided for a tri-partite ar troika
management team, reporting directly to a nine-member Board of Education

appointed by the Mayor of the City of Newark. The three components of the

A detailed listing of the personnel who served as members of
the Pask Force, the source of these personnel, the task area
assignments of each, and an overall Task Force Organization
Chart are contained within Appendix 2 of this report.




management team consisted of the Superintendent of Schools, who is respon-

sible for educational matters, the Secretary of the Board, who is respon-
sible for fiscal matters, and the Business Manager, who is responsible'for

non-fiscal matters. This structure served to confuse and disable the

effectiveness of the Newark Board's management. Overlapping and contra-
dictory authority accented the difficulties. The essential problem was
that the Newark School System had grown to such a size and complexigy
that a management structure designed for smaller and less complex districts
proved inadequate. The Newark School System consists of about one hundred
schools, educates about 75,000 children, has a staff of about 8,000 and an
expense budget in excess of $120 million. No other school system within
the State of New Jersey is this large. Within the context of these statis-
tics the rate of growth was also considerable, as the cost of operating
Newark's school system doubled in the six year period ended June 30, 1974.

| ‘Within the framework described, the operations and requirements of

| Newark's school system also increased. New techniques such as computeriza-
tion began to be employed, creating a demand for ever greater sophistication.
At the same time, external pressure upon the school system grew as public
demands for more and better services increased. The result was a school
district upon which the demands for greater effectiveness and sophistication
placed a burden which existing management methodology and structure under
Statute 18A eould not accomodate. This resulted in a major breakdown in
Newark's operations, with a lack of accountability by management as each
member of the troika found himself reliant upon the other, with no one
member able to provide a clear-cut direction on authority. Major tasks

remained incomplete as each assumed that the responsibility belonged else-

where. The Board members, unable to pinpoint responsibility and unable to



gain a clear insight into the chaotic mechanism, became embroiled in daily

Board operations. The Board assumed responsibility for "crisis" management
in which they were faced with one crisis after another, by which they sought
to unravel the tangled responsibilities by ordering specific solutions and
courses of action. This in turn led to the district's management abstaining
from their roles as leaders and advisers to the Board, as they acted only
upon direction from the Board itself. This in turn led to a high degree of
frustration on the part of the Board members, as they tried to assume management
responsibilities without either sufficient background in management or the
detailed knowledge required for effective management, which is gained only
through full time participation in the school system*s operations.2

The result of the foregoing was that the Newark Board of Education some-
how managed to "limp" along for several years, facing crisis after crisis.
Finally, in late 1974 and 1975, the Newark Star Ledger began to publish
reports indicating major breakdowns in fiscal and administrative operations.
Deficient conditions which had accumulated over many years suddenlty became
the focus of public scrutiny: vendors unpaid for many months, fraud in the
Payroll Department, school supplies not reaching the schoel children, needed
school repairs undone, accounting records out-of-date, the Board unable to
determine their current financial condition, health and pension benefits
hopelessly fouled up and Board personnel suspended from participation in
these benefit programs.

In response to the situation as described in the praess, the Commissioner

of Education convened an emergency forty-man task group of State personnel

Board membership is an unpaid, part-time position, with most
members employed on a full-time basis elsewhere.




to spend several days investigating the situation and to perform a general
fact-finding mission. The report issued by that group subsequently became
the basis of the Commissioner's Order of February 4, 1975. The findings

of this group served as the basis for the designation of the seven areas of

concern encompassed by the Order.

APPROACH :

In the most simplistic sense, our approach to the seven task areas
consisted of three basic elements:

1. Determine the workings of the current operation and
identify the problems,

2. Develop workable solutions to the problems.

3. Develop and implement the systems, procedures, controls,
and forms to effect sound operations.

The initial major issue to resolve was to organize the work plan. It
was the judgment of the Special Agent to engage Touche Ross & Co., the
auditors of the Newark Board of Education, who were not only already intim-
ately familar with the operations and problems of the Newark Board of Educa-
tion, but possessed the highest skills, expertise and professionalism to be
found anywhere in the fields of management science and accounting. They
provided the technical expertise and on-the-job direction necessary to fully
utilize the talents of the other Task Force members. We drew upon a variety
of technical disciplines from the various sources indicated hereinbefore,
allocating each individual's experience and expertise to each project as
necessary. For example, each project group utilized a person experienced

in the personnel field to evaluate job functions and performance and to



analyze wages and salaries as well as to assist the reorganization.

The second major element of the Task Force's approach was to devise
workable solutions which recognized the constraints of the environmeﬁt and
the capability of the personnel to adopt to the new systems and procedures.
As a result, the solutions developed are achievable and do not require a
degree of sophistication which either does not exist or is not likely to
occur in the near future. Wherever possible, the plan was to utilize and
build upon existing skill levels and to devise new procedures which were an
extension of current practices, rather than try to implement radical changes
which would be difficult to absorb.

The third element of the Task Force's approach, particularly in regard
to organization and personnel changes, was to adapt the new procedures,
flows, systems and assigned responsibilities to the existing personnel and
their individual skills as much as possible. Rather than devise theoretical
solutions which ignore the capabilities of the emxisting personnel, the Task
Force adapted the solutions to fit the personnel. For example, a number of
situations were observed in which an individual was assigned a set of
functions, some of which he or she performed very well and others for which
he or she was not properly qualified. In such instances, job functions were
reallocated so that each individual was responsible for the functions which
he or she performs the best.

The fourth element of our approach was to draw upon the knowledge and
experience of the Board's personnel in defining problems, developing solu-
tions and identifying key needs which had to be met, It was recognized from
the onset of the project that regardless of the degree of analysis and

evaluation from outside the Board, considerable insight and understanding
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would be available only to persons who were part of ongoing operations over
a period of time. As a result, the Task Force sought and obtained from
numerous empioyees of the Board extensive participation in the performance
of the project's objectives. It is nearly impossible to catalog accurately
who and to what extent each individual participated, but it is recognized
that somewhere in the order of one hundred persons were so involved,represent-
ing a considerable man-time %ﬁfort. The end result is that the solutions
reflect in considerable part the insights of these persons who have long-
term familiarity with the Board's operatieons. In a very real sense, the
solutions developed to the problems are a marriage between the insight
gained from the experience of Board personnel and the analytical analysis
performed by the Task Force members.

The fifth element of the Task Force's approach, and one of its major
accomplishments, was not only to develop recommendations and a large amount
of written reports, but to actually implement and install the solutions as
part of the Task Force's activities. It was recognized that many previous
reports had been issued defining the problems and recommending solutions,
with little or no change occurring.The Task Force, in order to ensure the

success of its efforts, became heavily injjolved in daily operations and

i

management to ensure that the required changes took place. For example, Task
Force members took on responsibility for supervising the 'physical filing of
personnel records and reviewed all purchase orders for equipment as well as
weekly activity plans for members of the Data Processing unit to ensure their
consistency with Task Force objectives. The result was that a great many

changes in processing methods took place on an ongoing basis and written
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manuals of operation and procedures to a major extent reflected changes

already implemented. The key to the project's success lay to a large ex-

tent with this philosophy of direct implementation rather than to merely

recommend changes and rely on Board personnel to carry them out.

-8 -
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CHAPTER 2

SUMMARY OF PROBLEMS AND SOLUTIONS




SUMMARY OF PROBLEMS AND SOLUTIONS

The single overriding achievement of the State Task Force was to

provide a framework for the Newark Board of Education's fiscal, adminis-

trative and operations management within which it could succeed in

delivering quality education in an efficient and cost-effective manner.

The means by which this was accomplished consists of three major parts:

1.

This chapter

Reallocation of the Board's resources (both personnel
and equipment) to achieve greater efficiency, smoother
operation, and to align the proper resources with the
Board's requirements and needs.

Development of new systems, procedures, controls and
work flows to control and more effectively achieve the
Board's objectives.

Reorganization of the major operating units as well as
the top management structure to provide clearly defined
areas of responsibility, improve communication, and to
ensure that qualified, competent persons are assigned

to the key positions.

shall address the accomplishments in the first two areas, while

Chapter 3 shall address organizational implications.

REALLOCATION OF RESOURCES:

The fiscal condition of the Newark Board of Education became clouded

shortly after the Task Force was convened when the City of Newark's Board

of Estimate reduced the school system budget for the fiscal year 1975-76
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by $14 million, forcing the Newark Board of Education to curtail expenses
within a $115 million budget, rather than the originally proposed budget
of $129 million, which equalled the budget for fiscal 1974-75. This event
served to demonstrate the failings of the existing operations because the
areas of budgeting, accounting, data processing and personnel were unable
to adequately respond to the cut-back with decisive action or needed
information. A second aspect of the cut-back was to render difficult the
Task Force's ability to compare prior year budget levels (as a result of
Task Force recommendations) while service levels were being cut. The
judgment of the Newark Board of Estimate to reduce the school district's’
budget from $129 million to $115 million precluded additional cuts which
the Task Force may have recommended.

Jt was obvious that the Board's need to cut service levels in order
to conform to the $115 million budget was frequently contrary to the thrust
of the Task Force's efforts to upgrade and impwove operations. Within this
context, the achievement of a $265,000. reduction in Board-wide expenses
against the crisis level $115 million budget while significantly upgrading
salaries, enlarging some units, and adding several management positions must
be regarded as both a significant and unexpected achievement. For it was
never the expectation of the Task Force to achieve cost reductions, the sole
mandate of Commissioner Burke's Order having been to upgrade and improve
fiscal administrative management and operations. The annual savings of
$265,000., can be seen to more than offset the withheld State Aid of
$250,000. used to fund the Task Force, so that the Newark Board has achieved
at no cost:

. A significant increase in salaries of key positions
adequate to attract and retain qualified competent

personnel.

- 10 -




Substantial upgrading of skill levels and management
capability.
. An increased and strengthened management group to
1)

direct the Board's activities>7

!
~

. New systems, procedures and controls to insure sound
fiscal and management operations.
. The purchase or lease of a new inventory control system,
a new computer job accounting system, and a new financial
and educational processing and information system.
Also of note in regard to cost reduction is that the Newark Board had
reserved $600,000 in the 1975-76 budget of $115 million for implementation
of the Task Force's recommendations in anticipation of expenses greater
than the $115 million "crisis" budget level. Because this $600,000 was
not required, and together with the $265,000 expense reduction shown above,
the immediate financial impact of the Task Force was to create an unallocated
annualized "surplus" or "savings" of $865,000. which the Board could re-
allocate to pressing priority needs. A summary of the cost savings
achieved within each of the seven task areas and in total is contained in
Exhibit 1.
In considering the reallocation of resources achieved by the State
Task Force, the major component with which it dealt was the Board's
personnel, which represents approximately seventy-five per cent of the
annual expense budget. Evalua%&on of personnel and their performances
were major components of our efforts in each of the seven task areas. How-
ever, we encountered several major problems in performing this task. An
individual whose performance was judged as substandard had to be evaluated

with consideration of the constraints that impaired his or her performance.

- 11 -



Frequently the procédures and processes he or she was required to perform
|

were so inadequate that good performance was not possible. In other in-
i

stances, 'an employee was subjected to mismanagement or even no management

from hisjsuperiors, so that the inadequate performance had to be attributed

to lack of management rather than the employee's lack of capability and

|
motivation.

|
These factors frequently created the need to evaluate an employee

based on|our assessment of his or her potential, rather than performance,
i

1

a procedure which is obviously, subjective and subject to error. In most
|

|
. | . .
1nstancef, where a combination of poor performance and poor management and

directioh were encountered, the benefit of doubt was given the employee
with the| assumption that with proper direction, performance would improve.

Because of this factor, the Task Force's personnel recommendations should

1
\

be recognized within context, and continued performi.nce evaluation is
clearly required by the Newark Board.

It Fhould be emphasized here that the policy established at the outset
by the Special Agent was that dismissal of employees for lack of perform-
ance was| to be avoided wherever possible, preferring to reassign such

employees to other duties if such duties were necessary to be performed.

As a result of the foregoing, the reallocation of personnel falls into
several ;ategories:
- Changes were made primarily in management level personnel. :
- At lower levels within the organization, changes were made.
either to reduce overall staffing levels, if they were ex-

cessive, or based solely on the lack of pre-requisite experience

or skills for the position held, and not based on performance.

- 12 -
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- With the exception of changes in staffing level or the lack
of required experience and skills, no non-management personnel
were reallocated, as their performance was attributed to be
directly related to the caliber of the management they received.

The process as described above served to highlight and emphasize one
of the key areas in achieving a turnaround for the Newark Board of Educa-
tion - the need for qualified and competent management level personnel.

It was rapidly discerned that there was nearly a complete lack of manage-
ment talent employed by the Board. Purchasing, Accounts Payable, Budget

and Payroll all lacked permanent supervisors. In other areas, unit

heads lacked the experience or training to perform their assigned func-
tions. There was no full time head of Accounting. The Board Secretary

and Assistant Secretary were faced with trying to assume overall operational
responsibilities, solving problems, and also trying to serve the Board,
while at the same time being in charge of Accounting.

As a result, several new positions were created and due to reassign-
ment of existing employees, a number of key positions were identified which
had to be filled. The Task Force undertook the recruiting, screening and
recommendations for these positions which include:

-Assistant Executive Superintendent for Financial Affairs
—Comptroller

-Director of Personnel

~-Director of Purchasing

-Director of Repair and Maintenance

-Director of Data Processing

-Director of the Budget

-Bupervisor of Accounting

- 13 -
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-Supervisor of Accounts Payable

-Manager of Business (EDP)Systems
In addition to these, a number of lower level positions within Budget, Data
Processing, Personnel and other areas also had to be filled.

In the area of non-personnel expenditures, reallocation primarily
relates to data processing equipment and program or software application
packages. Within the Data Processing Division, it was revealed that the
Board was operating three separate computers ~ an IBM System 370/135,

an IBM 360/40, and an IBM System/3, as welly as paying rental fees on

[

associated peripheral equipment and software. After performing an
analysis of the current and foreseeable future workload, it was concluded
that the Board's requirements could be met by the 360/40, and the other
two computers are being returned to the manufacturer.

While returning the equipment described above, significant improve-
ments were anticipated in warehousing through other automation. After
analysis of the various alternatives, a service firm was selected to pro-
vide automated control over warehouse activities, which will provide better
physical control, faster response, greater information and permit a reduc-
tion in staff of five stock handlers due to increased efficiency.

The last area of non-personnel expense savings concerns all aspects of
the Board's operations. In assessing the condition of the existing automated
systems (literally all of which needed complete replacement), as well as the
need for new automated systems, it was recognized that it would take the Board
many millions of dollars as well as nearly ten years to develop from scratch
completely new computer systems custom designed to the Board's requirements.
In order to reduce the time and expense needed to achieve the degree of

computerization desired, with all its inherent advantages in control, respon-
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siveness, and greater information, a data processing package was identified
whose cost has been included an the Data Processing Divisions' 1975-76
budget and thereby factored into the Task Force's total financial impact,
which not only provides for a full array of financial systems but also pro-
vides for a number of educationally oriented systems. When fully implemented
this system will enable Newark to detemmine such factors as costs per pupil
and the effectiveness (in terms of educational quality) of monetary expend-
itures. It is anticipated that the ability to provide such data in the
future will significantly enhance the Newark Board of Education's posture
in obtaining federal funds to support new educational programs. But, as
importantly, such improvement will justify to taxpayers of the State of
New Jersey the increased infusion of State-wide tax dollars into the

Newark School System.

DEVELOPMENT OF NEW PROCEDURES:

In addition to the reallocation process, new procedures, controls,
systems and work flows were developed and implemented throughout the seven
task areas. These were, of course, developed in response to the particular
problems defined during the Task Force's analysis of current operations.
Ultimately, the need for new processes and procedures is irrevocably tied to
the quality of management personnel. It was constantly observed that in
the areas where there was effective management and direction, regardless
of lack of formal written procedures, the work flows and processes were
relatively efficient. Conversely, despite the existence of written pro-
cedures, inefficiency was rampant wherever there was a lack of effective
management.

The specifics of the problems and the solutions required,varied

significantly from area to area. In some areas, such as Budgeting, the

1

- 15 -
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overall function of the unit had to be totally redefined. 1In this instance,
the Budget Department had to be changed from what was basically a clerical
number-tabulating function to a budget analysis and control function. In
other areas, while written procedures and new systems were developed and
implemented, the thrust of the changes were in personnel. In other areas,
such as Payroll and Repair and Maintenance, we identified the key problem
as-a lack of planning and administration, rather than a lack of compet-
ence in handling regular operational duties.

This in turn highlights an area of key concern in the Board's
development of employees. We frequently observed employees who had
progressed over a period of years to a position of significant responsib-
ility. As their careers advanced, they were required to perform tasks
that were basically technical within their areas. However, upon assuming
the top position within their unit, they were faced with responsibilities
outside the scope of their technical experience and skill and for which
they possessed no prior experience or skills - Management - which requires
planning and administrative abilities. 1In effect, the top position within
each unit requires skills and abilities unique to that position and re-
quired by no other position within the unit.. These skills cannot be
acquired naturally through the accumulation of many years of non-managerial
experience and must be gained through additional education and training.

It was our observation that a number of personnel, including many who were
reassigned to other positions, did not lack the inate ability or motivation,
merely the needed training and education. It is a clear responsibility of
the Board to recognize the inadequacy of normal career growth as preparatinn
for a top management position. The Board must both provide for and encourage
their top employees to obtain such training if they would have capable

administrators in the future.

- 16 -
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SUMMARY OF ACHIEVEMENTS:

Presented below is a summary of the problems defined and the solutions
developed, for each of the task areas:
ACCOUNTING
- KEY PROBLEMS:

. No full-time supervisor.

. No General Ledger (double-entry system).

, Cash Receipts and Cash Disbursement Ledgers were
not consistently up-to-date.

. An excessive number of accounts in the Chart of
Accounts, some of which were used solely to meet
reporting rather than accounting needs.

. An excessive number of trustee checking accounts (30)
with inadequate control over disbursement of $40
million annually.

. State, Federal and internal reporting requirements
were not being met.

. Inadequate control over capital appropriations.

. Budget control being performed as well as accounting
functions.

. Federal funds were not subject to the same controls
and procedures as other funds.

- MAJOR SOLUTIONS:

. All accounting records will be maintained on a uniform

basis, including capital and federal funds.

. A General Ledger system was designed and installed.




. All trustee checking accounts were closed and consol-
idated into a single checking account and controlled
by a series of account numbers. ’

. The Chart of Accounts was streamlined and the number of
accounts substantially reduced from 285 to 70.

. Procedures for meeting all reporting requirements were
installed, with the use of a tickZer file to insure

. timely submission.

. New systems, procedures, and controls were developed
and installed to ensure that records are kept on an
up-to-date basis with monthly reconciliation to the
records of the City of Newark Custodian of School Monies.

. Budget control functions were transferred to the Budget
Division.

. Three persons were transferred from other units to
perform encumbering and check preparation and control
functions.

. A position was established for a Supervisor of Accounting.

. Reorganization of the Diviésion was based upon functional
characteristics.

ACCOUNTS PAYABLE

-~ KEY PROBLEMS
. A lack of effective management and direction by the
Acting Supervisor.
. Fragmentation of responsibility between Accounts Payable
and Purchasing for collecting and assembling required

payment documentation.

- 18 =~



Payments from each fund were made only twice monthly
with an average of seven to ten days delay in processing.
No procedure was established to expedite vendor inquiries
with significant time lost in the process.

No vendor discounts were taken due to processing delays.
No meaningful age analysis of open purchase orders and
older purchase orders encumbering funds but not having
been issued.

A lack of adequate batch and general control capabilities
in the system.

Lack of understanding and training of the staff on the

work flow and processing.

- MAJOR SOLUTIONS:

Five persons transferred from Purchasing to perform the
expediting function, consolidating control over the
assembling of all required documentation within the
Accounts Payable Division.

Specific procedures for vendor follow-up, vendor inquiry
and clearing invalid purchaie orders have been developed
and implemented. \\

The payment process work flow has been-gimplified and
shortened.

Payments will be made weekly for all funds, permitting
vendor discounts to be obtained. Specific invoices will
be expedited to gain vendor discounts.

A new Supervisor of Accounts Payable was recruited.
Procedures have been clarified, documented and personnel

trained in their use.
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. Computer processing of Accounts Payable checks has been
revised to consolidate and simplify processing and to

obtain improved control.

- BUDGETING
- KEY PROBLEMS:

. No one assigned as Budget Director.

. Budget preparation performed by various central office
personnel and fragmented into three separate areas,
with little or not coordination.

. Budgetary control functions were inadequate and were
not performed by Budget Division, but fragmented among
several other divisions.

. Budget Division was primarily a small clerical tabulating
unit containing too few experienced budget analysts.

. No coordination between board-funded and federally-funded
programs.

. A lack of specific transfer of appropriation procedures,
with all transfers, regardless of how small, requiring
Board approval.

. Insufficient control on expenditures which permit over-
spending available funds.

. Budget status reports not available on a sufficiently
timely basis to provide adequate control.

. Organizationally, the Budget Division lacked jurisdiction
over educational expenditures and could not enforce

procedures.
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Lack of a centralized direction for the budget prepara-
tion process in which the Budget Division played a '

passive role.

- MAJOR SOLUTIONS:

An experienced Budget Director was recruited.

Three qualified persons were transferred from other

units and three additional positions were created,
doubling the size of the Division. ]
Qrganizationally, the Budget Division is placed as a

staff unit directly responsible to the Executive Superin-
tendent, with jurisdiction over all areas under his
authority.

The Budget Division has been reorganized into four units,
three of which are responsible for all schools within a
given geographical area and the fourth unit responsible
for central office and federally-funded projects.

The Budget Division now centrally controls and directs the
preparation of the annual budget including capital and
federal monies, determines schedules, formats and is
responsible for developing assumptions and supporting data.
Responsible for all budget control activities.

Budget status reports are now generated twice weekly.
Computer system modified to prevent either expenditure..or
encumbrance for which there were insufficient funds.
Specific appropriation trqnsfer procedures and leveis of
approval developed and implemented.

Procedures covering budget preparation, budget control and

a new Chart of Accounts were developed and implemented.
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PAYROLL

- KEY PROBLEMS:

Unbalanced work load between sections and among super-
visory personnel.

Unclear division of responsibilities between Payroil,
Personnel and Fringe Benefits.

Lack of control over adding and deleting persons to and
from payroll files.

No balancing of inputs to system outputs.

Manual check procedure was awkward, without control and
placed cash responsibility upon Payroll Department.
Payroll both distributed and received the undistributed
checks.

There is no adequate computer edit of input data as feed-
back of what data was accepted or rejected or why.

Payroll transcribing large amounts of data from one form
to another due to poor forms design.

Responsible for performing many personnel department func-
tions such as status inquiry, employment verification, etc.
Lack of adequate data processing support.

Lack of effective coordination between interfacing Divisions:
Payroll, Personnel, Fringe Benefits, Data Processing and
Accounting.

Payroll fraud and other abuses were not preventable.

- MAJOR SOLUTIONS: '

Reorganized the Division to balance the workload and
strengthen supervision.

Developed clearly defined responsibilities for both Payroll

-



PERSONNEL
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" and Personnel and implemented procedures to insure the

integrity of control by each unit,

Developed control procedures for tying inputs to outputs.
Developed new manual check procedure eliminating Payroll's
fiduciary role.

New procedures instituted concerning check distribution,
verification of receipt, and returned check accounting.
New procedures and forms implemented to simplify and smooth
work flow. Written procéddures developed and staff trained
in their use.

Significant modifications to computerized payroll system
instituted, with the development of a completely new
system indicated in the near future.

Payroll fraud potential eliminated.

The following actions were taken or accomplished under the Task
Force's direction to implement new procedures:
. The File Integrity System was completed and implemented.

. The Employee Master File was corrected for fringe benefits

and personnel data.

. The new forms were ordered, printed and placed in use.
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, All employee records were centralized in a single file
room and organized into a master employee file in
alphabetical order.

. Fringe Benefits unit was disbanded and its functions °
absorbed by Personnel.

. Written procedures were revised, updated and distributed.

. Employees were trained in the use of the new procedures.

. Several personnel were transferred to other departments
and a new Director of Personnel was recruited. N

. The department was reorganized into four functional units:
Non-instructional Personnel; Instructional Personnel;
Central Records, Inquiry and Benefit Reconciliation; and
Labor Relations, Wage and Salary Administration, Training

and Communications.

REPAIR AND MAINTENANCE

- KEY PROBLEMS:

. Lack of clear procedures at user level.

. Lack of understanding of which jobs shall be handled by
Repair and Maintenance, Design and Construction and
Custodians.

. Inability of Repair and Maintenance to properly monitor
and oontrol its own activities.

. Lack of planning.

. Poor logistics.

. Lack of an effective preventive maintenance program.

. Lack of communication between users and Repair and Maintenance.

. Inequities in compensation for administrators.

e



- MAJOR SOLUTIONS:

. Transferred personnel who were not skilled tradesmen
to Custodial Services to consolidate similar services.

. Reorganized management structure to emphasize planning
and administration with equitable compensation for these
skills.

. Transferred trucks and drivers from Motor Pool to Repair
and Maintenance to gain greater control and increase
utilization.

. Established clear procedures defining responsibilities of
custodians to perform minor tasks and preventive maintenances

. Developed a work order processing system which rapidly
screens requests for propriety, ensures availability of
materials, and schedules the work in a rapid and effective
manner.

. Developed +»written procedures for the uses of the system.

. Developed written procedures for work-order processing,
workload planning and the reporting and monitoring of
performance.

. Conducted training sessions for both users and Repair and
Maintenance personnel.

. Established inventory control system over repair materials.

. Established communication procedures between the users and

the Division.

PURCHASING
- KEY PROBLEMS:

. A low rate of vendor participation was experienced when
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soliciting bids.

There was a lack of overall control over purchase orders
and their processing.

There was a lack of product standardization.

There was excessive number of different purchase order
forms in use.

There were a large ﬂumber of open purchase orders.

There was a lack of clear-cut procedures.

Buyers were not analyzing bids properly.

. Management reports were not being used adequately. !

-MAJOR

There was a failure to use term contracts, annual orders
and State contracts.

There was no permanent Director of Purchasing.

Warehousing was handled manually in a not fully

controlled manner.

SOLUTIONS:

Bid specifications have been mevised to encourage greater
vendor participation.

Purchasing will maintain a centralized file or and control
over all purchase orders issued by the Newark Board of
Education.

A product standardization committee and procedures have
been established.

A new purchase order form was developed reducing the number
of forms in use to three from six.

A detailed written procedure manual has been developed and

users are receiving training in its use.
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The expediting function was reorganized and transferred
to Accounts Payable.

Detailed buying procedures have been developed and
buyers trained in their use. The qualifications for
buyer were also strengthened, with several persons
transferred to other areas.

The Purchasing Department has been trained to use the
management reports. In addition, a new Director of
Purchasing was recruited.

The procedures developed enforce greater use of term,
annual and State contracts.

A computerized perpetual inventory system is being
installed to control the warehousing operations, which
will permit a reduction in staff of five stock handlers

while increasing control, service and efficiency.

DATA PROCESSING

- KEY PROBLEMS:

Staff quality poor, many vacancies, low morale and
productivity, sub-standard compensation and ineffective
management and organization.

A nearly complete lack of overall planning and direction,
little or no regard for meeting needs, and no cost justi-
fication for activities.

A severe overabundance of hardware coupled with a lack of

need and of sufficient staff to support such gear.
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. Emphasis was on financial applications at the cost of
support of educational activities.

. A lack of meaningful job accounting to determine true
costs of existing applications or developmental efforts.

. A lack of comprehensive written standards and procedures.

. Existing applieations systems were grossly deficient and
unsalvageable.

. New applications in development or:planning which were too
costly and failed to meet the Board's needs.

. A budget which obscures the true costs and severely
inflates the Board's needs.

- MAJOR SOLUTIONS:

. Reorganization of the department with a new position of
Director of Data Processing responsible for planning and
direction; a Manager for Business Systems and a Manager
of Educational Systems; and a pool of Project Leaders,
System Analysts, Programmer-Analysts, Programmers and
Programmer-Trainees are formed into teams depending upon
a specific project's requirements.

. Upgrading of salary levels to competitive levels and
reassignment of personnel based upon their actual qualifi-
cations. New personnel recruited for Director, Manager of
Business Systems, Project Leader, Systems Analyst (2)
and Programmer.

. The development of a system plan for the next two to

three years covering systems, hardware and personnel.
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The return from lease of an IBM 370/135 and an IBM

System 3, at an annual savings of nearly $600,000.

The termination of development efforts on the Time and

Attendance System.

The development of written standards and procedures and

the training of personnel in their use.

&

The purchase of a job accbunting package for $6,000.

The purchase of the CEIS System package covering both

financial and educational systems and replacement of

the current systems at a cost of $25,000.

The establishment of a Data Processing Steering Committee.

The development of cost-analysis procedures and controls

for all new work.

The implementation of strict project management and control

criteria and reporting requirements.

A budget reduction of

$940,000.

- 29 -

$425,000.

reflecting the Board's needs.

to an annual level of



—

SUMMARY OF TASK FORCE ACTIVITIES ($000) EXHIBIT I
SAVINGS !
1974-1975 1975-1976 ($129) 1975-1976 ($115) 1975-1976 (FINAL) NEW (INCREASE)

DEPARTMENT POSITIONS _ BUDGET POSITIONS BUDGET POSITIONS BUDGET POSITIONS BUDGET HIRES POSITIONS _ BUDGET
ACCOUNTING 19 $ 232 19 $ 234 9 $ 126 14 $ 188 2 (5) ($ 62)
ACCOUNTS PAYABLE 19 $ 155 17 $ 157 15 $ 137 19 $ 172 1 (4) ($ 35)
BUDGET 9 $ 116 10 $ 115 6 $ 72 12 $ 170 4 (6) (s 98)
PAYROLL 20 $ 185 17 $ 173 13 $ 111 11 $ 100 - 2 $11 ‘
PURCHASING 66 $ 542 69 $ 566 54 $ 413 41 $ 350 1 13 $ 68
REPAIR & MATNTENANCE 187 $2,665 168 $2,488 l68* $2,488% 167 $2,482 1 1 $ 6
DATA PROCESSING 58 $1,612 53 $1,612 37 $1,365%* 41 $ 940 5 (4) $425
PERSONNEL 31 $ 289 39 $ 371 36 $ 343 35 $ 323 1 1 $ 20
MANAGEMENT N/A N/A _N/a N/A N/A N/A 2 $ 65 2 (2) ($ 65)

) 409 $5,796 382 $5,716 338 $5,055 342 $4,790 17 (4) $265

* Task Force recommendations
submitted prior to $115 budget.

*%* Budget was actually $135,000
greater but has been reduced
to this figure which reflects
available funds.



CHAPTER 3

ORGANIZATIONAL IMPACT




The preceeding chapter, which presented a summary of the problems en-
countered and the solutions developed, presupposes the reorganization of
the management structure within the Newark Board of Education While each
of the areas dealt with was reorganized to more effectively utilize
personnel to perform their designated functions, the Board's top management
was samilarly reorganized to ensure that these functions are maintained.
The recent State Legislation eliminating tri-partite management permaits
the Board's management to be structured within the dictates of sound fascal
and operational control The conception that fiscal and educational manage-
ment can be held separate and distinct 1s no longer valid in the modern
world. To a major extent, the educational quality of a school system is
shaped by budgetary decisions, by the employment of computerized learning
aids, and 1s the result of resource - both people and money - allocations.

With the advent of Chapter 169, Laws of 1975 (S-3166), the introduction
of unit control to the Newark Board of Education and the establishment of
the Executive Superintendent as the chief executive with responsibility and
authority for operation of the entire school system, permitted the reorganiz-
ation of the Board's management structure to reflect the realignment of
responsibilities

The attached organization chart and the following summary of findings

reflect the reorganization of the Board-

SUMMARY OF FINDINGS

The organization chart reflects three new positions Assistant Execu-
tive Superintendent for Financial Affairs, Comptroller, and the State-mandated

Auditor General. The rationale behind the major elements of change is-
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- Place all educational activities under a single Assistant Executive
Superintendent (Deputy) for Education.

~ Maintain the existing organization of the Business Manager under
the new title of Assistant Executive Superantendent for Physical
Facilities, with the exception of Purchasing and Warehousing,
which are established separately.

- Establaish staff units reporting directly to the Executive Superain-
tendent, for Personnel, Budget, Purchasing and Tnternal Audit.

. Purchasing 1s placed under the direct control of the Executive
Superintendent as a Staff unit, reflecting the inter-departmental
nature of this operation and 1ts Board-wide role and impact upon
the educational process.

Purchasing 1s cast as a staff function to the Executive Superin-
tendent because-

. It 1s not educational.

. For control purposes, 1t cannot be under fiscal.

.. Functionally, 1t 1is not a physical facility.

. Personnel 1s removed from the pedagogical province As a
Board-wide function, 1t now reports directly to the Executive
Superintendent to serve his needs for control, support and as
an implementor of his and the Board's policies.

. Budget requires extensive direct participation from the Executive
Superintendent, as i1t 1s placed under the Executive Superintendent
to reflect 1ts long-standing staff role This 1s similar to

where Budget reports in the City's organization structure.
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- The former Secretary of the Board's functions are redefined so as
to provide full-time support directly to the Board, similar to the
role the City Clerk performs for the City Council. His title 1is
changed to Assistant Executive Superintendent for Board Affairs,
to reflect his realignment of duties. In this capacity, his
responsibilities and duties will include

Preparation of Board Agenda.

. General support of Board members and activities.

. Monitoring correction of External Audit recommendations.
Legislative liaison (Trenton and Washaington).
Ceremonial (PTA's, public ceremonies, etc.)

. Collecting data and answering inquiries as directed by the Board

- The creation of the Comptroller and an Assistant Executive Superintendent
for Financial Affairs recognizes that the Board's most severe problems
lie in Payroll, Accounting, Accounts Payable and Data Processing.
There 1s a need for a concentration of management attention in
these areas.

- The position of Director of Internal Audit, respmnsible directly to
the Executive Superintendent, has been established to be responsible
for ongoing audits of financial activities and to act as a trouble-
shooter for problems in the fiscal area.

- The Federal Grants unit will serve as a staff support unit under
the Executive Assistant Superintendent for Financial Affairs. Thas

unit, which requires no more than three people, will monitor Federal
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legislation, ensure that reporting for federal funds meets federal
requirements, prepare grant applications and handle A-87 cost
reimbursement Federal fund accounting and budgeting will be

performed by the regular Accounting and Budget units
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CHAPTER 4

ACCOUNTING TASK FORCE

FINAL RECOMMENDATIONS
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JULY 31, 1975
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ACCOUNTING DIVISION

MISSION AND PURPGSE

Provide fiscal and related operational records and information for all
interested parties

- School Board

- Administration

- Public

- Auditors

- Llocal, State, and Federal Authorities

- Employees

Accounting system procedures should be designed to demand accuracy and a
reasonable degree of 1nternal control.

Accounting system principles should be consistent with generally accepted
governmental accounting principles and consistent from one accounting period
to another

There should be flexibility to adapt to the inevitable changes which may be
necessary

There should be uniformity in accounting for all monies which are the
responsibility of the Board

There should be a balance between making the accounting system as simple as
possible and sti111 fulfill the pertinent requirements.

/



ACCOUNTING DIVISION DEFICIENCIES

The financial records are not properly maintained.
There 1s not a General Ledger.

The Cash Receipts Journal 1s not well controlled and does not
completely reflect all receipts

- The Board's records are not reconciled with those of the Custodian of
School Monies on a monthly basis, leading to Tong delays 1n the audit

process.

There 1s not adequate control over Capital-Bond Issue monies.

There 1s no budget control over disbursements, leading to possible

over-expenditures.

The record of expenditures 1s not current

The financial transactions of Capital-Bond monies have not been reported

to the Board on a monthly basis  This 1s 1n violation of State

Statute 18A 17-9.

Over $40 mi1110on 1s disbursed annually from over thirty trustee checking

accounts.

Currently, the individuals responsible for these checking accounts

record transactions, 1ssue checks, and reconcile the accounts.

* A magority of these accounts require only one signature.

Computer-produced checks are not pre-numbered nor well controlled.

State, Federal, and Internal Reporting Requirements

Statutory Financial Reports to the Board are not being furnished on a

timely basis.

+ There are no written procedures or schedules to be followed 1n the

f11ing of reports with funding agencies.

The present cash receipts system 1s not adequate.

A1l receipts are not processed through a single record.

+ There 1s not a cash receipts journal for Capital-Bond Issue monies.

« There 1s no cash receipts journal for Title I and II funds.



The Assistant Secretary keeps his own record of receipts and revenues
on worksheets and uses these 1n conjunction with supporting documenta-
tion to prepare the Monthly Report of Revenues and Receipts
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ACCOUNTING DIVISION

PROPOSED ORGANIZATION STRUCTURE

CONTROLLER (1)

SUPERVISOR (V)

MAIL (2)
CLERICAL STAFF

(4) |
FEDERAL AND (1) cash controL (2) ACCOUNTING CHECK conTroL (&)
STATE PROGRAMS . ggggﬁiERINe AND DISTRIBUTION

CURRENT STAFF

e

PROPOSED STAFF
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TITLE

Controlier

Assistant Secretary
Accounting Supervisor
Senior Accountant
Auditor

Accountant

Accounting Staff
{Various Titles)

Support Staff
(Various Titles)

TOTAL
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ACCOUNTING DIVISION
PERSONNEL. COSTS

o

'BUDGETED  BUDGETED  RECOMMENDED  RECOMMENDED RANGE
POSITIONS  EXPENSE POSITIONS BUDGET LOW HIGH
- —- 1 $ 25,000 §25,000  $30,000
1 $ 23,368 ] 23,368 - -
- - 1 20,000 20,000 25,000
-- - 2 33,548 16,000 20,000
2 33,548 - - - —
4 51,062 3 39,246 12,000 16,000
1 7,706 4 29,832 - -
1 10,613 2 16,613 . -
9 $126,297 14 $187,607
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ACCOUNTING DIVISION

ORGANIZATIONAL STRUCTURE

- The Accounting Division will be responsible for the following activities:
Maintaining overali fiscal control via a General Ledger.
« Establishing control over all Cash Receipts and Disbursements.
Preparing periodic reports for the Board and Funding Agencies.
» Reconciling Cash Records with records of the Custodian of School Monies.

* Establishing and enforcing fiscal standards and procedures relating to
auditing, accounting, and approval requirements.

- The Accounting Division will consist of the following sections:

- (Cash Control -

This section is responsible for recording and reporting Cash
Receipts, Encumbrances, and Cash Disbursements against all budgets.

Federal and State Programs -

This section will primarily monitor and determine the status of
receipts and expenditures reported to various State and Federal
Funding Agencies.

» General Accounting -

This section is responsible for the processing of encumbrances for
a1l Purchase Orders and for the auditing of non-budgeted Internal
School Records.

o Check Control and Distribution -

This section is responsible for the preparation, control, and distri-
bution of all checks.

The proposed Accounting Division organization will improve and upgrade the
operation of the Accounting Division:

- By providing better internal control over all financial transactions.

*  Through the effective monitoring and reporting of various State and
Federal programs.

* Through the elimination of the entire Budget Control function, thus
freeing the accountants from time-consuming clerical work.

+ By establishing specific areas of responsibility.
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PROPOSED

ACCOUNTING DIVISION

TITLE

Controlier
Assistant Secretary

Accounting Supervisor

Unit Supervisors

Senior Accountant
Senior Accountant
Accountant
Accountant

Accounting Staff

Accountant

Senior Bookkeeper

Senior Account Clerk
Junior Clerk Bookkeeper
Principal Clerk Bookkeeper

Support Staff

Secretarial Assistant
Mail Clerk-

NAME

Susan Chabbra
Andy Ciriaco

Howard Johnson
Damian Okibedi

Benita Burgess
Lorette Larkins
Mary Clarke
Joan Turman

Isabelle Romano

STAFFING SOURCE

New Hire
Accounting

New Hire

Accounting
Accounting
Accounting
Accounting

Accounting
Accounting
Accounts Payable
Accounts Payable
Fringe Benefits

Accounting
New Hire
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ACCOUNTING DIVISION

PROCEDURAL CHANGES

A1l accounting records will be maintained on a uniform basis:

+ Board Funds
Federal Funds
- Capital Funds

A complete General Ledger accounting system has been designed with
detailed procedures and training necessary to maintain the system.

» A General Ledger and Sub-ledgers will be maintained to reflect all
financial transactions of the Board on an ongoing basis.

* Agreement has been obtained with the Custedian of School Monies to

insure that City and Board records will be reconcilable on a monthly
basis.

Cash Disbursements will be well controlled.
« A1l trustee checking accounts are being closed.

A single manual checking account under the control of the Check Control
and Distribution Unit will be used for ail emergency payments.

+  Pre-numbered checks will be used for all disbursements. These checks
will be under the control of the Accounting Division.

- A Cash Disbursements Journal and supporting sub-ledgers will be main-
tained by the Accounting Division.

Cash Receipts will be well controlied.

Cash receipts will be posted promptly and uniformly for all Board monies
through a single Cash Receipts Journal and Revenue Ledger.

* The Controller will be responsible for reconciling the Cash Receipts
Journal with the Revenue Ledger, Bank Deposits, and the Custodian's
records.

A1l State, Federal, and internal reporting requirements will be well
documented and scheduled.

« Procedures have been developed and will be maintained for filing reports
with Funding Agencies.



Statutory Financial Reports will be furnished in completed form on
schedule.

A tickler file for all reports has been developed and will be used for
control purposes.

File storage equipment for Tedgers, computer reports, and the safekeeping
of check stock must be made available to keep all records well organized,
secure, and accessible.

-10-
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ACCOUNTING DIVISION

CONVERSION ACTIVITIES

Training in the new General Ledger System is underway.
Required Ledgers and Journals are being established.

One new bank account is being opened to replace over thirty existing
trustee checking accounts.

Two people are being transferred from the Accounts Payable office to
perform the encumbering function.

One person is being transferred from the Fringe Benefits office into the
Check Preparation and Control Unit.

Construction accounts will be placed on the computer system.

-11-
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ACCOUNTS PAYABLE DIVISION

MISSION AND PURPOSE

Make prompt payment for the financial obligations of the Board other than
payroll expenses.

Assemble all necessary documents to expedite authorized payments.

Provide the District Comptroller (City of Newark Comptroller) with informa-
tion and access to records necessary to meet State requirements.

Audit all payments for completeness and propriety.
Monitor and follow-up all open purchase orders.
Provide a liaison for responding to vendor inquiries.

Establish and enforce Accounts Payable standards and procedures.

=}2-
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ACCOUNTS PAYABLE DIVISION DEFICIENCIES

The filing and assembly process is slow and lacks order.

Most payments are made twice a month with a seven-day lag from the time
P.0.'s are sent to EDP until the return of checks from EDP. There are
approximately 1,000 checks processed in a month and at times only 2-3
checks per day.

There is no specific procedure followed for handling all vendor inquiries,
and at present a significant amount of time is spent by A/P personnel in
doing "research” for vendors.

There is minimal control and follow-up on the backiog of unpaid P.0.'s.
A/P personnel are not aware of the entire flow of work and lack training.

The A/P manual is not used by most of the personnel and many are not
aware of 1it.

No analysis has been performed on the status of open orders prior to
19771 (orders not present on the aging report).

The Aging Report does not segregate prior years' orders from the current
orders.

The requisitioners are not aware of the importance of sending in the
receiving report to Purchasing immediately upon receipt of the goods or
services.

There are no directives sent with the P.0. and the vouchers to the vendor
informing him of the necessity of the voucher.

The Board is not taking advantage of vendor discounts.

A/P checks are not pre-numbered, nor is there a check stub to indicate
which P.0.'s are being paid.

There is poor control over the custody of the-checkstamp. At present,
EDP is stamping the checks.

There is a lack of adequate batch control and general control capabilities

in the system.

At present, the "order of payment" process is used to pay bills on
services, compensation, construction, and relocation expenses, and for
the transfer of funds between accounts. The process lacks adequate
control and support documentation.

~-13-



PRESENT TABLE OF ORGANIZATION
ACCOUNTS PAYABLE DIVISION

-14-

SUPERVISOR
A/P
PRINCIPAL
CLERK
STENOGRAPHER
ASSISTANT HEAD ACCOUNT PRINCIPAL HEAD ACCOUNT HEAD CLERK
SUPERVISOR CLERK CLERK CLERK BUDGET
A/P TITLE I, II FED.PROGRAMS RENT, COMPEN.
Group 1 Group 2 Group 3 Group &
OPEN CLERICAL CLERICAL) CLERICAL CLERICAL
FILES FLOATERS ASSIST, ASSIST, ASSIST, ASSIST,
CAFETERIA
PAYERS DOMESTIC
SCIENCE
TEXT-
BOOKS MAIL
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ACCOUNTS PAYABLE DIVISION

PROPOSED ORGANIZATION

Supervisor ‘

o] |
[
- Secretary L
W (
i i
. 1 |
! Head i Assistant "
LExpedltor Supervisor
D] W |
‘ |
H
Central Expeditor Expeditor (1) Expeditor Payer iPaxer Payer Payer Payer Ma¥l {
Expeditor Supply Title I Textbooks Supply |Title T Textbooks Cafeteria Service Clexk
Title II;Non Construct. Domestics Title II Construction Orders
(1) (1 Public Books Fed .Prog.(l) SE.Laundry(3) [Fed.Progo(3) (2) (1) (2) (@]
i
J
Current Staff 15
Proposed Staff 9

1



TITLE

Accounts Payable Supervisor
Assistant Supervisor

Principal Clerk Bockkeeper
(Head Expeditor)

Payers
(Various Titles)

Budget Control
Encumberors

Expeditors
(Various Titles)

TOTALS

ACCOUNTS PAYABLE DIVISION

PERSONNEL COSTS

BUDGETED BUDGETED
POSITIONS EXPENSE
1 $ 12,343

1 10,972

10 88,862

1 9,573

2 15,126

15 $136,876

BUDGET INCREASE

-16-

RECOMMENDED
POSITIONS

$35,266

RECOMMENDED
__BUDGET __

$ 18,000
10,972
9,636

101,847

-

31,687

$172,142
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PROPOSED ACCOUNTS PAYABLE DIVISION

TITLE NAME STAFFING SOURCE

Accounts Payable Supervisor - New Hire

Unit Supervisors
Esther Williams
Dorothy Magwood

Assistant Supervisor
Principai Clerk Bookkeeper

Accounts Payable
Purchasing

Payers
Head Account Clerk
Head Account Clerk
Principal Account Clerk
Principal Account Clerk
Principal Account Clerk
Principal Clerk

Barbara Giantamas
Carmen Fernicola
Louise Joe

Ruth Santucci

Yvonne Minor
Raefaella Muscarella

Accounts Payable
Accounts Payable
Accounts Payable
Accounts Payable
Accounts Payable
Accounts Payabie

7=

Principal Clerk Jacqueline Reilly Accounts Payable
Principal Clerk Stenographer Mary Dunn Accounts Payable
Senior Clerk Daisy Jenkins Accounts Payable
Senior Account Clerk Elizabeth Howard Accounts Payable
Account Clerk Lorraine Martin Accounts Payable
Account Clerk Deanna Nickerson Accounts Payable
Expeditors
Principal Clerk Barbara McPherson Purchasing
Senior Clerk Typist Susan McGill Purchasing
Expeditor Anthony Bovine Purchasing
Senjor Clerk Connie Lewis Purchasing



ACCOUNTS PAYABLE DIVISION

PROCEDURAL CHANGES

A11 open purchase orders will be monitored.

Follow-up with vendors and/or Board personnel will be conducted to
insure prompt delivery and payment.

Specific invoices will be expedited to take advantage of vendor
discounts.

The paying process is being shortened.

- Receiving copies of purchase orders are being returned directly to the
Accounts Payable Office.

Payments are being made weekly for all budgets.
« Specific assignments of personnel are being made for performing the

functions of paying, extension and backing, and checklist preparation
by vendor.

O0ffice procedures are being standardized and fully documeq}ed.
A complete Accounts Payable Procedures Manual has been written.
Personnel are being trained in the revised procedures.
A1l expediting has been centralized within Accounts Payable.

Al1 paying is under one supervisor.

The complete function of expediting and paying is the sole responsibility
of the Accounts Payable Office.

The paying process has been simplified with the elimination of the
separate voucher form.

File equipment must be upgraded for the storage of active and closed vendor
files in order to keep all records well organized and accessible.

~18-



ACCOUNTS PAYABLE DIVISION

CONVERSION ACTIVITIES

- Organizational

One person is being transferred to the Budget Office for budget control
responsibilities.

Two people are being transferred to the Accounting Division to perform
the encumbering function.

Five people are being transferred from Purchasing and will make up the
Expediting Unit.

- Training in the new procedures continues.

- Computer System

Checks will be written weekly for all funds.

A11 payments by computer have been consolidated to simplify computer
and manual processing.

A simplified method of recording manual check payments has been
introduced.

-19-



CHAPTER 5

BUDGETING TASK FORCE

FINAL RECOMMENDATIONS
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BUDGET OFFICE

MISSION AND PURPOSE
W

Review budget requests presented by principals and manage-
ment personnel, and present budget recommendations to the
school board.

Provide technical assistance for the preparation of all
board budgets.

General Operating
Federal Programs
Capital Programs
Miscellaneous Grants

Review and approve budgets for all board monies.

Coordinate and control budget preparation for all board
monies.

Review all proposed expenditures for supplies, test books,
and personnel, to ensure that they are for the reasons
specified in the budget and the appropriation, and do not
exceed the amounts appropriated.

Review and process budgetary transfers within specified
guidelines.

Interpret and implement board budget policy.

Provide a fiscal liason between principals and management
personnel, and the central office fiscal offices.
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FUNCTIONAL CHANGES/CURRENT OPERATIONS

Progosed

Function as the key decision
making organization in the
development and control of
the budget for the Newark
Board of Education

Budget requegts will be
prepared initially by
actual users (principals/
through the Budget Office.

Alterations, by Board
directive or Board of
School estimate, to the
budget document could be
accomplished in a mean-
ingful and timely fashion
based on user priorities
by the Budget Office.

Pertinent fiscal informa-
tion covering all opera-
tions of the district and
support of the budget
document will be kept on
file within the Budget
Office

The responsibility for the
overall coordination of
fiscal activities (includ-
ing Federal and other fund-
ed programs) will be located
within a single location.

Budget preparation will
follow a specific schedule
from initiation to comple-
tion. This will assure an
organized process in the
preparation of the budget
and a timely dissemination
of approved budgets to users.

Current

The Budget Division now
functions in a passive role
in the budget preparation
process. Budget control is
not carried out in the Budget
Division.

Users now receive Budget
Preparation instructions
from various central office
personnel and actual budget
preparation is fragmented
into three separate and
distinct areas with little
or no coordination.

Alterations, by Board direc-
tive or Board of School
estimate, to the budget
document require extensive
and time-consuming revisions
directed by various central
office personnel with no
consideration for user
priorities.

Pertinent fiscal and suppor-
tive information is now kept
on file, it at all, in the
three separate and distinct
offices of the Board Admin-
istration.

Currently there is nc overall
coordination of Federal
assistance programs and board
funded programs. These pro-
grams are managed as separ-
ate entity.

Currently the three separate
offices follow their own
preparation schedule resulting
in different sections of the
budget being completed at
different times. Approved
budgets are not distributed

to users until after the
fiscal year begins.



FUNCTIONAL CHANGES/CURRENT OPERATIONS

ProEosed

Specific procedures for the
transfer of appropriations
by users will be instituted.
Depending on amounts, this
process will require various
levels of approval.

For fiscal control purposes,
all requisitions for supplies
and personnel will be
channeled through the Budget
Office, where they will be
reviewaed for appropriateness
and checked for available
appropriations before approval
and submission to Purchasing.

For fiscal control purposes,
all warehouse supply orders
will be channeled through
the Budget Office, where
they would be reviewed for
appropriateness and checked
for available appropriations
before forwarding to ware-
house. This procedure will
also allow for direct charg-
es to be made against
corresponding budget lines
for the materials delivered.

The Budget Office will, on
a weekly basis, require a
report on the assignment
of pool and per diem sub-
stitutes, resulting in a
more cost effective
allocation of these
personnel resources.

Current

Currently all transfers of
appropriations must have Board
approval. There is no specific
procedure or form for these
transfers. Many users do not
know this process is available.
The process is cumber some
because Board approval is
needed and is ver time consum-
ing.

Currently requisitions are
approved by Assistant
Superintendents and/or
Directors and circumvent

the Budget Office altogether
offering little fiscal
control. Available
appropriations are checked
in accounts payable, account-
ing, or not at all.

Currently there are two ware-
house supply order procedures
in use: (1) the WSO is used
for emergency purposes only,
and (2) the WSO is used
periodically to draw dewn
supplies from depository. 1In
both cases, the WSO is only
reviewed by Assistant
Superintendents and/ or
Directors.

Pool and per diem substitute
usage is controlled at the
school level.



FUNCTIONAL CHANCES/CURRENT OPERATIONS

Progosed

The Budget Office will
control all budgeted po-
sitions by unique position
numbers. In addition to
reviewing and approving
requests to staff budgeted
positions, no additional
positions, beyond those
budgeted, will be filled with-
out prior budget office exam-
ination. This process will
identify for each position
the source of funds that
will be utilized to pay for
these additional positions.

A central budget office will
coordinate and review possible
budgetary alternatives and,

if necessary, see to their
implementation. These budget
alternatives will encompass
both the administrative and
education sector of the Board
organization.

Current

Currently, requests for addi-
tional positions are initiated
on an idividual basis in any
of the three separate offices.
This is done regardless of
position lines included with-

the budget. These requests
are submitted to the Board for
approval with no indication of
their overall effect on the
budget.

Currently there are no budgetary

alternatives being studied by
anyone within the school Board
organization.



RECOMMENDED BUDGET OFFICE ORGANIZATION

DiRECTOR
OF
BubGeTS

SENIOR BUDGET

SENIGR BUDGET

PR N TN VR —eFR -

ANALYST ANALYST

Recion #1 Recion #2
()]

JUNIOR JUNIOR

ANALYST ANALYST

SECRETARY
SENIOR BupGE SENIOR BuDGET
ANALYST ANALYSE
ENT./FED.

Recion #3 ROGRAMS

JUNIOR JUNIOR

ANALYST ANALYST
CLERK (2)

Current Staff

[

Proposed Staff 12
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ORGANIZATION STRUCTURE

The total coordination of school budgets would be assigned to
the Budget Office.

The Budget Office will consist of four sections; each staffed
by one senior analyst and one junion analyé%.

Each of the three regional based budget sections will be
responsible for all schools in the region (each region cor-
responds approximately to two of the six political wards of
Newark) .

The fourth budget section will be responsible for the central
offices, federal and other programs, and capital budgets.

This organization structure provides several characteristic
advantages.

. Provides internal flexibility to regionalize the
Newark school system, if in the long run region-
alization is deemed appropriate.

. Provides for a uniform coordination of budgetary
assessment over elementary, secondary, and special
schools.

. Provides greater flexibility in the actual utiliza-
tion of the tangible assets of the Newark school
system.

. Will promote coordination of educational activities
between the departments of elementary and secondary
education.



BUDGET BUREAU

SALARY COSTS

(Based on Adopted $115. Million Budget)

Title
Budget Director

Senior Budget Analyst
Junior Budget Analyst
Budget Examiner

Assistant Budget Examiner
Principal Clerk Bookkeepef

Principal Clerk Stenographer

Totals

Budgeted -
Budgeted Expense Proposed Proposed Proposed Projected
Positions Present Minimum  Maximum Positions Budget
New - $25,000 $30,000 1 $27,000
New - 16,000 20,000 4 68,000
New - 12,000 16,000 4 50,000
2 $32,072 - - - -
2 23,209 - - - -
2 16,519 - - 2 16,519
New - - - -1 8,000
6 $71,800 12 $169 ,519

Gross Increase In Budget $97,719

%
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PROPOSED

Title

Budget Director

Senior Budget Analyst

W N

Junior Budget Analyst

= W N

Clerical Support

BUDCET OFFICE STAFFING

Name

Harry Byrd
Sam Uzzolino

Bernard Larkins
Barry Jones
Richard Lobman
Ronald Barber

Maimi Pitts
Barbara Mintree

Current Assignment

New Hire

Budget Division
Personnel Department
New Hire

New Hire

Budget Division
Budget Division
Accounts Payab le
Fringe Benefits

Budget Division
Budget Division
New Hire



Budget

PROPOSED JOB DESCRIPTIONS

Director

Definition -

Duties

Under supervision of the Administration, has direct
responsibility for overseeing the operation of the
Budget Division. Has authority to interpret and
enforce budgetary policy as enacted&by Newark Board
of Education and interpreted by the Administration.

Confers with and advises the School Board and
community of district wide fiscal requirements,
procedures, budget policy and budget requests; acts
as liaison within the district on fiscal matters.

Act to interpret in consultation with the Administra-
tion and School Board, Budget Policy as approved by
the School Board

Directly responsible for the complete preparation of
the Annual Board Budget.

Conducts budget hearings with the Board of Education.

Issues all necessary timetables, manuals and forms
necessary for budget preparation.

Maintains required budget controls and detailed records
of School district, Federal and other program funds

to see that expenditures are appropriate, do not ex-
ceed appropriations, and that unit commitments will
not result in unaticipated future requirements.

Serves as approval officer for those transactions that
are established by Board Policy.

Assigns investigation to staff members relating to the
fiscal affairs of the district.

Assigns to staff members research studies into detailed
budget matters.

Organizes, instructs and supervises the work of assigned
employees.

Maintains essential records and files.
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PROPOSED JOB DESCRIPTIONS

Senior Budget Analyst

Definition -

é

Duties

Under the supervision of the Budget Director, has
responsibility for the complex and technical budget
analysis and attendant budget work, including the
preparation of detailed analyses and reports; does
related work as required.

Critically reviews budget requests submitted by
assigned units and prepares recommendations thereon.

Confers with and advises the several unit officers
(principals and/or directors) concerning their
operating requirements, fiscal procedures, and
budget requests; act as a liasion between the Budget
Director and these units.

Reviews requests for transfers of funds, requisitions

and personal actions, determines the factual bases
for such requests, and prepares appropriate recom-
mendations for the use of the Budget Director.

Attends unit budget hearings and assists in the conduct
thereof.

Makes periodic visitations to assigned units in order

to maintain liaison and to acquire familiarity with
these units' operations.

Makes extensive investigations as assigned by Budget
Director and prepares detailed recommendations relating

to proposed expansion continuation, or elimination of
functions, needs, positions, and groups of positions.

Conducts the required investigations; makes research

studies; prepares detailed reports on these and other

technical budget matters containing findings, con-
clusions, and recommendations.

Organizes, instructs, and supervises the work of assign-
ed employees.

Maintains the essential records and files.

10
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PROPOSED JOB DESCRIPTION

Junior Budget Analyst

Definition -

Duties

Under the supervision of a Senior Budget Analyst,
assists in the complex and technical budget analysis
and attendent budget work, including the preparation
of detailed anlayses and reports; does related work
as required.

Assists in the review of budget request submitted by
assigned units and in the preparation of recommenda-
tions thereon. .

Under supervision, makes periodic visitations to
assigned units to become cognizant of operating agen-
cies.

Assists in the conduct of special studies or assign-
ments and helps in the preparation of reports con~
taining findings, conclusions and recommendations.

Assists in the review of requests for transfer of
funds, requisitions and personnel actions, in the
determination of the factual basis for such requests
and in the preparation of appropriate recommendations
for use by the Budget Director.

Attends unit budget hearings and assists in the con-
duct thereof.

Maintains the essential records and files.

11
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- Establishment of a c¢omprehensive chart of accounts and
reference numbers

. Based upon stath guidelines

L. = Pl
I

. Reduced object of expense accounts from 226 to 49

. Established coding structure for general ledger
and revenue accounts

. Consistent classification for all board monies
1 - Budget Office staff of size, skills, and authority appro=
’ priate for an organization with a $115. million budget

T . Capable of preparing and enforcing budget pre-
% paration and control procedures

v . Capable of training principals and management
personnel

. Capable of integrating various grant and capital
budgets into the evaluation of the board's total
fiscal requirements.

Befles pf e e %

- Budget Office exercises greater control over the expendi-
ture of board monies

R T N WS

. Reviews all supplies, textbooks, and personnel
A requisitions for all budgets

. Maintains a budgetary position control file
. Acts upon requests for transfer of appropriations

. Interprets budget policy for management personnel

i
r 12



i
f

SF i atie

PROCEDURE MANUALS

- Budget Preparation Manual

Budget CGuidelines

Budget Summary - Schools

Budget Summary - Divisions
Enrollment Analysis

Instructional Staff Analysis
Instructional Supply Requirements
Support Staff and Supply Analysis
Agency Priority Information
Justification Statement

Salary Projection

Object Detail

Revenue Statement

Special Funds Statement

Capital Outlay Statement

- Budget Office Procedures

Transfer of Appropriations
Requisitions

Personnel Actions

Warehouse Supply Orders (DRO's)
Pool Substitutes

Position Control

13



PROCEDURE MANUALS

Guide to Reference and Account Nurbers
. Funds (Budgets)
. Locations
. Programs
. bjects
.« Expense
. . Revenue

.. Balance Sheet

14



COMPUTER SYSTEM CHANGES

- Budget status reports will be generated twice a week

#

~-No expenditure nor encumbrance will be accepted without
sufficient funds to honor the dbligation

- Budget transfers will be processed on a timely basis

- Plans exist for the longer term development of:
. Computerized Budget Preparation System
. Computerized Budget Position Control System

. Computerized Budget Analysis Capabilities

15



CONVERSION ACTIVITIES

Budget for the 1975-76 school year is being recast under
the new account structure

Budgets for various grants are being converted to the new
account structure

Payroll computer records are being converted to the new
account structure

Payroll/personnel offices are being notified of the new
account structure so that all new employees will be estab-
lished properly

Accounting and accounts payable offices are using new
account structure to establish and maintain records

Detailed conversion/implementation plan has been prepared

16
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FINAL RECOMMENDATIONS




NEWARK BOARD OF EDUCATION

PAYROLL TASK FORCE
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CONTENTS

OUR APPROACH TO PROBLEM

ORGANIZATION

CONTROLS

NEXT STEPS



OUR APPROACH TO THE PROBLEM

~GENERAL
. Interview all personnel in Payroll Department
. Use existing computerized payroll system with

necessary to improve controls.

-SPECIFIC AREAS REVIEWED
. Organization and Staffing.
. Preparation and submission of Time Reports.
. Controls over payroll processing.
. Controls over payroll distribution.
. Returned check procedures.
. Requests for immediate compensation.

\ . Define short-term computer fixes requirgd to

implement controls.

in depth.

modifications



ORGANTIZATTION

-Ex1sting and proposed Organization Charts follow
. Existing Organization Chart represents actual informal

reporting structure.



CURRENT ORGANIZATION

PAYROLL DEPARTMENT

.

SUPERVISOR'

OF PAYROLLi

RN SS—
i :
' i
! ASSISTANT ! asstsTant }
]SUPERVISORl | SUPERVISOR |
? | :———7——4
. [ [ | 1
SR.CLERK SR.ACCT.CLK. PRIN.CLK. | SR.CLK. SR.CLK. [ TEMPORARY |
SECURITY | PER DIEM | BKPR. ! BKPR. | BKPR. | HELP !
| GUARDS . | SUBS | 10 Mo. i TEACHERS | ' TEACHERS | RECEPT-
| EVE.SCH. z CAFT. P ' | : IONIST
—_—
L
SR.STOCK PRIN.CLK. 1 PRIN.CLK. [PRIN.ACCT.¥
- CLK. i (;KPR. ! BKPR. (CLK. 1
. MESSENGER 12 MON. . {10 MoO. {12 MOs. X
| { | MECHANICS ; TEACHER |CUSTODIANS
. AIDES & CLKS. ]

*Workaing with
Sr.Clk. on Sec.
Guards & Even.Sch.

7
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]

[
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PROPOSED ORGANIZATION

PAYROLL DEPARTMENT

'SUPERVISOR

SR. CLK. |
OF PAYROLL STENO. |
! SECY./DATA
] Lconrror |
{ ASSISTANT ° [AssIsTanT |
 SUPERVISOR ISUPERVISOR |
INSTRUC— NON-INSTRUC!
' TIONAL TIONAL
I
PRIN- PRINT “SRUPAYROLL [PRIN. PRIN
PAYROLL CLK. PAYROLL CLK. 'CLK. /PAYROLL CLK PAYROLL CLK
TEACHER'S | 10 MO.TEACHr 'PER DIEM {10 MO. ‘ 12 MO. OFF.
PAYROLL ! _ifciigii~J { SUBS & ‘ /CAFT. ; IMECHANICS
| \EVE.SCH. | L 3 —

SR.PAYROLL
CLK
TEACHERS '
PAYROLL

e

SR.PAYROLL

CLK.

SEC.GUARDS

CUSTODIANS

-




POSITION

PAYROLL SUPERVISOR

ASSISTANT SUPERVISOR

PRINCIPAL CLERK BOOKKEEPER

PRINCIPAL ACCOUNT CLERK

SENIOR CLERK

TEMPORARY POSITIONS

PAYROLL DEPARTMENT

SALARY COMPARISON

.

CURRENT
STAFF LOW HIGH

1 11,077 14,242

2 8,500 11,605

3 7,421 9,636

4 6,967 8,813

2 5,944 7,790

1 7,300 7,300

13 97,396 124,492

SAVINGS FROM NEW ORGANIZATION:

-

PROPOSED
STAFF LOW HIGH

1 12,000 16,000

2 8,500 11,605

4 7,421 9,636

4 6,967 8,813

11 86,552 113,006

10,844 14,486
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-0BJECTIVE OF REORGANIZATION -~ Clearly delineate reporting responsib-

ilities and functions to improve operating efficiency,provide for

closer supervision, and provide a simple and systematic method of

resolving employee problenms.

Divide reporting responsibilities into instructional and

non-instructional areas, each reporting to an Assistant

Supervisor.

.

Consistent with personnel organization for better communi-
cation between departments.

Assistant Supervisors have total responsibility for all
payrolls in their areas.

Assistant Supervisors are responsible for handling
éemployee problems.

Balances work load between Assistant Supervisors.

Payroll Supervisor assumes more administrative roll.

Handles employee problems only if cannot be resolved

by Assistant Supervisors.

Responsible for developing all payroll policies and
procedures.,

Responsible for coordinating payroll activities with
Personnel, Accounting and other operating departments.
Readjustment of salary range to be more consistent with

level of responsibility.

Payroll clerks should periodically be rotated to different

payrolls.

Improved control by changing individuals.,



OBJECTIVE OF REORGANIZATION (continued)

.. Provides backup 1n the event of employee absence.

. Civil Service Input
.. Proposed job title changes are administrative action.
.. New titles more consistent with job functions and

Civil Service job descriptions.



C ONTROLS

Problems Identified and Recommended Solutions
OCverview of Payrcll System
Controls

New Forms



PROBLEMS IDENTIFIED AND RECOMMENDED SOLUTIONS

PROBLEM * SOLUTION

-Reporting responsibilities are unclear or
not designed for efficient operation.

~-Reorganize department on functional basis.

-Replace personnel where warranted.
-Provide adequate training to all personnel.

~Supervisors do not have sufficient exper-
ience or adequate training to effectively
perform duties.

-Payroll is responsible only for time and attend-
ance functions and accounting controls over
payroll.

~Personnel assumes all responsibility for maintain-
ing personnel data and employvee master file.

-Responsibilities for many functions are
divided among Payroll personnel and
Fringe Benefits.

-Clearly define functional responsibilities between
Payroll and Personnel; eliminate Perscnnel func-
tions from Payroll; Use Personnel Advice Form to
communicace information.

-Payroll receives and processes personnel
data changes without checking with or
notifying personnel.

-Any individual in Payroll, Personnel or
Fringe Benefits can add an employee to
the master file.

-No uniformity or consistency in Payroll
inputs submitted from the working locations.
. Standard Reports filled out in
different ways.
. Different forms used for same purpose.
. Incomplete data submitted to Payroll
resulting in additional work in Pay-
roll and Data Processing

-There is no control that enables the balanc-
ing of inputs from working locations to
system outputs.

-Limit this function to Personnel only.

-Develop Payroll Procedures Manual for working

locations.
~-Standardize forms.
-Train personnel in working locations.

~Because Payroll performs a time and attendance

translation to sick leave, no simple control

exists; a gross employee count control has been

included in system.

PR,



PROBLEMS IDENTIFIED AND RECOMMENDED SOLUTIONS

(continued)

PROBLEM

SOLUTION .

-

-Payroll submits numerous processing reruns
to Data Processing.

~Payroll preaudit listing is difficult to
read and compare to inputs.

-Terminated employees can receive base salary
if any payroll exception is input for them.

-Paychecks for extraordinary amounts have
been printed.

-Anyone in Payroll oxr Fringe Benefits can
prepare a "one shot deduction” that can
pay any embloyee any amount.

-The same clerk that receives the time
reports distributes the paychecks.

-Payroll receives undistributed checks from
working locations and voids or mails them,.

-$15,000. is outstanding from Payroll Petty
Cash Account
Two manual checks written for each

request.
. Computer check must be caught and

held for endorsement.

-Establish controls to insure that only complete

sets of data are processed.
-~Install edit program and provide supervision to
insure that all edit errors are corrected.

-Redesign preaudit report as edit listing with
control totals.

-Programming modification is being implemented
to prevent this situation.

-The Board has instituted a Salary Review Listing
that shows the top 10% of the salaries in every

payroll.

-Only Payroll should submit “one shots"” and these
forms must be controlled by hash totals and
document counts.

-The Board now reguires that clerk from Accounting
supervise the distraibution of checks from the
Payroll Department.

-Since the Payroll fraud occurred in January, the
Board has installed a Signature Register to con-
trol check distribution.

-Undistributed checks should be returned to the
Accounting Department for voiding or mailing.

-Add Petty Cash Advance Deduction to regular Payroll
system, eliminating need to hold check for endorse-
ment or issue second petty cash check.
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~CONTROLS
.Preparation and submission of Time Reports.
..Standardized procedures and training in
completing Time Reports.
..Easier to use, standardized forms.
..Basic control totals established in school.
...Total employees to be paid.
...Total overtime hours submitted.
...Transmittal sheet used to record control
totals and send to Payroll.
..Personnel Advice Form to notify personnel of changes.
.Controls over payroll processing.
..Removal of all personnel functions from Payroll Department.
..Verification of control totals sent from school.
..Verify that Personnel has been notified of any changes
with Personnel Advice Form.
..0Obtain approval for all overtime.
| ...Log out number of sheets and send to supervisor
"f with budget responsibility for employees.
...Log in approved overtime sheets for submission in
next regular pay.
..Establish control totals over all inputs to Data Processing.
...Sepgrate totals for hours, days and amounts for both

additions and deductions to pay. '

...Batch System for eash of submission.
‘@l - ...Control totals recorded on Batch Submission Form.

...Batchs recorded in log before sent to Data Processing.

W - " —

- ;-
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CONTROLS (continued)

..Edit listing shows all totals calculated from inputs
and compared to control totals on Batch Submittal.
..Payroll Department must balance each batch before payroll
can be processed.
..Payroll Supervisor must approve Salary Review Listing of
checks with largest net amounts.1
..Control Log over prenumbered payroll checks kept in
Accounting and verified after each payroll run.
.Controls over payroll distribution.
..Supervision of check distribution by Accbunting.l
..Payroll compares check count toénumher of employees sub-
mitted on Transmittal by school.
..Signature Register.
«..Signed by employee when check received.
.+«.0Other disposition of checks marked by Accounting
and initialed.

(3 ’

.Returned check procedures.

. Returned Check Listing.1

..Checks returned to Accounting instead of Payroll.
«...Accounting sends Returned Check Listing to Payroll for

disposition instructions.

.. .Accounting mails or voids checks.

..Control totals over voided checks.
..sAccounting and Payroll each balance amount of checks

voided by computer to totals of checks that were

marked to be voided.
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. CONTROLS (continued)

.LJ ..Payroll receives Signature Register from Accounting and files
with Payroll Documentation.
i ‘CJ ..Accounting retains Returned Check Listing.
., oRequests for immediate compensation.
..Employee must direct his problem to clerk at his location
L who submits time reports.

..Corrected time reﬁorts and checks to be voided sent in by

‘ clerk to eliminate need for emplovee to come to Payroll.
‘ ..Petty Cash Advance Form used.
..Petty Cash Advance becomes deduction from net pay on next

Paycheck~Payroll Exception Form.

...BEliminates need ' to have employee endorse corrected

5
>

paycheck back to Board.

P «...Eliminates need for additional petty cash check.

d . ‘

|y53 ..Supervisor must sign Payroll Eﬂqeption Form.

o o ) « ) ‘ .
qﬁ . ..Controls established over all amounts submitted to Data

i BN Processing. i

...Control totals ﬂalancgd to output from computer

5

edit run.

¥ ;These controls have been implemented by the Newark .
N Board of Education prior to this Task Force Project.

4
5
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NEXT STEPS

Preliminary Approvals

Train Payroll Personnel

Implement Manual Procedures

Monitor Manual Procedures

Complete and Distribute Procedures Manual.
Complete Modifications to Payroll Computer System.
Train all Personnel in Use of Computer Controls.
Implement Computer Controls.

Monitor
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SUMMARY OF SITUATION

~Touche Ross & Co., completed study of Personnel Department in September, 1974.

-The Board approved the study on November 26, 1974, and directed that the
consolidation of records and functions be donc.

-Payroll/Personnel Procedures Manual provided January, 1975.

-New Directors' positlons in Personnel Department were filled in January, 1975.

~Touche Ross & Co., conducted tralning sensions in January, 1975.

~-As of March, 1975, the new procedures had not been implemented.

-A Supervisor of Employee Records has not been assigned.

-As of March, 1975, most personnel records had been sent to Central Records
Room, however, {.les had not been consolidated or checked.

~The implementation date of the Flle Integrity System has been continually
postponed and as of May, 1975, the System was s8till not operational.



ACCOMPLISHMENTS TO DATE

Since the State Task Force began work in February, 1975, a number of
tasks have been accomplished through the joint efforts of the Task Force and
the Board:

-Implementation of the File Integrity System to parallel
testing phase.

-Finalization of Poslition Control Table which is key file
in the File Integrity System.

2

~Correction of Fringe Benefits and Personnel Informatlon on
Employee Master File.

~Finalization and reproduction of lmployee Status Form, Fringe
Benefits Form and Position Request Form. (Appendix I)

~Centralization of all Board Personnel Folders in Employee Records
Room.

-Transfer of Fringe Benefits Files to Employee Records Room.

~Rearrangement of Employee Records Room for more efficient
operation.

-Consolidation of all active Personnel and Fringe Benefits
Files into a single alphabetical file for more efficient
access.

~Trangfer of all Personnel Input Forms from Payroll to
Personnel Department.

~Training conducted for clerks and supervisors in the Personnel
Department.

-Presentation of new Personnel Procedures to Principals and Department
Heads.

~Revision of Procedures Manual.

~Implementation of new forms, procedures and controls for Employee
Status changes and New Hire Procedures. (Currently in process)

-Design, reproduction and distribution of logs, batch transmittals and
other Internal forms.

-Physical security provided for Employee Records Room.



ORGANIZATION

~Current Functional Organization Chart, shown in Exhibit T

. With exception of new Directors being appointed, functional
reporting remains unchanged.

-Proposed Organization Chart 1is shown in hkxhibit IT

. Minor changes from Organization proposed September 14, 1974,
Touche Ross & Co. study

. Entire Fringe Benefit Department consolidated into
Personnel Department, including reconciliation function.

.. Reorganization of Labor Relations and Wage and Salary
Administration functions.

-New Organization Chart shows net reduction of one person.

. Consolidation of Fringe Benefits eliminates some
duplicate functions

. New procedures are more efficient
. More efficient reporting structure.

-Employees who have been laid off effective June 30, 1975, have not been
included in current or proposed organization.

~At such time as the current Assistant Superintendent, Personnel, leaves
that position, the position should become the Civil Service position,
"Personnel Director'.

~Further reduction in staffing level may be possible after the period of trans-
ition to the new system. Staffing levels should be reviewed in six to eight
months.
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St i I
SALARY ANALYSIS
CURRENT
POSITION NO. OF PEOPLE
Assistant Superintendent 1
Director of Personnel 3
Labor Relations Specilalist 1
Labor Relations Assistant 1
Principal Personnel Technician 1
Head Accounts Clerk 1
Supervisor of Accounts 1
Principal Clerk Bookkeeper 1
Principal Accounts Clerk 2
Account Clerk 2
Principal Clerk Stenographer 2
Senior Clerk Stenographer 2
Clerk Stenographer 4
Head Clerk 2
Senior Clerk 1
Clerk 1
Senior Clerk Typist 1
Clerk Typist 8
Acting Supervisor of
Fringe Benefits 1
TOTAL 36

TOTAL SALARIES

$ 32,500.
52,572.
25,000,

9,706.
17,270.
9,742.
10,128.
9,636.
16,150.
12,985.
15,042.
14,842.
24,261.
18,007
7,052.
5,770.
7,442,
43,796,

11,605.

$343,506.



SALARY ANALYSIS

PROPOSED

POSITION NO. OF PEOPLE TOTAL SALARIES
Assistant Superintendent i $ 32,500,
Principal Personnel Technicians 2 34,600.
i.abor Relations/Wage &

Salary Specialist 1 25,000.
Personnel Technician 2 18,076.
Secretarial Assistant 1 9,706.
Supervisor of Employee Records 1 11,710.
Clerk Stenographer 3 17,014,
Supervising Personnel Clerk 3 29,153.
Principal Personnel Clerk 2 17,943.
Principal Personnel Clerk-Typist 2 15,285.
Senior Personnel Clerk-Typist 8 53,874.
Personnel Clerk 7 39,798.
Account Clerk 2 12,985.

TOTALS 35 $317,644.

7



COST COMPARISON: CURRENT VS. PROPOSED

NO. OF PEOPLE TOTAL SALARY

CURRENT 36 $343,506.

PROPOSED 35 317,644,
SAVING: $ 25,862.



PERSONNEL DEPARTMENT

POSITION CHANGES

CURRENT PROPQSED*
LOW HIGH LOW HIGH

POSITION SALARY SALARY POSITION SALARY SALARY
Assistant Superintendent - 32,500. Assistant Superintendent 25,000. 32,500.
Labor Relations Specialist - 25,000. Labor Relations/Wage & Salary Specialist 20,C00. 25,000.
Labor Relations Assistant 8,370. 10,613. Personnel Technician 8,370. 10,613.
Director of Personnel - - Principal Personnel Technician 16,800. 23,000.
Head Accounts Clerk 8,370. 10,560.)

) Supervising Personnel Clerk 8,370. 10,613.
Supervisor of Accounts 9,257. 11,394.)
Principal Clerk Bookkeeper 7,421. 9,636.)

) Principal Personnel Clerk-Typist 7,421. 9,636.
Principal Accounts Clerk 6,967. 8,813.)
Principal Clerk Stenographer 6,967. 8,813.)

)
Senior Clerk Stenographer 5,944, 7,790.)

)
Senior Clerk-Typist 5,596. 7,442.) Senior Personnel Clerk-Typist 5,944, 7,790.

)
Senior Clerk 5,944, 7,790.)
Clerk Stenographer 5,474, 6,952.)
Clerk Typist 5,179. 6,656.) Personnel Clerk 5,179. 6,656.
Clerk 5,179. 6,656.)

*Proposed title changes apply to permanent Civil Service
Employees only. Provisional employees will be recommended
for title changes on an individual basis.



FLLE INTEGRITY, SYSTEM

=

HED]TH

All programs tested and system is undergoing parallel testing.

Employee Status Forms now 1in use.

Tralning was held during first two weeks in July, 1975.

Cleanup of Employee Master File scheduled for completion July 11, 1975.

File Integrity System Implementation begun July 28, 1975.

10
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IMPLEMENTATION PLAN

-All Personnel functions have been removed from Payroll Department.

~Procedures have been updated to reflect consolidation of Fringe Benefits
and new Payroll controls.

~Physical layout of Persomnel office should be changed to provide for
smoother work flow

. New floor plan has been provided.
. Partitions should be moved

. Electrical outlets and telephones changed

~Detailed Implementation Plan has been developed (see Appendix II). Major
activities shown in Table I

11
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TABLE I
) - PERSONNEL IMPLEMENTATION WORK PLAN
S (SUMMARY)
PERSON/ COMPLETION
RESPONSIBILITY DAYS DATE
1. Integration of active personnel files E. Gallimore 10 x 10 7/25
2. Preparation of training materials for
new procedures A. Rimmer (D.P.) 2 x5 7/2
3. Design new floor plan for Personnel
Department R.Brown/R.Mills 2x1 7/24
4. Determine procedures for completion
of new forms A. Rimmer (D.P.) 2 x 2 6/26
5. Complete design of logs and batch
transmittal forms R.Brown/R.Mills 2x1 7/23
— 6. Reproduce forms: Payroll Notification, _
Y Personnel Advice, Logs, Batch
Transmittal R. Brown 1x2 7/25
7. Identify manual procedures associated
with computer file integrity S. Uzzolino 1x3 7/28
8. Review overall design of the system with
supervisory personnel in the department R.Brown/R.Mills 6 x% 7/15
9. Identify source of and method te validate
each entry on Fringe Benefit, Employee
Status and Position Control Forms; write
procedures E. Gallimore 1x5 7/24

10. Identify procedures for termination of
employee; determine need for additional
controls or written procedures R.Brown/R.Mills 2x 2 7/28

B o
s
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12.

13!

14.

15.

16.

17.

18'

19’

20.
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PERSONNEL IMPLEMENTATION WORK

(SIMMARY)

Bring in people from Fringe Benefits
Evaluate Fringe Benefits reconciliation
procedures and write additionmal pro-
cedures where needed

Centralize In Process files

Conduct training in overall design and
purpose of the new system

Conduct training in Agenda preparation
procedure

Implement Agenda preparation procedures
Identify missing or incomplete Personnel/
Fringe Benefits file ficlders

Audit date of hire, date of appointment,
pay status and hire status

Rearrange department according to
new floor plan

Conduct training in file room procedures
Implement file room procedures

Prepare and distribute to department
heads, a guidebook to new Personnel
procedures

Conduct training of supervisory personnel
in completion of keypunch briefs for new
hire, status change, edit error correc-
tion and new position code procedures

(continued)

PLAN

- PERSON/ COMPLETION
_RESPONSIBILITY DAYS DATE

R. Brown 3x1 8/1
_ R.Brown/R.Barber 2x5 8/1

S.Uzzolino/J.Morano 2 x 1 7/28

R. Brown 30 x 4 7/9

S. Uzzolino/J.Morano

R. Mills 30x % 8/1
R. Brown (Included 8/1
in #14)

E. Gallimore 3 x 15 8/1

E. Gallimore 3 x 15 871

R. Brown 6 x1 8/8

E. Gallimore L xk 8/6

E. Gallimore L xk 8/6

R. Brown 2x3 7/21

D.P./R.Mills 6 x % 7/14
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(SUMMARY)

Conduct tralning of all other
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(continued)

personnel in same procedures (See #21)

Implement the Payroll Notification
Form and procedure for making retro-
active pay adjustments

Implement procedures for new hire,

status change, position code creation

and edit error correction

BEGIN USE OF FILE INTEGRITY SYSTEM

27.

28.

29.

30.

31.

32.

Conduct training for Employee
Inquiry Procedure

Implement Employee Inquiry Procedure

Determine procedure to gather
Personnel and Fringe Benefits forms
that are missing from Personnel
folders

Reproduce and distribute updated
copies of user manual

Collect all Personnel Policy State-
ments; write and review Personnel
Policy Manual

Collect missing Personnel and Fringe
Benefits Forms from employees

PERSONNEL IMPLEMENTATION WORK PLAN

PERSON/ COMPLETION
RESPONSIBILITY DAYS DATE
R. Brown 31 x1 7/31
S.Uzzolino/J.Morano 4 x % 8/4
R. Brown 31 x1 7/22
R. Long - 7/21
E. Gallimore 4bxk 7/29
R. Brown {Included

in #25) 7/29
R.Brown/R.Mills 3x1 8/7
R. Brown 1x3 7/2%
R. Brown 2 x4 8/12
R. Brown 4 x 20 10/3



APPENDIX I

NEW FORMS

. POSITION REQUEST FORM

. EMPLOYEE STATUS FORM

. FRINGE BENEFITS FORM

15
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EMPLOVEE BTATUS FORM

EMPLOYEE NAME

SOCIAL SECURITY NUMBER.

DATE

DATE OF BIRTH
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[ [2] ]

ADD DEL CHG

(] [T

33

DO_NOT WRITE BELQW THIS LINE

FOR OFFICE USE ONLY

This 18 to inform you of the indicated administrative actaion,

approved by the Superintendent of Schools, and subject to final approval
and confirmation by the Board of Education at its regular meeting.

EXPIRATION DATE

EFFECTIVE DATE

HIRE STATUS
-Permanent
-Provisional
~Temporary
-Promotional
-Sub Per Diem
-Sub Assigned
-Regular

ERM L LIEAA< D

DEGREE
1 "<BA-BS
2 ~MA or Equiv

3 -Ph.D or Equiv.

¢ -Non

i 48

TYPE
CODE

Position Description

Comments

DATT [} AGIENDA
“® TRIC T APPROVAI TRTAL

PAY STATUS
A - Active SABBATICAL TYPES FURLOUGH TYPES
T -~ Termination 0 -Study & Observation I-111ness
R -~ Retirement N -Terminal K-Care of Chiid
G - Resignation E -Rest & Recreation S=Special
D - Death L =Rel, of Forfit.{Less Sub's Pay) M-Maternity
o P _~Rel__of Forflt, (Full Salary)
TRANSPORTAT [ON

Tax TRANSFER

g -Cancel From Regular

T -New York

P -Pennsylvania To Substitute

4

SPECIAL
PROGRAM

LOCA
CODE

NOTE:

PRIMARY BUDGET
TION POSITION
CODE

SALARY

STEP BASE SALARY

%4 GI

LOCAT

For transfer, budget Information must be changed.

5/

SECONDARY BUD”ET

a0 a1 62

oh PE?&ENEA?E

n

7 76 it

Location

ACTION CODE

ADD" DEL CHG
80

EXTRA

COMPENSATION
POSITION CODE

1] 2 14

FORM . _NO..

EXTRA

%

COMPENSAT i ON
AMOUNT

1h

A=DSESF __

LONGEVITY PAYMENT
20th YEAR 25th  YEAR

bt
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NEWARK BOARD

U He A

1ON

FRINGE BENEFITS FORM

SOCIAL SLCURITY NUMBER

0 [ (L1

FUNDLD

DELTAL

HEALTH A/T

GROUP  PLAN/COV PLATI{COV MONTH
BN SRR

FUNDED GROUP

3= Bowrd of Fducation
4= Tude l

% = Model Cituon

@ = Al Othery

LENTAL (ODES

1= NJ Dental Plan Singhe (overape

15 = N.J Deatal Plan Family Coverage

21 = Prudendal Dental Plan Single C overage
25 = Prudentlal Dental Plan Fumily Coverage

90 = No Coverage

INSTRUCTIONS

W (1

NIWATI D

AN

1O = U mployee anty undesr 68
11 ~ ¢ mployee only over 65
40 = i mployee and spoun under 65
41 =~ 1 mployer and spous  employee over 65
42 = 1 mployes and spous  both over 65

49 = 1 mployec and spous  spouse over 65

HEALTH PL

30 = ¥ mploycen
31 = I mploytes

BI Ul CROSS BLUE SHIEL D
PLAN __

tor 4 Hr Aides Only

only under 65
only over 65

90 = No coverage

1 Above codes are to be used as they apply

2 A/T month activates or tcrmnates an cmployee from dental or health coverage
To compute the activation or termmation date, take the current month + 2 = A/T month
If current month = {1 or 12, then A/T month = month+2 12
{Example: John Doc cmployed 11/8, A/T month is 01)

Name

Date

ACTI%\L CODE
3]

K0 = damlly under bh

§1 » § amily employce over bh

52 = pamily employee and spous over b%

%4 = Pamily spouse over 65

80 = Employec and children under b%

81 = k mployee and children cmployee vver 65
90 = Na coverage

PENOSION

NUMEBFR

RATE TYPE

L]

(IILIIT] (LI L

ADDITIONAL PRN3ION

LTFE INS,

CONTRIBUTORY

NO. DED.

LARD

DEDUCTIONS

M [0 (1) (T

PFI\SION LOANS

NO. DEID.

DEDUCTIONT NO. DfD.

DEDUCTIONS

S.A.C.T.% TYPE DEDUCTIONS

[T1] [TI11]

1D PE

D10N BASE

(Tl 11]

(L] [T

ACTION CODE
H

UNITLD APPEALS

i ADDTTTONAL

NO. DLD,

BIDUCTIONS WH T

GARNISHMENT

[(TTTTT]

(TT] LITTT]

LTLT]

BANK #

DEDUCTTION

MIsc. #2

CHIID SUPPORT

[ITTTT]

Ja
STCCOND

OWNER TYPE # OF OWNER TYFE # OF

LT LTI Q00 G E

" THIRD ¥ OURTH
OWNER TYPE # OF OWNKR TYPE # OF ACTION ¢
ooQ oo
58 b0 61 62 80
UNION DUES

LOCAL 68  LOCAL 131 ILOCAL 190  LOCAL 617  N.T
605 [IIL) CTIT] CITT) CLIL) (T CLTTY

0.N.E. SCH. BUS ATTEN. C.A 8.A. WAS(. NAT, INS. EC #1 FDC #10 ACTION CODE

Form No ADSDHBE

13
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Clork 3 Initials e a——can,
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NEXT S'EPS

Implement organization changes and procedures as scheduled on the
Work Plan,

Monitor operation of the new system.

Distribute stocks of Personnel Advice Forms and Request for Personnel Action
Forms to principals and department supervisors.

Distribute revised copies of procedures guide to principals and department
supervisors.

19



(Y4

1.0

1.1

1.2

1.3

1.4

1.5

2.0

2.1

2.2

2.3

2.4

v
H

e = e e

APPENDIX II

PERSONNEL IMPLEMENTATION WORK PLAN

Integration of Active Personnel file
Alphabetize active files

Print alphabetic list of all active
employees

Compare active Personnel files with
alphabetic list to identify missing
or inactive files

Affix gummed labels to all actiwe files

Remove inactive files to inactive
file set

Prepare training materials for new
procedures

Identify training requirements for
new procedures

Identify people to recelve training
in each procedure

Prepare training scheduyle
Prepare training outlines, copies of

procedures, visual aids, and examples
of forms

PERSON/ COMPLETION 4
RESPONSIBILITY DAYS DATE
E. Gallimore 10 x 10 7/29 T
"
(D.P.)
E. Gallimore
" !
-
11" 3
A.Rimmer (D.P.) 2x5 7/2



1<

3.0

3.1

3.3.

3.4

4.0

4.1

4.2

5.0

PERSONNEL IMPLEMENTATION
WORK PLAN (continued)

Design new floor plan for
Personnel Department

Determine position in floor plan
for fringe benefit desks, storage
of forms, file cabinets for
miscellaneous files and two In
Process file cabinets

Draw new floor plan

Review new floor plan

Contact custodial services to fix
two dates:

-Date to implement new floor plan

-Date to move in fringe benefits

Determine procedure for completion of
new forms

Review material to identify need
for revision

Write any new procedures that are
required

Complete design of logs and batch
transemittal forms

PERSON/ COMPLETION

RESPONSIBILITY DAYS DATE (-
R.Brown/R.Mills 2.x 1 7/24 J‘

11} —_

"

1]
A. Rimmer (D.P.) 2 x 2 6/26 B

[}

n l
R.Brown/R.Mills 2 x1 7/23



PERSONNEL IMPLEMENTATION
WORK PLAN (continued)

PERSON/ START COMPLETION
RESPONSIBILITY DAYS DATE DATE
6.0 Reproduce forms: Payroll Notifi-
cation, Personnel Advice, Logs,
Batch Transmittal R. Brown 1x2 7/29
7.0 Identify manual procedures assécilated
with computer file integrity S. Uzzolino 1x3 7/28
7.1 Write new procedures "
8.0 Review overall design of the system
with supervisory personnel R.Brown/R.Mills 6 xX 7/15
9.0 Identify source of and method to
validate each entry on the fringe
benefit, employee status and position
control forms E. Gallimore 1 x5 7/24 -
9.1 Write procedures "
10.0 Identify procedures for termination ;
of employess R.Brown/R.Mills 2x 2 ‘ 7/78

10.1 Gather information on forms, proced-

ures now in use "

10.2 Identify need for additional con-
trols and written procedures

310.3 Write up new procedures "



ec

10.4

10.5

11.0

11.1

11.2

12.0

12.1

12.2

12.3

12.4

13.0

13.1

13.2

PERSONNEL IMPLEMENTATION

WORK PLAN

Review new procedures

Prepare notification for department

supervisors

Bring in Fringe Benefit people
Rewrite job descriptions

Identify chain of command

Evaluate Fringe Benefits Recon-
ciliation procedures

Identify schedule and place in
users manual

Identify need for new procedures
Write new procedures
Collect instruction manuals for

completion of all external bene-
fits forms

Centralize In Process files

Move in two file cabinets for
In Process files

Remove all In Process files from
clerks' desks and place in the
designated file cabinets

(continued)
PERSON/ COMPLETION

RESPONSIBILITY DAYS DATE

”

11

8/1

R. Brown 3x 1

111

114
R. Brown/R.Barber 2x5 8/1

"

1"

"

114
S.Uzzolino/J.Morano 2 x 1 7798



PERSONNEL IMPLEMENTATION
WORK PLAN (continued)

44

PERSON/ START COMPLETION
RESPONSIBILITY DAYS DATE DATE
14.0 Conduct training in overall
design and purpose of the new
system R. Brown 30 x % 7/9
15.0 Conduct training on Agenda
preparation procedure S.Uzzolino/J.Morano/
R. Mills 30 x & 8/1
15.1 Distribute and explain procedures "
15.2 Reassign Agenda preparation to two
clerks - relieve all others of
this clerical task "
15.3 Halt preparation of Agenda from
In Process files "
15.4 Determine content and format of
Agenda W.Parker/R.Brown 2xk 719
16.0 Implement Agenda preparation
procedure R.Brown (Included
in #14) 8/1
16.1 Directors begin to maintain lists
of Agenda items according to
procedure "
16.2 Direct that all new hire and status

change forms be completed prior
to Agenda preparation

™
S

]

L]

]

1

L

L
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17.0

17.1

17.2

172.3

17.4

17.5

18.0

18.1

18.2

19.0

PERSONNEL IMPLEMENTATION
WORK PLAN (continued)

Identify missing or incomplete
Personnel/Fringe Benefit file
folders

Compile list of missing Personnel
file folders using alphabetic
listing

Prepare check lists of file folder
contents

Examine contents of each active
file to determine completeness

Compile list of incomplete file
folders

Sort list of incomplete files by
location of employee; show Personnel
and/or Fringe Benefit forms that

are missing

Audit date of hire, date of appoint-
ment, pay status and hire status

Compare all active Personnel folders
with computer list

Post dates and pay/hire status to
computer list when this information
does not appear on the list as it
does in the folder

Rearrange department according to
new floor plan

PERSON/ COMPLETION

RESPONSIBILITY DAYS DATE
E. Gallimore 3 x 15 8/1

w

n

7"

”

7"
E. Gallimore 3 x 15 8/1

111

[}
R. Brown 6 x 1 8/8

[
i
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20.0

20.1

20.2

21.0

21.1

21.2

21.3

22.0

23»00

23.1

PERSONNEL IMPLEMENTATION

WORK PLAN

Conduct training on file room
procedures

Distribute and explain new
procedures

Distribute logs and file request
forms

Implement new file room check-out
procedures

Prepare and distribute notifica-
tion of new procedures

Begin sign-out procedures in file
room — no exceptions

Install physical barrier to block
access to records room

Prepare and distribute to depart-
ment heads a guidebook to new
Personnel procedures

Conduct training of supervisory
personnel in completion of keypunch
briefs for new hire, status change,
edit error correction, and new
position code procedures

Discuss training outlines

{continued)
PERSON/ COMPLETION
RESPONSIBILITY DAYS DATE
E. Gallimore 4 x % 8/6
11}
11}
E. Gallimore 4 x ! 8/6
"
111
Repair & Maintenance ?
R. Brown 2x3 7/21
D.P./ R.Mills 6 x% 7/14



Le

23.2

24.0

25.0

25.1

25.2

26.0

26.1

26.2

26.3

27.0

27.1

PERSONNEL IMPLEMENTATION
WORK PLAN (continued)

Explain completion of forms

Conduct training of all other
personnel in same procedures
(See task #21.0)

Implement Payroll Notification
Form

Review procedures for completion
of forms

Remove stocks of forms from Personnel
department

Implement procedures for new hire,
status change, position code crea-
tion and edit error correction

Distribute supplies of all forms
to appropriate clerks

Remove blank stocks of obsolete
forms

Begin use of File Integrity System

Conduct training in employee inquiry
procedure

Identify clerks responsible for
employee inquiry procedure

PERSON/ COMPLETION
SPONSIBILITY DAYS DATE
114
R. Brown 30 x1 7/31
S.Uzzolino/J.Morano &4 x % 8/4
113
"
R. Brown 30 x 1 7/22
11}
”
R. Long - 7/28
E. Gallimore bxh 7729



27.2

27.3

27.4

28.0

29.0

29.1
29.2

30.0

31.0

PERSONNEL IMPLEMENTATION

WORK PLAN (continued)

Identify resources needed to respond
to inquiries (listings, files)

Provide above resources to clerks who
are responsible for inquiry pro-
cedures

Distribute and explain procedures

Implement employee inquiry procedure

Determine procedure to gather
Personnel and Fringe Benefit forms
that are missing from Personnel
folders

Review listings of missing forms

Determine a schedule of location
visits to complete missing forms

Reproduce and distribute updated
coples of users manual

Establish file of all policy
statements, contracts and laws
regarding Personnel

PERSON/ COMPLETION
RESPONSIBILITY DAYS DATE
E. Gallimore
"
[ 1]
R. Brown (Included
in #25) 7/29
R.Brown/R.Mills
E. Gallimore 3x1 8/7
"
”
R. Brown 1x3 7/26
R. Brown 2 x4 8§/12



31.1
31.2

31.3

32.0

PERSONNEL IMPLEMENTATION
WORK PLAN (continued)

Draft policy manual
Review policy manual

Print and distribute

Collect missing Personnel and

Fringe Benefit forms from
employees

PERSON/ START COMPLETION
RESPONSIBILITY DAYS DATE DATE
R. Brown
Bd.of Education
R. Brown
R. Brown 4 x 20 10/3

——

' 1
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- General

OUR_APPROACH TO THE PROBLEM

Worked closely with all departments and all levels
in each department.

Want to thank Mr. McAlindin, Mr. Braxton and Miss
Dalton for their cooperation.

The changes that appear here have been agreed to
by these gentlemen.

- Specific Areas Reviewed

Organization

Administration

Work Order Systems and Procedures
Logistics

Management Reports

Scheduling

Preventive Maintenance
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PROBLEMS IDENTIFIED

Lack of clear procedures at school level for reporting need for
services from Repair and Maintenance.

Lack of understanding by school principals and custodians as to
which jobs.

. Go to Repair and Maintenance
. Go to Design and Construction
. Should be handled by Custodians
Lack of communication between Repair and Maintenance and schools.

Inability of Repair and Maintenance to properly monitor and control
its own activities.

Immeasurable delays in responding to requests for service.
Inability to utilize local vendors to obtain supplies.

Outside contractors refuse to do business with Board because of
failure to pay contractors in timely manner (this identified as
Purchasing/Accounts Payable problem).

Lack of planning daily schedules.

Need to respond to large numbers of emergency requests.

Need to respond to large numbers of vandalism caused work orders.

Divert staff from routine repair work to major capital projects.

Poor logistics in procurement of supplies and delivery to work site
(no control over trucks and drivers).

No effective preventive maintenance program.

Inequities in financial compensation of administrators.



10.

11.

12,

COMPARATIVE PROBLEM MATRIX AS TEST OF THOROUGHNESS

Lack of clear procedures at the school level to report a need for service.

Lack of understanding by school principal and custodian as to what requests
for service should go to Repair and Maintenance and which should go to Design
and Construction,

Lack of cummunication between principals and Repair and Maintenance Department.
Inability of Repair and Malntenance to properly monitor its own activities.

Repair and Maintenance delays in responding to requests,

Inability of Repair and Maintenance to utilize local vendors to obtain small
quantities of supplies.

Some outside contractors refuse to supply service to the Board because of
non-payment,

Lack of planning daily schedules,

Repalr and Maintenance must respond to a large number of emergency type
situations. B

Repair and Maintenance must respond to a large number of requests that
result from vandalism,

Repair and Maintenance must divert staff from normal repair work to major
alternation or capital type projects for which there are no budgeted funds.

Lack of truck availability as required.

. Task
Chamber of State Force
Commerce Report  pindings
X X X
Did Not Did Not
Identify Identify X
Did Not Did Not
Identify Identify X
Did Not Did Not
Identify Identify X
X X X
Did Not bid Not
Identify Identify X
X X X
Did Not 1
Identify X X
Did Not Did Not
Identify Identify X
Did Not Did Not
Identify Identify X
Did Not Did Not
Identify Identify X
Did Not
X Identify X



13, No preventive maintenance program,

14, Inequities in financial compensation for Supervisors, Deputy Director,
and Director of Repair and Maintenance.

15. Storage warehouses too scattered.

Note:
1. Planning is being done but it 1s not effective.

2, There is a preventive maintenance program for boilers. More detailed
schedule of routine maintenance is being prepared.

Task

Chamber of State Force ‘
Commerce Report Findings
X X Xz :‘
1 I
Did Not Did Not
Identify Identify X
X Did Not  Warehouses
Identify already
consolidat |
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RECOMMENDATIONS

- Top Organization Changes

Need for Changing Top Management

The specific problems are due to a large degree to lack of planning and
effective administration by the top management of Repair and Maintenance.

Little control of records
Backlog overstated
Aged backlog not tracked
Filing is four months behind

«+ Little control of procedures occurring in the Repair and Maintenance
Department

«+« Lack of planning daily schedules

Poor logistics in procurement of supplies and delivery to work
site

Non-functioning supervisors
-«+ Responsibilities picked up by Director

Result is Director functions as Line Manager and not as an
Administrator

Inappropriate salary levels above foreman

Organizational Recommendations
-+ Major changes and benefits in new organization

-

Objective of Reorganization - reducing confusion by consolidating
similar functions. Establish minor repair and adjustment functions
at school level.

Eliminate one level of supervisor and rewrite job description
of Director

Places direct operating control above foreman
«++« Improves communication and control

«+++ Establishes administrative position with explicit charge
to monitor department performance and react to systems
problems



«« Civil Service input

In order to facilitate smooth achievement of the proposed system,
the following has been adopted in conjunction with Civil Service:

Organization
Executive
Director
]
[ ]
Operating Operating
Directors Directors

|
[ Foreman | [Foreman | [ Foreman | [ Foreman | [ Foreman | [ Foreman |

Actual

Director

Superintendent
of Maintenance

Assistant Superintendent
of Maintenance

|
{ Foreman | | Foreman | | Foreman | [ Foreman | [ Foreman |




Salary Scales

CURRENT ORGANIZATION

PROPOSED ORGANIZATION

Carpentry Foreman $19,530
Electrical Foreman 20,600
18,200

Glazing Foreman

No Change
No Change

No Change - -

CURRENT ORGANIZATION

PROPOSED ORGANIZATION

Low | Mid High Low | Mid High
Director 14,875117,645{20,414 || Director 21,000 [24,000 |27 ,000
Deputy Director |{18,462[20,841(23,220 || Maintenance ‘
Supervisor 1 14,770116,880}18,990 Superintendent {19,000{21,750 {24,500
Supervisor 2. 14,770116,880{18,990 || Assistant Super.
of Maintenance {18,000}20,500123,000
Total 62,877172,246(81,614 Total 58,00066,250174,500
PROPOSED ORGANIZATION SAVINGS
Low | Mid | High v
$ Savings | $4,877 | $5,996 | $7,114 )

- Organization and Administration

s
f

'01d and new organization charts on the two following paﬁgs




CURRENT ORGANIZATION

REPAIR & MAINTENANCE

DIRECTOR

DEPUTY

DIRECTOR

SUPV.
CLERICAL
SUPV. HEAT & STAFF INSPECTOR SUPV.
HEAT REPAIR

FORCMAN | | FOREMAN | | FOREMAN | | FOREMAN | | FOREMAN | | FOREMAN | | FOREMAN FOREMAN | | FOREMAN | | FOREMAN | | FOREMAN | | FOREMAN | | FOREMAN | | co\roon
SHEET STEAM PLUMBER | | PLUMBER | | PLUMBLR CARPENTRY| [CARPENTRY| |CARPENIRY| | PAINT/ LABORLRS
MLTAL FITTERS GLAZL ELECTRIC 1 2 3 1 2 3 MASON G&E LANDSCAPE

QG7)



ALTERNATIVE ORGANIZATION

REPAIR & MAIN1

ENANCL

DIRLECTOR
OPERATING CLERICAL OPERATING
DIRECTOR STAFF DIRECTOR
N STTAM- 3 - PAINT
PLUMBING | [PLUMBING PLUMBING FI};‘%NG ELECTRIC fégg cogigﬁuc CARPENTRY| [CARPENTRY] [CARPENTRY GLAZING MASBN/
FOREMAN FOREMAN FOREMAN FOREMAN FOREMAN FOREMAN INSPECTOR FOREMAN FOREMAN FOREMAN FOREMAN FOREMAN
DRIVER DRIVER DRIVER DRIVER DRIVER

]

-

[P



Major

changes and benefits in new organization.

Objective of Reorganization - reducing confusion by
consolidating similar functions. Establish minor
repair and adjustment functions at school level.

School Construction Inspector reports to
Operating Director instead of Division Director.

... Removes day-to—-day operating responsibilities
from top administrative position.

Transfer supervisor of Heating and Heating Repairs
to custodial services over fireman.

... Eliminate position of Boiler Inspector -
presently unfilled.

.+. Consolidate HVAC responsibilities nnder
custodial services which include Preventive
Maintenance by Custodial Firemen.

Transfer grounds and equipment, senior maintenance
repalrmen, labors, upholsters, audio repairmen' to
custodial services.

+++ Consolidate trade functions in Repair and
Maintenance and non-trade (handymen) functions
to Custodial Services.

Transfer trucks and chauffers from motor pool to Repair
and Maintenance.

... Establish direct control and authority over
delivery of materials to job site.

«.+ Increase utilization of trucks by eliminating
chauffers reporting to motor pool every morning.

«+. Permits preloading of trucks at end of shift
for next day delivery.

Transfer three stadium labors to Custodial Services.
«++ Places labors under direct authority and
control of those presently supervising
their day-to-day activities.

Move landscaping group to Custodial Services.

««. Consolidates reponsibilities for grounds
upkeep 1in Custodial Services.



- New Work Request System and Procedures

. General

+. A controllable system which will result in more
responsive service.

.. Flow dlagram of work request system (See attached
chart)
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. Specific Highlights

.« Controls

1.

Establishment of clear control procedures
at the school level so that simple repairs
will be made by school custodians and fire-
men, and more complex jobs will be routed
to the correct service division.

, Principal must sign all requests leaving
the building and verify that the appro-
priate service division is designated.

The custodian is responsible for recording
all work that has been requested by the
building, and keeping a running account of
open request status.

Establishment of procedures for rejecting
incorrect and/or incomplete work requests
received by repair and maintenance.

Repair and maintenance clerical will
screen all work requests prior to the
supervisory evaluation

Establishment of control procedures in the
repair and maintenance division so that
all requests are organized and follow up
on requests is routine.

. A series of specific files has been -
designated to keep control of work
from the point it enters the Repair
and Maintenance Department.

. All extra, unnecessary document copies
will be thrown away.
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6.

Establishment of a system to control inventory
so the Repair and Maintenance Department will
not run out of stock materials.

. Keep lead time supply in a bag or on desig-
nated shelves. Reorder when these supplies
are starting to be used. .

Establishment of control procedures for dealing
with work requests involving more than one trade.
(MULTITRADES).

. By sending each trade a dated request of when
all trades should be contributing their ser-
vices, Foremen will have enough time to
schedule their piece of the work.

Establishment of procedures to control the
scheduling of repair and maintenance work.

. A system has been developed to have a
routine schedule so that all schools
receive service on a regular basis.

. Each trade will send teams into different
regions so men will not have to travel
far to get to an emergency.

. Policies to minimize travel time between
schools have been developed. (i.e. men
will only report to a different school
at the beginning of a day)

<« Expediting

1.

Streamline the daily processing of work
requests.

. Having work request forms typed at
every school rather than having them
all typed as they come to repair and
maintenance.

Streamline the time that it takes for the
work request to go from the school to the
repair and maintenance division.

. The school will send work requests
directly to the division providing

the service eliminating routing through
the Assistant Superintendent.

'

¥
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Streamline the purchasing of outside contracting
services.

+ Eliminate the purchasing division rubber
stamping of these purchase orders.

Streamline the handling of emergency equipment

repairs (i.e. cafeteria equipment) ,

. Having schools contact the purchasing division
directly instead of going through the repair
and maintenance department.

Communication

1.

Require communication between the Repair and
Maintenance Division and any school if a work
request is Inappropriate or will be delayed.

. By having the Principal receive all commun-
ication from the Repair and Maintenance
Division he will:

.. Get a better grasp on Repair and Main-
tenance functions, and

*+ Be kept informed of Repair Request
status.

. By routing the status letter to the Custodian,
he may decide to take some interim action.

Preventive Maintenance

1. A documented preventive maintenance system
for the heating and ventilating system, has
been developed, it includes:
. Responsibilities, time schedules, and

reports.

Logistics

1. Establishment of procedures for routing
materials to the job sites has been developed.
. Minimize transportation time and cost.

2, Institute new purchasing procedures to acquire

materials.
» State contracts
. Open contracts

. Blanket contracts
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Summary of problem schools

Summary of backlog
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MANAGEMENT REPORTING
- Components
. Work requisition system
. Data collected
.. By school
«+ By repair and maintenance
= Mechanics of system
. Information reporting matrix
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INFORMATION REPORTED
Productivity by Trade X X X X
Aged Backlog/Trade/School X
Backlog in delay or unassigned X
Total departmental backlog X X
Divisional productivity X X
School backlog X X X X X
School performance X X X X X
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NEXT STEPS

Approval by Board

Final editing of manuals and forms and flow diagrams
Order forms

Prepare training materials

Conduct training

Implement

Monitor
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INTRODUCTION

RESPONSIBILITIES OF PURCHASING

. The Purchasing Division 1s responsible for buying goods and services

for the schools and departments of the Newark Board of Educationm.

. The Purchasing Division is responsible for the quality of merchandise

bought.

. The Purchasing Division is responsible for insuring prompt vendor

compliance.

. The Purchasing Division is responsible for making sure the location

that has received goods or service acknowledges completion by sending
in the appropriate documents.

The Purchasing Division is responsible for total interface with all
vendors.

SPECIFIC FUNCTIONS

WORK

Purchasing will evaluate all requests for products and services and
draw up detailed specifications.

Purchasing will send these specifications to appropriate suppliers.
Purchasing will receive bids from various suppliers and evaluate them.
The buyer will recommend the supplier to award the contract.

Upon approval (level of approval dependent on dollar amount), the
clerical staff will type up a purchase order.

Funds will be encumbered by Accounts Payable and the purchase order
returned to the Purchasing Division.

Purchasing will distribute all copies of the purchase order.

Purchasing will monitor delivery and quality of goods or services.

PROCESSING SYSTEMS

There 1s not one system for processing a purchasing request. There
are six independent work flows depending on what is being ordered and
what time in the vear it 1s being ordered.




INTRODUCTION (continued)

.. Requisitions
. Cafeteria
.. Annual Supply Orders

. Confirming Orders (Non-biddable)

»+ Annual Textbook Orders

.. Confirming orders =— (biddable)

SYSTEMS PRESENTLY UTILIZED

. All goods and services do not go through the same work flow when being
‘ purchased. The method of purchasing depends on two major criteria:

.. What 1is being purchased

.. What time in the school year the purchase occurs.

. There are six independent systems that operate under the purchasing
umbrella throughout the course of the year.

# OF
$ OF PURCHASES PURCHASE ORDERS
SYSTEM DESCRIPTION PER YEAR % PROCESSED/YEAR %
1. Requisitions $ 6,343,500. 32% 5,600 347
2. Cafeteria 5,765,500. 29% 2,600 16%
3. Annual Supply Orders 3,350,000. 17% 3,500 21%
4., Confirming Orders
(Non-Biddable) 3,150,000. 15% 650 47
5. Annual Textbook Orders 955,500. 5% 3,700 22%
6. Confirming Orders
(Biddable) 425,000. 27 550 3%
TOTAL $19,989,500. 100% i 16,600 100%
3

.. THE REQUISITION SYSTEM - If a school or department needs particular
goode or services at any time throughout the year and there are
funds available in their budget, they issue a requisition to Pur-

chasing for procurement.

«» THE CAFETERIA SYSTEM - Depending on the type of goods (i.e., meat,
perishable, non-perishable), the Purchasing Division will go out

-2 -




INTRODUCTION

(continued)

for competitive bids on a weekly, biweekly, monthly, semi-annual,
or annual basis. A purchase order will be made up to pay the
vendor for each invoice.

ANNUAL SUPPLY ORDER =~ Once a year (usually by April), each school
will submit a request for next year's supplies (school supplies,
janitorial supplies, etc.). The quantities for each item will be
compiled by Purchasing and the competitive bidding process will
occur. 95% to 987 of the orders are delivered to the depository
and from there distributed to each school.

CONFIRMING ORDERS (NON-BIDDABLE) - A confirming order refers to a
product that has been bought or a service that has been rendered
prior to a purchase order belng generated. Non-biddables refer to
utility bills, employee reimbursements, and professional fees and
services.

ANNUAL TEXTBOOK ORDERS =~ Once a year, each school will submit its
next year's request for textbooks. This is an automated system
where purchase orders are generated by the computers in Data
Processing.

CONFIRMING ORDERS (BIDDABLE) - These confirming orders refer to
those goods bought or services rendered prior to a purchase order
being generated that would ordinarily have to be bid on. Because
of an emergency situation, there was no time to go through the
bidding procedures.




1975-76 BUDGET (ESTIMATED)

.
il
"

PURCHASING DIVISION - CURRENT ORGANIZATIONAL CHART

DIRECTOR
§ 504,224, Salaries R.Smith I
2,780,500. Expenses
§3,284,724. TOTAL SR.CLK.-J.Lee
Clk.Typ.~F.Duvs?®
) l
SR.EBUYER BUYERS 5 SR.CLK. IJIEXPEDI{OR PRIN.CLK 5|} ADMINISTRATIVE 18 WEX EDITOR 1) PRIN.CLE 1} { WAREHOUSF SUP 20
B Burns V.Bell M.Blake A.Bovine BKG. CLERK M.Morgan B.McPherson W.Rhem
] T.Gregory D.Magwood D.Christensen
K.Hawks T : '
BUYER C.Heim ASST.WARE.SUP.
V.Ferniceola} | M.Policastro EXPEDITORS PRIN.CLK-C.Deignan L.Dinella
S.McGill- ~L.Hudson**
. E. Allen% SR. CLERK -M.Blake¥
CLK-TYPIST -L.Schulman FORK LIFT OP.
N.Drummond SR.CLK.TYPIST H.Parker
SR. CLERK M.Simmons
C.Lewis R.Singletary STOCKHANDLERS
D J.Warren W.Wormley
M.Daniels D.Visco
F.Tuminaro
CLERK TYPIST J.Thomas
J.Quick G.Kunzman
D.Pearson E.Hughsas
J.Helmick V.Ferrarelli
F.Hemmings R Benjamin
F.Duva *
S.Alfano STOCK CLK
F.Rieger
CLERK S.Moccio
V.Tinsley S.Cuyler
E.Allen+% MAT.INV,CLK.
M.Farina
STOCK CLK. LABORER
J.Verniero J.Restaino
R.Blango

*Individuals Reporting to 2 Supervisors
#*Transferred from Repalr & Maintenance (not yet in Purchasing Division)

T.Augustus
SR.CLK.TYP.
Y.Horn

SR.CLERK

G.Shaw




PURCHASING & SUPPLIES - ACTUAL FUNCTIONAL CHART

DIRECTOR
OF DEPT.
Interface
with top
Bd. Mgt.
Direction SR. CLK. &
of Dept. CLK.TYPIST
Secretarial
duties;Gen.
Clerical;
Payroll,
record kpg.
SR.BUYER BUYER SR.CLERK || EXPEDITOR EXPEDITOR ADMINISTRATIVE CLK.||EXPEDITOR |PRIN.CLK. WAREHQUSE SUP
Gen.Supplies Furniture; Control Vendors Supervises clericaljlAll Title I {Non public ASST.WAREBOUSE
Art;Caft;Cust;||Equipment; of REqg. A-1L pool; plans,dist. expediting;f [school text-| SUP.
Dup;Elec; Some Audio- & P.O. Vendors M-2 work;checks pool's ]|Record- book order- |{FORK LIFT OP.
Hardware; Visual Logs; EXPEDITOR work; telephone keeping. ing,receiv- | STOCKHANDLERS
Lumber; BUYER Mainten= Labrary i1nquiries;special ing,shipping{ STOCK CLERK
Paints;O1ls Athletic Equipilance of Periodicals; Eeports;super- '} MAT.INV.CLK.
& Supplies; Req.files’; Fed.Prog."E"; llvision & evaluation LABORER
Med.Supp all [||Prep.buye Buys & Dist. ||PRINCIPAL CLERK SR.CLK.TYP.
BUYER Sports; Bus report { Student Bus Maintains, types, SR.CLERK
Gen.Supplies Transp. { Thckets files, rechecks &
(as above) BUYER & Transf. Bonds - arranges
Equipment; EXPEDITOR for all system Type
Supplies; Fed.Prog. writer repairs;
Machinery, "p" & "C" arranges for pay-
Classroom Maintenance ment.
Desk-Office Purch. files. }{SR.CLERK"TYPIST
Ferniture EXPEDITOR Maintains vendors
BUYER Cen.Scientifiq)file; arranges for
Printed Co. ;Domestic newspaper ads.
matter; Furn; Sc.; (Procesg }|SR.CLERK TYPIST &
& Equip. Bills for PymipCLERK TYPISTS
Asst. Svcs. Typing work All typing,calcula-
Commencenment) EXPEDITOR ting; tabulating;
Window shades; Textbook proofreading for
Curr.Guides Ordering Dept.
etc., Expediting CLERK
BUYER Incoming & outgoing
Caft.items; mail,

Meats (fresh
& Processed}:
Fruit & Pro-
duce;Baked good

Dairy;ice cubes




PROBLEMS WITH THE CURRENT ORGANIZATION

. The director's span of control is too large. There are currently six-+
teen people reporting to the director.

. The director must spend her time acting as a supervisor, since
she 1s so close to the day to day operation.

. The director does not act in an administrative capacity, setting
policies and reviewing overall divisional performance.

. There is no logical carreer path for employees within the Purchésing
Division.

. Specifically, there is no organizational level between a clerical
position and a buying positlon. When a member of the clerical
staff 1s promoted to buyer he has no familiarity with the function

@ he is expected to perform.

4
. Several buyers are assigned the same commodity categories.

.. This practice makes it diggicult for a buyer to develop expertise
in commodity category.

| .. Additionally, this practice makes it difficult for buyers to be-
come acquainted with various vendors and develop knowledge of a
vendor's previous performance.



TASK FORCE ACCOMPLISHMENTS TO DATE

While the State Task Force was in its analysis phase, several problems were
identified which warranted immediate action:

. The Purchasing Division was uncertain how to purchase supplies
for the 1975-76 school year. Although the budget had not been
approved, all the annual orders had been received. If bids were
not sent to vendors, the arrival of supplies for September school
opening would be doubtful.

. At the Task Force's recommendation, Purchasing went out to
bid on 50% of the total annual order. This would assure
that sufficient quantities of supplies would be in the schools
by September without exceeding the final budgetary limits.

. Very little use was being made of term contracts in the Purchasing
Division.

.. The State Task Force assembled the Notice of Awards on all State
of New Jersey Term Contracts that the Newark Board of Education
could use. This enabled Purchasing to bypass the lengthy bidding
procedure and place orders directly.

.. Additionally, several informal training sessions were held
instructing the Purchasing buyers in the use of State Contracts.

.. Informal training sessions were also held to instruct Board of
Education buyers how to set up their own term contracts.
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GENERAL PURCHASING PROBLEMS
AND SPECIFIC SOLUTIONS

! The following section describes the general problems of the Purchasing Division and
corrective measures to minimize the effect of those problems. These are problems
that are common to all of the six independent purchasing work flows.

PROBLEM 1. Purchasing experiences a low rate of vendor participation when solicit-
ing bids.

-Many bid specification lists are too broad, the commodity categories are
not well defined, and vendors are asked to bid on items they do not sell.

-Vendors are reluctant to deal with the Board of Education because of the
slow payment rate.

~The Board of Education places many restrictions on vendors submitting
, bids to Purchasing.

SOLUTION: The Director of Purchasing 1is assigned the specific respon-

3 8ibility of reviewing all items and making sure they are properly
categorized. As a result of this action, vendors will receive item
specifications only for products they sell.

SOLUTION: The standard Board of Education boiler plate should be
rewritten with the following deletions and modifications:

1. Performance Bonds should only be required on awards in
excess of $2500.00, and should be a uniform 10%. In addi-
tion to simplifying procedures, it will lower bid prices,
since the fee charged by the surety company for the Bond is
usually factored into the bid prices.

2. Current format for compliance with the Affidavit of Bidders
requirement 18 too cumbersome, l.e., requiring witness to affid-
avit, identifying State, City or County of. Format for this
should be simplified, and requirement for witness to the sig-
nature be eliminated. Suggested format would be:

SIGNATURE OF BIDDER TITLE DATE
(Bid must be signed)

The bidding specification would indicate that the person signing
the bid must be authorized to sign bids om behalf of his company.
Additionally, protection in this respect is guaranteed by the

§ Bid and Performance Bond requirements.



GENERAL éURCHASING PROBLEMS AND SPECIFIC SOLUTIONS (continued)

3. The non-collusion affidavit should be eliminated since
collusion is already illegal. It is very difficult for the
Board to enforce compliance.

4. Unincorporated and incorporated bidders' information should
be eliminated as a basis for bid disqualification. This inform-

ation should be asked fqr however.
{

5. Name of the Performance Bond Surety Company should be
eliminated as a basis of bid disqualification.

PROBLEM 2. There 18 no overall control of purchase orders by the Board of Education.

SOLUTION: Purchasing will send out ALL purchase orders issued by the
Newark Board of Education.

SOLUTION: A master file, kept numerically by purchase order number, will
be kept in Purchasing. A copy of all purchase orders issued by the Board

will be on file here.

PROBLEM 3. Different purchase order forms exist for budgetary and Federal compliance.
Similar information appears on them. (Hard to account for all different types of
purchase orders.)

SOLUTION: A new purchase order has been designed to combine all the informa-
tion of four purchase orders currently in existance. This reduces the total
number of purchase orders from six to three.

PROBLEM 4, There is no product standardization used throughout the school system.

SOLUTION: A product standardization committee must be established con-
sisting of:

{ Purchasing Director

Warehouse Supervisor

Business Manager

Deputy Superintendent of Schools.

When particular items are discussed, the appropriate user (director, assis-
tant superintendent or other pertinent party) should be contacted.

PROBLEM 5. There 1is a lack of communication between the Purchasing Division and
the schools and/or departments it services.

SOLUTION: A users manual has been developed to inform the schools (and
other departments) how to fill out a requisition. This includes des-
eribing the proper amount of detall that is required to carry out the
normal purchasing procedures.



GENERAL PURCHASING PROBLEMS AND SPECIFIC SOLUTIONS (continued)

PROBLEM 5. (Cont)

SOLUTION: A mechanism for feedback of the quality of goods and services will be
provided to the schools. This will take the form of a complaint report.

SOLUTION: The Director of Purchasing should have the ability to interact
with the school principals.

PROBLEM 6, There is a large number of open purchase orders.

SOLUTION: For purchase orders over a year old, Purchasing will get a
list from Accounts Payable of purchase order numbers for which no vendor
voucher has been received. Cancellations will be sent out on thHese orders.

SOLUTION: A reorganization of the expediting function will occur. Exped-
iting of receiving reports when the order invoice arrives will reside in
Accounts Payable. Systematic expediting methods will be developed to speed
up vendor compliance with delivery ferms. This will also cut down the time
a purchase order is open.

SOLUTION: The expeditors will also note vendor non-compliance and more
performance bonds will be cashed in.

PROBLEM 7. Buyers are not properly analyzing bids when determining an award.

SOLUTION: Detailed procedures are being written to instruct buyers how
to write up a bid specification.

SOLUTION: Detailed instructions will be written to instruct buyers on how
to use open orders and blanket contracts rather than just the fixed order
contracts they have been using.

SOLUTION: Extensive information was put together to instruct buyers on
how to use the State contracts. This will save the trouble of going out
to bid.

PROBLEM 8. There is little documentation of procedures and tasks for the

Purchasing Division.

SOLUTION: Both a manual for purchasing procedures and for the user are
being written.

PROBLEM 9. There is no formalized training of personnel at all levels.

SOLUTION: During the implementation phase done by the State Task Force,
necessary training will occur. On-going training needs will be documented
for the Purchasing Director.

- 10 -



GENERAL PURCHASING PROBLEMS AND SPECIFIC SOLUTIONS (continued)

PROBLEM 10. Management reports are being prepared but are not used in the
Division of Purchasing.

SOLUTION: The Purchasing Management Reports .re being modified and
the Purchasing Manual describes how to use them.

- 11 -



DETAILED CHANGES FOR EACH
WORK_PROCESSING SYSTEM

ANNUAL ORDER SYSTEM

. Description of current system

.« In November of the school year, each school receives a packet
of annual order forms.

.. The school fills out the quantities of each of close to 4000
items and does a price extensiom.

.. These forms are shipped to purchasing where each item from all
school locations is summed up (15 clerks - 3 weeks).

.. The items are purchased, delivered to the warehouse, and dis-
tributed to each school.

. Major problems

.. The warehouse inventory is not taken prior to ordering for the
next year. -

.. Schools are not sure 1if they have received their orders.

.. Schools are not credited for the items on their order that
are never delivered.

.. Compilation of the annual orders is a massive clerical function.

.. The warehouse has no up-to-date inventory.

.. The schools are not sure how to order when they run out of an item.

+. Schools order supplies on the basis of year old prices.
SOLUTION: All the problems listed above are a result of a cumbersome, un-
controlled system for ordering basic stock supplies. As a result, an entire
new system utilizing a distribution center concept has been designed. This
system will:

.. Provide schools with better service

.. Install control over the Board of Education's supplies' inventory.

.. Result in a net dollar savings of approximately $17,000.00.

-12-
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Description of New System:

The new system is not an annual order system but is a
perpetual inventory system.

The warehouse will maintain a perpetual inventory of commonly
used supplies. Schools will order supplies from the warehouse

on an "as needed" basls, and the warehouse will satisfy those
needs from its "on hand” inventory.

. The warehouse inventory will be maintained at a level sufficient

to meet schools' needs, and shall be replenished by the genera-
tion of requisitions from the warehouse when in-house stock drops
too low.

.. Up to date, accurate records are reguired for each of the 4000

stock items in the warehouse. This should be done by a computer-
ized systen.

A survey of the market for inventory control packages was made.
The system that makes the most sense for the Newark Board of

Education is supplied by the Compudile Corporation of Cherry Hill,
New Jersey. The system provides:

- Up to the minute knowledge of quantities of items on hand,
quantities on order and quantities to be delivered to the
schools.

- Automatic usage accumulation of every item at every school
or other location over the course of a year.

- Automatic identification of items that must be reordered be-
cause of low inventory situationm.

Benefits of the System:

Schools will have flexibility to order what they need when they
need it.

. Schools will know what they are receilving.

Schools will have more flexibility in spending their appropriated
funds.

. Purchasing will no longer be required to perform burdensome

clerical tasks.

There will be Direct Control over the warehouse inventory.

The warehouse workload will be smoothed out enabling a reduction

in staff.

-13-



Cost

Justification.

.. Utilizing a modified version of the Inventory Control System
provided by THE COMPUDIAL CORPORATION, the cost for the system

breaks down as follows:

Total Compudial Service $950./Mo. $11,400./Yr.
Computer Terminal Usage $185./Mo. $ 2,220./Yr.
Telephone Line Cost (Appx) $ 50./Mo. $ 600./Yr.
Paper Cost (Appx.) $ 40./Mo. $ 480./Yr.

TOTAL CHARGE $1,225./Mo. $14,700./Yr.

One Time Charges

Conversion of Current System $ 2,500,
Terminal Installation 100,
Telephone Installation 100.

TOTAL FIRST YEAR COST $17,400.

.. Because of workload smoothing, the warehouse management and the

Task Force has agreed that a reduction of five (5) people in
the warehouse staff is realistic.

5 people @ average salary of $7,000. = $35,000
(Beneflts have not been included)

Labor Reduction $35,000.
lst year cost 17,400.
Net Savings $17,600.

There are other far more significant intangible benefits that an
automated warehouse system will also provide.

... An automated system wili help enable quick cycle payment
to realize purchase discounts. This could result in over
$300,000. savings per year for the Board of Education.

... A smoothed work load will also occur in the Purchasing
Division because of the elimination of annual order compil-

ation. This will result in more efficient operations, elim-

inating a backlog of work that builds during annual order time.

.. By having accurate inventory records, a close tab can be kept

on warehouse losses due to other unusual situations.

- 14 -
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REQUISITION SYSTEM

. Description of current system

Someone in a school or administrative department fills out a
requisition for goods or services.

If the requisition originates in a school it must be sent to the
appropriate assistant superintendent. (Divisional directors may
authorize requisitions.)

The requisition is routed to Accounts Payable and on the basis of
the requisition originators price estimate availability is checked.

The requisition is passed to Purchasing where, depending on the
dollar value, the item is bid, a contract is awarded, and a pur-
chase order typed.

When the Board approves, Accounts Payable encumbers funds and the
purchase order 1s released.

When the goods or services are delivered, the receilver sends back
a copy of the recelving document and Accounts Payable will pay
the bill.

. Problems of the Current System

Reﬁuisition processing gets delayed during approval stage.

No formalized procedures have been established if the purchase
order dollar amount is greater than the requisition estimate.

Proof of receipt documentation 1s delayed at the receiving end.

Specifications are transmitted from the buyer to the clerical staff
on a blank plece of paper. ’

SOLUTION: The basic flow of the current requisition system is
being retained. Certain changes should be made however. These
changes will add control to the requisitioning system, as well as
speed up the actual process.

. System Changes and Benefits of the Change.

A set of criteria has been established for approving the #447
Requisitions eminating from schools and departments.

-All requisitions will go from the school or other source to
the Budget Office.

~If the item 1is specifically identified in the budget, the
Budget Amalyst will check and approve the requisition. The
requisition will be forwarded to the Purchasing Department.



~If the item was not budgeted specifically by the school and

.it is less than or equal to $200., the budget analyst
will make the determination as to acceptance or rejection;

.1t is greater than $200. and less than $2500., the
assistant superintendent must be contacted and sign off the
requisition;

.it is greater than $2500., and less than $25,000., the
deputy superintendent must be contacted for approval;

.it is greater than $25,000., the superintendent must be
contacted for approval.

There are two major benefits of this change.
.. Budget Office will control anmnual expenditures.

.. Higher administrators will only be asked to see those more signifi-
cant dollar requisitions. This should cut down their volume of work
and allow them more time for individual requisition evaluation.

-If the requisition is for off~list textbooks, the Business Office
(Purchasing Director or Business Manager) must sign off for
approval.

-The benefit of this change 1s to assure that off-list textbook
purchases are only used to fill in existing sets.

A decision rule has been designed in order to control the differences in the
estimated requisition dollar amount and the actual purchase order amount.

«o RULE: Budget will be contacted if amount on purchase order is
25% or more greater than requisition estimate, up to $700. Budget
will always be contacted when purchase order amount is $700. or
more over requisition estimate.

.. If the amount is exceeded, Purchasing will call up Budget and wait
for a specific go or no-go answer.

~The benefit of this change is to avoid an account going into

the red by checking the actual dollars to be spent before they
are spent. '

Expeditor functions have been documented. The Ffunction will be transferred
to Accounts Payable to speed the payment cycle.

A form has been designed to tramsmit information from buyers to the clerical

staff. This will make typing easier because a standard format will be
followed.

-16—



As a requisition comes into the registrar, it will be logged in a master
ledger. This ledger will show all the requisition activity in the

Division. The ledger will be updated after each functional section completes
work on the requisitiom.

There are two major benefits of this change.

.. This ledger will serve as a control for all incoming work to
Purchasing and all information will be kept in ome place.

.. The ledger will also indicate when purchase orders are out of
the department and where they are at all times.

17 -
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CONFIRMING ORDER SYSTEM (BIDDABLE)

. Description of the current system - At the present time Purchasing only
gets involved in processing a purchase order after the goods or services
have been delivered.

. Problem with current system - Confirming orders are being misused and
are not under control.

SOLUTION: A confirming order procedure has been set up to assure
that Purchasing is aware of every purchase made or every order
placed.

.. Additionally, any member of the Board of Education that
issues an order without contacting the Purchasing Division
will be held legally responsible for that purchase.

. The benefit of this change 1s to control purchase orders being issued by
the Newark Board of Education. By the procedural change of submitting a
completed requisition after the work has been completed, long delays in
payment will be avoided.

CONFIRMING ORDERS (NON-BIDDABLE) SYSTEM

. There is no reason for a purchase order to be issued for payment of a
utility bill (including telephone, gas, electric, oil, etc.).

. Similarly there is no reason for issuing a purchase order to reimburse
an employee for personal expenses.

. In order to speed up che time it takes for such payment, a new document
will be created. This will be called a "Payment Voucher'" and will never
come into cnntact with the Purchasing Division. These items will be
submitted directly to Accounts Payable, after appropriate approvals
have been made. (The level of approval depends upon the dollars involved.)

TEXTBOOK SYSTEM
. Current system - the normal work flow for processing textbooks is efficient.
. Problems of current system - the major problem is that deadlines for
generating the approved book list and having the schools submit their

orders to Data Processing are not being met.

SOLUTION: A strict timetable must be established and followed by all
parties. (A suggested timetable does appear in the Purchasing Manual.

- 18~



.Other system changes:
.. An approved list of books should be generated by the Library and

Title I. This would enable Data Processing to handle preparation
of the purchase orders and Purchasing would not have to type them.

.. Purchasing will try to establish term contracts with publishers
in order to know prices and get better service.

CAFETERIA SYSTEM

. Current System - the normal work flow for purchasing food is efficient.
No major changes are recommended.

. Purchasing is urged to use as many term contracts as possible.

- 19 -
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NEW ORGANIZATION



e
SUPERINTEN-
DENT OF PURCHASING DIVISION
SCHOOLS CURRENT ORGANIZATION
TOTAL PURCHASING DIVISION EMPLOYEES - 54 T
16 PEOPLE REPORT TO THE DIRECTOR BUSINESS
MANAGER
| s
DIRECTOR OF
PURCHASING f————
DIVISION 32
' - SECRETARIAL
STAFF
. 4 i 4 l a ] i | Y
[ V]
o SENIOR PRINCIPAL PRINCIPAL ADMINISTRA- WAREHOUSE
' BUYER ! BUYER —{ EXPEDITER |——1 CLERK ——f CLERK - TIVE CLERK SUPERVISOR
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BUYER *Includes R & M transferee
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NEW ORGANIZATION - PURCHASING/WAREHOUSING

TOTAL PURCHASING DIVISION EMPLOYEES 26
TOTAL WAREHOUSE EMPLOYEES 15
TOTAL EMPLOYEES 41
TRANSFERRED EXPEDITERS TO
ACCOUNTS PAYABLE 5 !
GRAND TOTAL 46 BUSINESS
MANAGER
NET REDUCTION OF 8 EMPLOYEES
1l [y
DIRECTOR OF
PURCHASING [~ N
SECRETARY
9
WAREHOUSE
4 SUPERVISOR
1 'Y [
COMMODITY COMMODITY COMMODITY TERM CLERICAL
BUYER BUYER BUYER ___| CoNTRACT POOL
ADMIN. SUPERVISOR
14
4 1 | 4 a 3 ASST.SUPV. (1
. FORK LIFT
ASSISTANT ASSISTANT ASSISTANT SENIOR TERM RECORD op. 1
BUYER BUYER BUYER CONTRACT CONTROL STK.HNDLR. (5
SPECIALIST STK.CLERK (2
MIL INV CLK(1
4 2 LABORERS (2
' SR CLK.TYP.él
EMERGENCY MATL Ise cix. (1
EQUIPMENT OPERATIONS
SERVICE CLERK
e 9
TYPING

POOL
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BENEFiTS OF CHANGES

CHANGE :

CHANGE :

CHANGE :

CHANGE :

CHANGE :

The Purchasing Division will be divided into two separate entities,
Purchasing Services and Warehouse Operations.

BENEFIT: The separation of warehousing and purchasing will
establish greater control by separating the order-
ing of goods from control of the goods themselves.

The function of expediter will move to the Accounts Payable group,
along with five expediters that currently reside in Purchasing.

BENEFIT: The major portion of expediting occurs whea vouchers
are recelved from vendors, but no recelving report
has been sent in by the school. This will be quite
apparent when the same clerk is handling both the
receiving report and the voucher.

BENEFIT: This change will also save operating tine, since the
receiving reports will go directly to the expediters
in Accounts Payable. They do not have to be held up
in Purchasing. This will decrease the time it takes
to process a payment.

A new title has been created called "Term Contract Administrator'.

BENEFIT: The creation of this position will make someone
responsible for creating and maintaining term
contracts for commodities and services. This should
increase the use of term contracts fourfold and re-
sult in more efficient Purchasing operations and
cheaper prices for the Newark Board of Education.

Establishment of a clear middle management level in the Purchasing
Division.

BENEFIT: Currently 16 people report to the Director. The
Director is acting like a supervisor, not an adminis-
trator. By bringing 1n a middle level, the Director
will be able to administer the department without the
day-to~day operational involvement.

A reduction in manpower of 4 people in the Purchasing Division is
recommended.

BENEFIT: The work of the four people in question must always be
checked by another member of the staff. Therefore, no
real processing skill is being lost.

2 Buyers
2 Clerks

- 22 -



BENEFITS OF CHANGES (continued)

CHANGE: A reduction of five people in the warehouse staff is recommended.

BENEFIT: Based on 1974~75 average warehouse salaries, a cost
savings of approximately $35,000. will be realized.

BENEFIT: Given the work load smoothing resulting from the new
stock supply ordering system, the Task Force, in con-
junction with the Supervisor of Warehouse Operations

have agreed that a labor reduction of five employees
would not cut down the warehouse's level of service.

- 23 -
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RECOMMENDED SALARY LEVELS

CURRENT POSITION DESCRIPTIONS

T LOW POINT |MID POINT ‘HIGH POINT]]PROPOSED POSITION DFSCRIPTIONS

LOW POINT ‘MID POINT HICH POINT
i

Director 14,875 17,249 19,623 Director 18,000 20,500 23,000
‘ Term Contract Administrator 14,875 17,249 19,623

Senior Buyer 11,700 12,050 ' 12,400 +Sr Term Contract Specialist 12,000 13,000 14,000

Buyer 8,159 9,260 10,360 !‘Commodity Buyer ' 9,000. 10,000 11,000

Buyer i 8,159 9,260 , 10,360 Commodity Buyer 9,000 10,000 11,000

Buyer 8,159 9,260 10,360 | !Commodaty Buyer 9,000 10,000 11,000

Buyer 8,159 1 9,260 10,360 Assistant Buyer 7,000 8,150 9,300

Buyer 8,15¢ | 9,260 10,360

Buyer 8,159 | 9,260 10,360 | }

Principal Clerk 6,967 ‘7,890 8,813 i{Assistant Buyer 7,000 8,150 9,300

Clerk Typist 5,179 {5,918 i 6,656 | assastant Buyer 7,000 8,150 9,300

Principal Clerk 6,967. ' 7,890 8,813 : Emergency Equipment Service Clerk 6,967 7,890 8,813

Senior Clerk . 5,944 6,867 7,790

Stock Clerk t 6,181 ' 7,104 8,027 !

SUB TOTAL (Staff of 13) 106,767 120,525 (134,282 | SUB TOYAL (Staff of 10) 99,842 113,089 126,336

Balance of Purchasing Staff (21) 124,104 141,619 1159,133 ixBalance of Purchasing Staff (16) 91,041 104,547 118,052
3 5 Expediters to Accounts Payable 33,063 ! 37,072 41,081

TOTAL (A) (Purchasing) X4 230,871 262,144 293,415  TTOTAL (A) 223,946 254,693 285,469

Stock Handler 6,086 | 7,009 | 7,932 1

Stock Handler 6,086 7,009 7,932 !

Stock Handler 6,086 7,009 7,932 !

Laborer : 6,350 7,141 7,932,

Stock Clerk | 68 7,104 8,027 .

SUB_TOTAL (Staff of 5) 30,789 35,272 39,755 '

Balance of Warehouse Staff (15) 17300,799 115,858 130,916 ! Warehouse Staff (15) 100,799 115,858 130,916

TOTAL (B) (Warehouse) 1 131,588 155,025 170,671 | TOTAL (B) (Warchouse) 100,799 115,858 130,916

GRAND TOTAL (A) & (B) Total Personnel-54 17362,459 413,274 464,086 GRAND TOTAL (A) & (B) Total Persomnel-46 324,745 370,565 416,385

CURRENT ORCANIZATION 362,459 |413,273 464,086

PROPOSED ORGANIZATION 324,745 |370,565  1416,385

#NET SALARY REDUCTION 37,714 42,708 47,701

WAREHOUSE SYSTEM 17,400 17,400 17,400

NET SAVINGS 20,314 25,308 30,301

*Benefits not included
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COMPARATIVE PROBLEM MATRIX
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GENERAL PURCHASING DIVISION PROBLEMS % E 9
<
B 15 |2
1. Purchasing experiences a low rate of vendor participation when soliciting bids.
-Many bid specification lists are too broad, the commodity categories are not well
defined, and vendors are asked to bid on items they do not sell X |X |X
-Vendors are reluctant to deal with the Board of Education because of the slow
payment rate. X X X
-The Board of Education places many restrictions on vendors submitting bids to
Purchasing X
2. There is no overall control of purchase orders issued by the Board of Education.
-Purchasing is not the only place that generates a purchase order. X X
-Both the Purchasing Division and the Office of the Secretary perform actual
purchasing functions. XX | X
3. Different purchase order forms exist for budgetary and Federal compliance.
-All purchase order forms have a similar format and require similar information. X X
4. There is no product standardization used throughout the school system, (i.e., from
pencils to door knobs). - X |{X |X
5. There is a lack of communication between the Purchasing Division and the schools/
departments that it services.
~There is a need for the department requesting purchase of an item to be more
specific. X{X | X




_92_

8
[
g8 |, [&
£ 18 |E
[ [l [33]
= = 19
g 2 |
= 8|2
2 2
GENERAL PURCHASING DIVISION PROBLEMS g E M
(continued) < |lw
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(5.continued)
-There is no mechanism for the receiving locations to report the quality
of the merchandise delivered or services rendered at the school. X X | X
~There is no effective procedure for Purchasing to be notified and follow
up on damaged goods. X }|X {X
-On orders where several schools receive deliveries triggered by a single
purchase order, each school 1s not provided with copies of the receiving
report. (These are the documents forwarded to Accounts Payable to con-—
firm delivery.) X X
6. There is a large number of open orders resulting from:
~Failure of Purchasing to maintain an effective expediting function X | X
~School principals fail to return receiving reports X |X | X
-Vendors do not ship on due date and follow up on placed orders X | X
-Depository clerks fail to return receiving reports X |X
7. Buyers are not properly analvzing bids when determining an award.
-Purchase discounts have never been asked for or considered when analyzing a bid. X |X |X
~When buyers solicit bids, they do not always follow up when a response 1s not
recelved X

~There are no clear cut guidelines for determining bid opening dates on
quotation items
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GENERAL PURCHASING DIVISION PROBLEMS E‘ﬁ -]
(continued) O |»w e
7. (Continued)
-Buyers do not have easy access to historical records of price, quantity,
and purchase terms. X DNI
-There is no formal procedure for product testing and technical evaluations. X X
-Buyers are responsible for too much clerical work. X DNI
8. There is little documentation of procedures and tasks for the Purchasing Division. X | X X
9. There is no formalized training of personnel at all levels. X X X
10. There is a lack of management reports that track productivity and identify problems. X DNI

DNI = Did not Identify
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-Order forms are distributed in October for return in November. They have not
been sent to Data Processing until April.
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DETAILED SYSTEM PROBLEMS - ANNUAL ORDER SYSTEM g ﬁ 2
[ >
1. Annual orders are made up by the scheol prior to the school knowing its budget allocation. X
2. Inventory is not always scheduled and taken prior ta formulating needed quantities for
the annual orders. B X
3. Schools report they do not always recelve the quantities ordered and do not get credited
for unreceived merchandise X
4. The schools do not submit a compiled annual order. X
5. There is confusion on the procedures to follow for utilizing the Depository Release System. X
6. The warehouse operation 1s in a disorganized state.
-Too small N X X |DNI
-Obsolete stock X X
~Flooding after rain. X |DNL
-No written procedures and/or instructions X |X
REQUISITION AND CONFIRMING ORDER SYSTEMS
1. The paper flow of requisition processing is slow, especially for a confirming order. X {X |IX
2. Confirming orders are uncontrolled and misused. X
TEXTBOOK SYSTEM
1. The deadlines for submitting annual textbook orders are not adhered to. X
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CHAPTER 10

DATA PROCESSING TASK FORCE

FINAL RECOMMENDATIONS




NEWARK BOARD OF EDUCATION

DATA PROCESSING TASK FORCE

FINAL REPORT - PART I

JULY 15, 1975




This report is the first of two reports delineating the findings and
recommendations of the State Task Force, Data Processing Task Group. Over

, twelve,persons representing in excess of two-man years of effort were in-
volved in the development of this report, excluding participation of Board
personnel.

This report encompasses the following topics:
- Overview of Data Processing
-~ Definition of key problems and insights
- Organization and Staffing
— Evaluation of existing Application Systems
- Evaluation of hardware
- Standards and Procedures
- Accountability for Data Processing costs
- Planning and Management
The second report, to be issued within two weeks, consists of a Systems

Plan encompassing the activities of the Data Processing Department over the
next three years. Included in the plan are:

A budget for the next three years

Short-term fixes to existing systems

- New application development - costs, priorities and schedules

Schedule defining changes in hardware and personnel needed
in the future to meet growth needs.
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1. GENERAL INTRODUCTION AND PHILOSOPHY !

- What is Data Processing
. Computers and associated equipment - Hardware
.. Disks to store data
.. Tapes to store data
.. Card readers for entry of data to the computer
.. Printers to generate reports

.. Keypunch units to convert human-readable data
to machine~readable data

. Programs (instructions to the computer) - Software

.. A set of programs with a singular function is an
Application. (For example, the Accounting Application
consists of over 20 programs.) Programs developed
commercially and for general use are termed Packaged
Application or Package. Note that Packages must
usually be modified to meet the distinct requirements
of the purchaser.

.. The combination of equipment and grouped programs is
referred to as a System.

. People

.. Those dealing with the actual equipment ("running" the
computer) are Operators

.- People who design a system are Systems Analysts

.. Programmers write the instructions for the computer

- How 1s a ''System" developed?

. The most efficient and cost-effective manner of solving the problem
must be determined after an initial survey of the situation (or
Feasibility Study).

.. Normally referred to as a Cost/Benefit Analysis

.. The analysis considers manual tasks, automated tasks, the
cost of developing the system (writing the programs, testing,
documentation, training), the equipment needed to support
the application and the on-going costs of the system after
its development.



. Cost can be broken into two components - development cost
and on-going cost.

... Development costs are:

1. Systems analysis to define the requirements of
the user.

2, Systems analysis to specify the functions of each
program to be written.

3. Programming
4, Testing
5. Documentation
6. Training
7. Computer time to test the application
NOTE: This aspect of costing is often overlooked:
... On-going costs are:

1. Computer time and associated equipment to run the
application (including keypunching).

2. Systems analysis and/or programming to modify the
application on a continuing basis.

3. Materials and supplies

4. Clerical support (such as a Data Control group
to verify integrity of the input data and the
output reports).

5. Materials and forms.

.. Benefits generally consist of tangible and intangible
components.

... Tangible benefits:
1. Reduction of clerical support in user departments.
2., Elimination or reduction of extra equipment.

3. Time savings which can be directly linked to
dollar savings.



... Intangible benefits:

1. Better and more readily available information for
use in decision-making.

2. Improved levels of control.

3. Improved levels of service.
Benefits can be visualized as a hierarchy, with cost reduc-
tion as the easiest to achieve but lower in value, with

control and management improvement as more difficult to
achieve, but of greater ultimate benefit.

. A consensus of the need for computerization and a priority established
for its development must be reached by all interested and affected

parties

The involved user(s)
Data Processing, which must allocate 1ts resources

Other user groups which may have to delay their plans for
new systems

The Board or its designees who have to absorb the cost.

. If computerization 1s the answer, as determined by the Feasibility
Study, user needs and requirements must be defined - by a Systems
Analyst and by the user.

. The developmental phase consilsts of:

.. Specifications for the programs to be written.

.. Actual program development.

.. Testing.

.. Documentation.

. The implementation of a system consists of:

.. User training.

.. On~going Monitoring.

Evaluation.

.. Procedures

. The post~implementation phase provides necessary feedback of
information to users and Data Processing, and should be used:



. to validate the Implemented system design for continual

use, or

to return the system for further development, or

. to initiate feasibility studies for alternate systems.

~ In order for Data Processing to be effective, all components must work
together harmoniously

. Data Processing management must plan the synthesis of people,
hardware and software.

This plan is normally referred'to as a Systems Plan and it
encompasses: '

.+ Current applications and the equipment and personnel

needed to support them.

t

.., Planned future applications

... Priorities for development
«+. Time-phased implementation plan
... Cost/Benefit analyses

.+. Equipment additions or deletions based on the
implementation of the applications

... Staff levels needed to develop the applications
and support them

Costing - current and future

NOTE: The Systems Plan should, at a minimum, address all

activities over a maaningful time-frame as established
by Board policy (at least two years).

. Board management must insure that Data Processing is properly address-
ing the policies, objectives and needs of the Board;

. Approval of the Systems Plan must tie into the budgetary

process to Insure proper evaluation.

The approved system plan is the yardstick against which the
Board evaluates the performance of Data Processing, a process
esgential for the Board to control this activity.

Monitoring of the Data Processing function during the year
must rest with a group designated by the Board who will con-
stantly evaluate that function.

This group is normally known as a Steering Committee. They
also serve as a vehicle for users to express the degree of
satisfaction with the quality of service provided.

-4 -



. Computer systems must be easily maintained or modified

.. Systems design and programming standards relate to the
format and content of the specifications and programs.

.. Specific documentation for each prograﬁ and system must
be maintained.

. The computer must be property scheduled

.. Each application requires different usage of the computer
and its assoclated peripherals.

.. Manual efforts related to "running" the computer can be
minimized.

. As a maintenance device for the Board's accounting records,
security and back-up procedures must apply to data files and
the computer room.

N\



II. DATA PROCESSING AT THE BOARD OF EDUCATION

-Data Processing is a supplier of service to various groups within the
Board of Education

. Financial records are maintained

. .Accounting
..Payroll

. Data is manipulated to provide certailn results
. .Accounts Payable Checks
..Payroll Checks
..School Schedules
..School Grades
. .Textbook Orders
. The computer is utilized as an instructional tool

. .Computer-Assisted Instruction

-Traditionally treated as an entity within itself, Data Processing has
never been held responsible for the levels of service provided.

. Cost-effectiveness of each application

..Would it be better to perform the function manually, or
should it in fact be automated?

..0n an on-going basis, how much is it costing the Board
relative to the level of service provided?

. .Are development costs consistent with the expected value
of the application?

. Accuracy, adequacy and timeliness of information
..Afe applications designed to properly provide audit trails?

..Can all computerized information be wverified as to its
integrity?

..Are the applications complete in themselves, or do inor-
dinate manual efforts have to be expended to support and
supplement the automated functions?

..Is the timing of the systematic output so poor that any
expected benefits are in fact negated by time delays?
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. Scope of services offered
..Are the right functions automated?

..Given limited resources, is the Data Processing organ-
ization addressing itself to the areas where maximum
benefits can be derived from automation?

-A new approach to controlling Data Processing must be considered and
adopted by the Board of Education

. Data Processing must be held accountable for every facet of its
operation

.. Information related to actual costs of each and every
application must be made readily available

..A user and top-level management group must be designated
by the Board to:

; (1) Prioritize new development activities

(2) Moniéor those activities, with special regard
to implementation due dates and costs

(3) Evaluate the usefullness of applications and respond
to user needs and excessive levels of dissatisfaction

(4) Insure that adequate planning and appropriate cost/
benefit analyses are performed prior to formal
recommendations of hardware acquisition, staff growth,
or systems development

. A firm foundation for operational efficiency and competence must
be built before longer-range needs of the Board can be met

..Development of an organizational structure consistent with
that objective and able to respond to the needs of user groups

..No new systems development activitiles until the applications
related to fiscal accountability are vastly improved

..Development of a staff adequately trained in proper standards,
policies and procedures.

P ..An organization and salary structure which will attract top
people and serve to develop their capabilities.



S B ST At S St N G B S R AL N A B W R

-

- In summary of the problems defined above, several key insights are
gained describing many of the problems which the Board has incurred
in the past.

. People problems cannot be solved by technical solutions. A
new system will not alleviate poor management, inefficient
processes, and poor performance of staff. It can and should,
however, enhance good management and efficient processing.

. The complexity and sophistication of the systems cannot exceed
the capability and technical skills of the personnel who main-
tain and operate the systems. Otherwise, the system will go

out of control.

These insights and problems are explored in greater detail in the following
sections.



I1I. THE ORGANIZATION

A. Deficiencies

SYMPTOM

~Low morale

~Low productivity

-High user dissatisfaction

-No quality control and
grossly inefficient
operations

-Managerial vacancy unfilled
for nearly one year

CAUSE
-Unclear reporting relationships
.More than one "boss"
.No formal project structure

.Interference from sources not
within chain of command

.Limited growth potential
-Unclear reporting relationships
-Lack of management depth and talent

.Little supervision

.Low 8kill levels at responsible
titles

.Insufficient number of managers
-Low programmer and analyst skill levels

-No effective systems analysis to
define needs and requirements

.Systems analysts do not perform
analysis functions

.No user interface mechanism

.Disregard for instructional systems
in favor of business applications

-No formal position with commensurate
responsibility for ensuring adequacy of
documentation, standards and procedures

~Salary structure inadequate to attract
or retain competent individuals



B. Existing Structure (Formal)

- TN =

TOTAL = 37 PEOPLE

DIRECTOR Long
ASSISTANT
DIRECTOR Andrews
PROGRAMMING SYSTEMS OPERATIONS
MANAGER Vivona MANAGER (Vacant) MANAGER Garnes
ﬂ
SENIOR Library
PROGRAMMERS Farah ANALYST Minor Data Control
DeLuca Data Entry
Operations
PROGRAMMER Parker ANALYSTS Johnson
TRAINEES Anderson Rimmer
Bland Lee(Systems Programmer)
Cloros R



ASST,DIRECTOR
DATA PROCESSING
(Edw.Andrews)

B.

Existing Structure (Informal)

DATA PROCESSING

DIRECTOR OF I

(Ralph Long)

4

\ S

PROGRAMMING SR.SYSTEMS | |SYSTEMS SYSTEMS ! PROGRAMMERS | OFERATIONS
MANAGER ANALYST E ANALYST IANALYST (Alan Bland . MANAGER
(Catherine (Fred Minor) (Joe Johnson) |(George Lee) Seanie Parker (Julius Garnes\\\
Yivona) 44§ t Betty Anderson)}
] 3 [T —
\ R SR . COMP
SR.PROGRAMMERS SYSTEMS \ OPER.
(Mary Farah ANALYST ‘ I FRANK
Mike DelLucca) (Al Rimmer) l DE
j ) FRANCO
KP SUPER_ SR. COMP. SR. DATA SR.TAPE
VISOR OPERATOR ONTROL CLKS{ [LIBRARIAN
(Betty Alons¢) (Wm, Scott) (Erleen Blang |{(Vincent
T y ] Diane LaRoss Devine)
‘ ———————————— B an - om o o
K.P. | | COMPUTER DATA CONTROL | {TAPE
OPERATORS i ‘OPERATORS ICLERKS LIBRARIAN
¢ andra
Kocian)
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Objectives of Reorganization

~Improve service levels to users
-Formalize reporting structure

-Improve communications and morale within
Data Processing

-Improve operating efficiencies, productivity and skill levels

Methodology for Accomplishment

-Segregate business and instructional systems developmental
activities to provide balanced levels of support to user.

~Institute position responsible for user documentation,
training, and liaison activitiles to effect better responsiv-
ness to user needs.

~Institute position responsible for quality control and
adherence to standards and procedures to achieve greater
efficiencies of operation.

-Formalize reporting structure for projects to encourage
productivity, personal growth and morale.

-Raise the salary and entry skill levels for selected
managerial and technical positions in order to attract
competent individuals.

~Transfer selected existing managerial and supervisory
personnel to positions of less responsibility.

-Hire experienced, capable professionals to carry out objectives.
-Consistent with the Systems Plan (to be presented at a later
date), an initial structure encompassing the next two years and

a second, longer-range structure addressing a more mature
organization, is attached.



PROFOSED DATA PROCESSING ORGANIZATION

INITIAL STRUCTURE

DIRECTOR
OF DATA
PROCESSING

MANAGER MANAGER
BUSINESS INSTRUC-
SYSTEMS \ A TIONAL
\ /1sYSTEMS
/
| \ , |
PROJECT \| USER TRAIN{/ |PROJECT
LEADER/ ING & DOCUA LEADER/
SR.SYSTEMS MENTATION SR.SYSTEMS
| ANALYST SPECIALIST ANALYST
SYSTEMS SYSTEMS
| ANALYST _ _ ANALYST _ _
PROGRAMMER/ PROGRAMMER/
ANATY?T ANALYST
B
PROGRAMMER| ’PROGRAMMER
PROGRAMMER' [

NOTE: Each project consists of Project Leader/
Sr. System Analyst, Systems Analyst (s),
Programmer(s), and Programmer Trainee(s)
selected from pool, (Trainees formally report
to Manager Business Svstens, but will be
employed on Instructional »rojects).

ADMINIS-
TRATIVE
ASSISTANT
bt enemamareame)
SYSTEMS & MANAGER
SOFTWARE OPERATIONS
SPECIALIST
SR. SR. DATA KEY PUNCH TAPE
COMPUTER CONTROL SUPERVISOR LIBRARIAN
OPERATOR CLERK
COMPUTER DATA KEY PUNCH
OPERATOR CONTROL OPERATOR
CLERK
- 13 =
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SUMMARY OF FUNCTIONS

DIRECTOR
OF

DATA
PROCESSING

Long-Short Range Planning
Admainistration and
Development of Staff
Coordination for all
Departmental Activities
Account For and Report On
Departmental Activities to
Top Board Management and
Steering Cocmmittee

|

MANAGER OF
BUSINESS
SYSTEMS

—_——

MANAGER OF
INSTRUCTIONAL
SYSTEMS

Feasibility Study

Bystem Design & Development
Documentation
Implementation

Evaluation

Maintenance

SYSTEMS AND
SOFTWARE
|sPECIALIST

Hardware-Software
Planning, Schedulaing,
& Installation
Training Coordination

Quality Control
Documentation
Systems Maintenance

{ MANAGER
OPERATIONS

Direction & Control

Operational Act:ivities
Development & Supervision
of Operating Schedules

Procedures
Data Control & Entry
Equipment Utilization

- 14 -
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PROPOSED SALARY STRUCTURE
(Based on Adopted $115, Million Budget

PRESENT BUDGETED PROPOSED
TITLE POSITIONS *%* POSITIONS PRESENT PRESENT POSITIONS PROPOSED PROPOSED
1974-75 1975-76 MINIMUM MAXIMUM 1975-76 MINIMUM MAXIMUM
Director of Data Processing 1 15,614. 21,152. 1 25,000 29,000.
Administrative Assistant NEW - - - 1 8,000. 10,000
Manager-Business Systems NEW - - - 1 21,000. 25,000.
Manager-Instructional Systems NEW - - - 1 21,000 25,000.
Assistant Director D.P. 1 1 15,719. 19,412. ELIMINATE - -
Project Leader NEW - - - 3 18,000. 21,000.
Senior Systems Analyst 1 2 11,921 14,875. ELIMINATE - -
Manager - Systems - 1 12,871 16,563. ELIMINATE - -
Manager - Programming 1 1 12,871 16,563. ELIMINATE - -
Systems Analyst 3 3 9,362. 11,500. 3 15,000. 18,000.
Programmer/Analyst NEW - - - 3 12,000. 15,000.
Senior Programmer 2 2 11,710. 14,000. ELIMINATE - -
Programmer 4 4 9,362, 11,300. 3 10,000. 13,000.
Programmer Trainee NEW - - - 3 9,000. 10,000.
Systems Software Specialist NEW - - - 1 15,000. 18,000.
User Documentation and
Training Specialist NEW - - - 1 15,000. 18,000.
Manager - Operations 1 1 12,343. 16,036. 1 15,000. 19,000.
Senior Computer Operator NEW - - - 2 12,000. 15,000.
Computer Operator 3 5 8,202. 10,400. 5 7,000. 11,000.
Senior Console Operator 2 2 9,335. 11,400. ELIMINATE - -
Console Operator 4 2 7,463, 9,679. ELIMINATE - -
Senior Data Control Clerk 2 2 8,835. 10,900. 2 9,000. 12,000
Data Control Clerk 1 2 7,252. 9,784. 2 8,000. 10,000.
Keypunch Supervisor 1 1 6,619. 8,729. 1 9,000. 11,000.
Keypunch Operator 5 4 5,564, 7,674, 4 6,000. 8,000.
Senior Tape Librarian 1 1 8,835. 10,900. 2 8,500. 11,000.
Tape Librarian 1 1 8,202. 10,400. - 6,000. 8,500
Clerk-Stenographer 1 _1* 5,474, 6,952, 1 5,474. 6,952,
35 37 41
ACTUAL 1974-1975 Salaries $366,098.
BUDGET 1975-~1976 Salaries $454,254.
PROPOSED 1975-1976 Salaries $496 ,452 . %%
NET INCREASE over Budget $42,198.

* - Title changed to Secretarial Assistant

** - Assumes mean step betweer minimum and maximum €or existing titles; entry step for new titles
*®% - 1974-75 budgeted positions: 5g.

- 15 - (revised 7/14/75)
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S S U TS e SO SR B S
SUMMARY OF BUDGETED VS. FILLED POSITIONS
1974-1975
1974-75 1974-75
BUDGETED POSITIONS BUDGETED POSITIONS
FILLED

Director of Data Processing 1 1
Assistant Director 1 1
Manager, Data Processing, Programming 1 1
Senior Programmer 4 2
Programmer 8 4
Manager, Data Processing Systems 1 -
Senior Systems Analyst 5 1
Systems Analyst 8 3
Manager, Data Processing Operations 1 1
Senior Console Operator 3 2
Senior Data Control Clerk 2 2
Senior Tape Librarian 1 1
Tape Librarian 2 1
Computer Operator 6 3
Console Operator 3 4
Data Control Clerk 3 1
Keypunch Supervisor 1 1
Keypunch Operator 5 5
Principal Clerk Stenographer 1 1
Office Appliance Operator 1 -

TOTAL 58 35

. - 15a -



Initial Structure

-Assistant Director of Data Processing is deleted from Table
of Organization.

~Programming Manager and Systems Manager positions are replaced
by combined systems development/programming functions.

.Managers of Business and Instructional Systems perform
systems analysis and programming activities through
each project team.

.The project team consists of analysts, programmer/analysts
and programmers.

.Separate project teams are selected for each unique system.

-User Training and Documentation Specidlist reports directly to
Director, but is on a level equivalent to Project Leader.

~Systems and Software Specialist reports directly to Director,
but is on a level equivalent to Project Leader.

~Selected personnel are shifted to titles commensurate with
their skills and abilities.

~Selected titles are recruited from outside the Board.

_16...



BENEFITS OF REVISED SALARY STRUCTURE
AND STAFFING LEVELS

~ Salary structure for managerial, supervisory and technical personnel
more closely reflects industry averages; Board will be able to attract
and retain competent personnel.

-~ Managerial component expanded from four budgeted positions to six budgeted
positions

. Allows top management to plan and direct over-all efforts rather
than be immersed in day-to-day activities

. Sets up a second level of management directly responsible for
coordinating and leading systems development projects

. Provides for balanced effort between business and instructional
needs

. Greater attention can be devoted to satisfying user needs as well
as generating a higher quality product.

~ Systems development staff increased from ten budgeted positions to eleven
budgeted positions at significantly higher skill levels

. New systems development should proceed more rapidly
. Quality of systems will be improved.

- Computer Operations staff reduced from nine positions to six, due to
reduction of hardware.

-17 -
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Systems Programmer added to organization.

PROPOSED DATA PROCESSING ORGANIZATION DIRECTOR
LONG-RANGE STRUCTURE OF DATA
PROCESSING
ADMINIS-
TRATIVE
ASSISTANT
]
MANAGER MANAGER MANAGER MANAGER
BUSINESS INSTRUC- TECHNICAL OPERATIONS
SYSTEMS TIONAL SUPPORT
SYSTEMS
T
I l [ ]
PROJECT PROJECT USER SYSTEMS
LEADER/ LEADER/ TRAINING & PROGRAMMER 3
SR.SYSTEMS SR.SYSTEMS DOCUMENTA-
ANALYST l ANALYST TION SPEC.
SYSTEMS SYSTEMS
[ ANALYST_ YST
PROGRAMMER/ Sg(‘;é%nsm‘g 7
ANALYST ANALYST
PROGRAMMER; PROGRAMMER SR. SR. DATA KEY TAPE
"""""" COMPUTER CONTROL PUNCH LIBRARIAN
PROGRAMMER | OPERATOR CLERK SUPERVISOR
LIRAINEE |
NOTE- | | I
1. Project organization unchanged from initial structure. gg::gggi gggéROL KEY
2. Systems & Software Specialist elevated to Manager lechnical Support. PUNCH
3, User Training & Documentation Specialist reporting responsibility CLERK OPERATOR
shifted to Manager Lupport. -
4
5

Additional staff to be hired as determined by Systems Plan
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IV. THE STEERING COMMITTEE

PURPOSE : To provide on-going measurement and evaluation of
Data Processing to insure that the services offered
are consistent with the needs of the Board.

RESPONSIBILITIES: A. Evaluation of user requests for new systems
of modifications to existing systems.

B. Monitoring of activities within Data Processing
for purposes of verifying expected completion
dates and costs.

C. Setting of prioritles for application revisions
or development.

MEMBERSHIP s* A. Director of Data Processing

B. One Board member

C. Secretary of the Board

D. Business Manager

E. Assistant Superintendent
in charge of Curriculum

F. Coordinator of School Computer Services
G. Director of Budget

H. Director of Personnel

FREQUENCY ¢ Monthly or as needed

*The composition of the Steering Committee may be
revised in accordance with any changes to the
Board's management structure which may occur
in the future.
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V. STANDARDS AND PROCEDURES

A. Findings:
1. Planning -

- No Systems Plan has ever been developed by the
incumbent Director.

- Standards for development of a Systems Plan do
not exist.

-~ Standards for selection of a project do not exist;
Feasibility studies and Cost/Benefit Analyses have
been performed for only one (1) application (Text
Management) .

2. Project control -

- Manpower allocations to projects had been instituted;
however, little or no monitoring of activities against
due dates had occurred until the Task Force requested
such information on a weekly basis.

- Slippage has become commonplace with no justification
of reasons given.

- No correlation of man-hours or computer time to systems
development.

-~ No estimates of man~hours required to complete a task.

3. Computer Operations -

-~ No standards for turn-over of a new system to Operations.
- No computer scheduling.

~ No procedures for reporting problems.

~ No rules for computer room and library housekezping.

Inadequate back-up procedures.
- No written procedures for data control.

- Inadequate Data Storage Library environmental controls.

4. Systems and Programming -~

~ Scant documentation for existing systems.

~ Current standards not followed.

~ Systems Analysis and Design not addressed in current
standards.

- 20 -
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B. Action taken:

1.

Task Force has written a complete Standards and Procedures
Manual encompassing:

i.

Planning

Documentation

Systems and Programming
Computer Scheduling

Data Storage Library Procedures
Operations Standards

Project Selection

Project Control

User Interfaces

Task Force will train Data Processing staff.

Task Force recommended new envirommental controls for Data
Storage Library.
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VI. FISCAL ACCOUNTABILITY FOR DATA PROCESSING

A, Findings:

- Board does not know the relative costs of processing each
application.

- Data Processing does not know the relative costs of processing
each application.

- New applications development is considered and begun with
little regard to benefits, development costs and on-going
costs after implementation.

~ New equipment is acquired with little regard to current needs
or future growth patterns.

- Data Processing implemented an I.B.M.-supplied program to
account for computer utilization and application costing;
however, that program is grossly deficient in that:

. Dollar costs are not assigned to equipment usage

. The program does not clearly indicate utilization of
the equipment

. The program does not measure efficiency of operations
. Development costs cannot be recorded
. Keypunch, materials and supply costs cannot be recorded.

B. Recommendation:

- The Board should acquire a different commercially available
package to replace I.B.M.'s Job Accounting Program.

=~ Criterla for measurement include:
. Effectiveness (level of service rendered)
«+ Production rerums
.. Development testing
. Operating scheduling
... lead time for producfion reports
. turn around time for inquiry reports

... abnormal terminations

- 22 -



. Efficiency (level of resource utilization)
.. Operator workloads
++. Shift scheduling
... Conflicts/idle time
.. Run efficiencies
... balance of peripheral usage
... leveling of loading peaks and valleys
«+. Multi-program levels achieved
... degree of I/0 contention
. Costing (level of accountability)
.. by application on continuing basis
.. by project in development/maintenance
++ by minor application within user group, for
information or chargeback of the costs of pro-
viding D.P. services of all types
. Planning (level of support required)
. computer/personnel resource utilization

... over/under capacity

... effects on utilization and costing of
possible reconfigurations

«so timing of acquisition

- The State of New Jersey now uses a package offered by Value
Computing Inc.

. Total cost $6,150.

. Specifications for package selection have been developed
by the Task Force and should be used for the bidding process.

. The Task Force recommends the purchase of Value Computing's
package.
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VIiI HARDWARE

The Board of Education currently uses three computers: a 360/40, a 370/135
and a System 7 small computer, intended solely for use with the Time and Attend-
ance System. Our analysis indicates that the Time and Attendance System should be
dropped, which eliminates the need for the System 7. Beyond that, our analysis
indicates that only one computer - either the 360/40 or the 370/135 - is needed
to process the existing workload.

Based on the uncertain future course of Computer-assisted Instruction (CAI),
which may drastically increase its requirements for computer hardware, we reached
two conclusions:

1, All current applications as well as proposed new business-
oriented systems can be accomodated by one computer -
either the 360/40 or the 370/135.

2, If Computer-assisted Instruction expands as proposed, neither
computer is capable of handling the additional workload,
signifying that either computer would be an interim solution,
requiring replacement during 1976.

Based on these factors we recommend the Board retain the 360/40 and return
. the 370/135 to I.B.M. The 360/40 is of lower cost to the Board, and 1is the
computer used to run most existing applications. In addition, 1f a new computer
is required in the future due to CAI, the Board will not have to undergo conver-
sion twice - once from the 360/40 to the 370/135, and again from the 370/135 to
a new machine - a process which is both costly and time-consuming.

A factor related to the acquisition of new hardware by the Board was also
noted during our review. In the past, the Board has acquired new hardware in
anticipation of its' use for a new application, long before the application is
to be implemented. As a result, the Board has incurred substantial rental costs
for equipment which for some time was 1dle or used to only a limited extent for
program testing. This has been true for both the System 7 and the 370/135. 1In
the future, the application should be tested either on existing hardware or time
rented from elsewhere for testing, with new equipment being leased only when the
application is to be implemented. The practice which has been followed in the
past has resulted in the Board's expenditure of approximately $100,000. needlessly
during the past year and one-half.
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--------------- FISCAL YRAR- - - = = - - — = = = = = = — =
INSTALLMENT INSTALLMENT INSTALIMENT INSTALIMENT
MONTHLY ANNUAT, PAYMENT PAYMENT PAYMENT PAYMENT PAYMENT
EQUIPMENT QUANTITY RENTAL RENTAL 1975-1976 1976-1977 1977-1978 1978-1979 1979~-1980
2040 - 360/40 1)
Upgrade G-GF 11,306.49
" GFO-HOO 18,135.39 17,386.77
" HOO-RPQ . 65,856.06 23,967.42 22,473.49 5,525.00
2740/2741 Terminals (16) 18,706.13 17,679.31 13,318.66 12,525.21 6,064.24
2741 Terminals (45) 35,542.25 34,074.93
@711 Line Adapters § (2) 21,587.15 10,566.09
(3705 TCU
3705/2711 Upgrade (1) 8,600.57 3,125.63 2,929.78 482.86
3420 Tape Drive (1) 3,036.69 2,911.33
————— **PURCHASE SUB-TOTAL 182,770.73 82,618.43 40,411.71 37,928.48 12,072.10 355,801.45
029 Card Punch (1) 113.00 1,356.00
083 Sorter (1) 121.00 1,452.00
129 Data Recorder (5) 815.00 9,780.00
1052 Reyboard (L) 64.00 768.00
1231 Optical Reader (1) 499.00 5,988.00
1403 Printers (1- 600
1-110Q) (2) 1,656.00 19,872.00
1416 Print Train (1) 98.C0 1,176.00
2314 Disk Storage 1) 1,500.00 18,000.00
2319 Disk Storage(1-FTP) (2) 1,859.00 22,308.00
2540 Card Unit (2) 1,448.00 17,376.00
2741 Terminal (¢D) 108.50 1,302.00
2821 Control Unit (2) 1,976.00 23,712.00
3420 Tape Drilves (4) 1,560.00 18,720.00
3420 Tape Drive (@3] 474.00 5,688.00
3803 Tape Control (@B 756.00 9,072.00
—===——=--SUB-TOTAL 13,047.50 156,570.00 156,570.00 156,570.00 156,570.00 156,570.00 156,570.00 782,850.00
PROG. PRODUCTS
5736~16346 XM6 APL (¢)) 280.00 3,360.00
5736-06056 E11
(Coursewriter III) 1) 204.00 2,448.00
-==-——=~~SUB-TOTAL 48% .00 5,808.00 5,808.00 5,808.00 5,808.00 5,808.00 5,808.00 29,040
13,531.50 162,378.00
345,148.73 244,996.43 202,789.71 200,306.48 174,450.10 1,167,691.45
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VIII APPLICATIONS

A. Application costing

- As indicated previously, the Board has never been given relative
costs for each of the automated systems,

-~ Although the data necessary to develop these costs has never been
properly gathered by Data Processing, the Task Force allocated
equipment rental and installment fees, personnel, materials and
supplies to each of the systems based on their time and resource
requirements during the period 1974-1975.

Attached 1is a table indicating the annual on-going costs for
supporting each major application.
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EXISTING EQUIPMENT

1974/75 FISCAL YEAR

DATA PROCESSING COSTS BY APPLICATION

EQUIPMENT
HOURS / PER CENT (INCL. TEST PERSONNEL/ OTHER SPECIAL TOTAL/ TOTAL/
MONTH UTILIZED TIME DISTRIBUTION) MONTH M &S ITEMS MONTH YEAR
ACCOUNTING 160 21 7,754 6,396 1,925 16,075 192,900
C.I C S ON-LINE INQUIRY 240 j} 11,636 9,701 2,920 1,155 (CRT rental) 25,412 304,944
PAYROLL 130 49 6,296 5,223 1,572 13,091 157,092
SCHOOL SCHEDULING 15 02 727 609 183 1,519 18,228
GRADE REPORTING 40 05 1,939 1,523 458 500 (Scanner) 4,420 53,040
DISTRIBUTION 5 01 243 305 92 640 7,680
COMPUTER ASSISTED
INSTRUCTION 160 21 7,754 6,396 1,925 11,882 (Term & Lines) 27,957 335,484
OTHER (INCL. TESTING
& MAINTENANCE) 150*
TIME & ATTENDANCE
7,056 7,056 __ 84,672
900 36,349 30,153 9,075 20,593 96,171 1,154,052
*Distributed among all applications on pro-rata basis.
- 27 -

(revised 7/14/75)



DATA PROCESSING COSTS BY APPLICATION

1975/1976 FISCAL YEAR

EQUIPMENT
HOURS / PER CENT (INCL. TEST PERSONNEL/ OTHER SPECIAL TOTAL/ TOTAL/
MONTH UTILIZED TIME DISTRIBUTION) MONTH ITEMS MONTH YEAR
ACCOUNTING 160 31 4,092 13,083 1,962 19,137 229,644
PAYROLL 130 26 3,323 10,625 1,594 15,542 186,504
SCHOOL SCHEDULING 15 03 390 1,250 188 1,828 21,936
GRADE REPORTING 40 08 1,017 3,250 488 499 (Scanner) 5,254 63,048
DISTRIBUTION 5 01 117 375 56 548 6,576
COMPUTER ASSISTED
INSTRUCTION 160 31 4,092 13,083 1,962 15,250 (Term.& Lines) 34,387 412,644
OTHER (INCL. TEST
& MAINTENANCE) 150*% -_ _
660 13,033 41,666 6,250 15,749 76,696 920,352

*Distributed among all applications on pro-rata basis
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B. Payroll/Personnel

- Objectives of a Payroll/Personnel System

. Allow for timely and accurate updating of employee status
data concerning new hires, terminations, salary changes,
transfers, etc.

. Control the input and output to the system to insure only
valid data 1s processed. This includes editing out invalid
data and ensuring that the output of the system conforms to
the input.

. Calculation of pay and deductions.

. Maintenance of historical information regarding pay and status.

. Generation of accurate accounting information and an audit
trail supporting payroll expenses.

. Provide timely information regarding both payroll and personnel
data in accordance with the specific needs of the Board. This
includes such information as seniority by position, civil
service and tenure status, etc.

- The existing system does not meet those objectives

. The combined Payroll, Personnel and Data Processing Task
Forces have identified and are implementing modifications
to that system in order to meet minimum acceptable levels
of control.
-~ The existing system 18 much too costly considering the values received

. The new I.B.M. 370/135 is used solely for Payroll/Personnel
processing

. The on-line inquiry ability (Cathode-Ray Tubes located in
Payroll and Personnel) does not provide all significant and re-
quired information

.. All personnel data is not retrievable

.. Period pay data is not available

.. Only portions of historical data are maintained

- 29 -



- . Total allocated cost for Payroll/Personnel System is
’ $462,000.

.. On-l1line inquiry cost is $305,000.

.. Payroll/Personnel routine processing cost is $157,000.

- The Board and the Task Force have agreed that the need for a new
Payroll/Personnel System exists.

The Systems Plan will address the development of that System.

- Within a shorter time-frame, several changes to the current system
can be accomplished to provide improved operating efficiencies at
cost savings of at least $358,000. per year.

. Replace the on-line inquiry system with microfilm output and
readers \

.. All personnel data related to each employee would

be immediately available
Period pay information would be included

All history pay information (full year-to-date) would
also be included

. Microfilm first year cost: $13,543. (including purchase

of three microfilm readers and all processing)
Annual operating cost: $8,746.

This approach provides flexibility for microfilm
expansion<into other applications

Specifications for microfilm selection will be included
in the Systems Plan

. Eliminate the Time and Attendance System (savings of at least
$110,000. in 1975-1976)

.. Possible increases in levels of control were addressed by

revisions in Payroll procedures and modifications to the
current automated system

«+ A complete Time and Attendance System would cost at least

$250,000. in the first year of operation (including
development cost) |
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.. Anticipated clerical reductions ($193,000. per year)
are totally unsupported, since only 25% of school
payroll support is dedicated to analysis of time sheets
and those efforts would be replaced at least in part
by review of automated reports and subsequent exception
input to the Payroll System.

.. Recovery of lost time (fraud) would require identification
of at least 4,860 man-days (at an average rate of $51.00
per work day) for pay-back.

Given that teacher salaries comprise 85% of the salary
budget, and that teacher vacancies are readily detect-
able, we cannot consider the pay-back realistic.

.. Payroll overtime reduction (stated as $22,000.) is

irrelevant as a result of Task Force activities in
that area.

.. No attention whatsoever has been directed towards:

(1) Union relations (Board Counsel has indicated
that the Teachers' Union will not accept a
badge-reader system)

(2) Systems Conversion (Badge production and main-
tenance, revised user department procedures, and
training has been ignored)

(3) Systems Design (Separately maintained data files
create a problem of integrity of information)

. The Payroll/Personnel System is the only system resident on the
370/135. Given availability of computer time on the 360/40 and
the gross under-utilization of the 370/135, a shift to the
360/40 and elimination of the 370/135 is recommended (allocated
cost savings of $261,000.)
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C. Appropriation Accounting

- Objectives of an Appropriation Accounting System

. Maintain line item budgets detailing the current modified
appropriation and staffing levels (for personnel lines).

. Control the expenditure of funds through the use of an
encumbrance and voucher system and rejecting transactions
which would result in overexpenditure.

. Maintain history of expenditures and available funds on a
timely basis.

. Generate checks to vendors on a timely basis for services
rendered.

. Maintain accounts on a double-entry basis in balance at all
times.

. Generate data required to maintain a general ledger.
. Maintain and track cash and bank account balances.

« Provide information to effect fiscal control and provide
management with the information they require.

. Track and control exception accounts such as outstanding
purchase orders.

. Maintain vendor information including history of past
performance.

- The existing system does not meet those objectives.
. The combined Accounting, Budgeting and Data Processing Task
Forces have identified and are implementing modifications to

that system in order to meet acceptable levels of control.

. The Systems Plan will address replacement of that system.
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D. Instructional Systems

- Superintendent's Task Force report, scheduled for release in
mid-1976, will address Computer-Assisted Instruction

. State Task Force 1is not addressing the content of that
application.

- The Board intends to implement A Programming Language (to be used
by students wishing to learn higher level math concepts as well as
computer programming) as a pilot project, consisting of one terminal
in each of four schools.

. The 360/40 core capacity was increased in anticipation of
APL at a cost of approximately $130,000.; the increase in
capacity has not yet been utilized.

. If APL is implemented on the 360/40, the responsiveness of
CAI will significantly decline in spite of the additional
core capacity. (The decline in CAI's responsiveness was
identified to us by the Director of Data Processing and
the Systems Analyst assigned to that project.)

- Alternatives avallable to the Board consist of:

. Retain the 370/135 and set up APL on that computer. Note
that additional hardware would be necessary.

The incremental cost of this alternative (used to support a
total of only four terminals) is at least $300,000.

. Modify the 360/40 computer system to provide better response
to CAI users at the expense of APL users. No incremental costs.

Use the outside services of an educational or commercial time-
sharing firm specializing in this application.

Incremental cost is $25,000., for fiscal year 1975-1976.
- The Task Force recommends utilization of an external time-sharing

firm for APL

. This option shall be considered temporary, since the
Superintendent's June, 1976 report will determine the
long-term usefulness of the computer as a learning tool.

. Contention between APL and CAI on the 360/40 will prevent
any other applications from processing during the hours
of 8:30 and 3:30

.+ A third shift would have to be added

.+ Incremental cost would be at least $40,000. (additional
operators, librarian and equipment overtime charges)
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-~ The Systems Plan will address possible expansion of the total
instructional system as of Flscal Year 1976-1977.

Other Systems

- Applications not impacted by personnel and/or hardware revisions
(but which will be addressed by the Systems Plan) include:

. Grade Reporting
. School Scheduling
. Text Book Ordering

. Statistical Reporting

- 34 -
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IX. 1975-1976 BUDGET

CURRENTLY APPROVED BUDGET

The budget approved by the Board of Education for Data Processing reveals a
confused interweaving of hidden costs, unrevealed future costs, and committments
obligating the Board to certain systems and hardware. We analyzed the development
of the budget into its' final form as best as possible, which revealed the
following developments:

The original $129. million budget proposed equipment expenditures
in excess of $700,000., an increase of $150,000. over 1974-1975
levels.

in order to conform to the $115. million budget, equipment expend-
itures were reduced to $200,000., indicating a rental savings of
approximately $350,000., and elimination of payment liabilities

of $180,000.

The reduction of $350,000., in rental costs was to be achieved by
purchasing at a cost of $550,000., previously rented equipment
including the System 7, the 370/135 peripherals, and pre-paying
these expenses from the 1974-1975 budget. Prepayment would also
have to include the purchase obligation of $180,000., for a total
prepayment of $730,000.

A number of conclusions can be derived from the foregoing history:

The 1975-1976 budget does not include the prepayment of approximately
$730,000. during 1974-75 for services to be received during 1975-76.

. The proposed 1975~197¢ expenditures should therefore include the

prepayments, which indicate a true Data Processing budget of $1.50 million.

Planned Data Processing expenditures for 1975-1976 reflect an in-
crease in both hardware costs and in overall costs over 1974-75 levels.

The conversion of equipment from rental to purchase will result in
the Board's ownership of the System 7 and the 370/135 peripherals,
"locking in'" the Board to this equipment and the use of the Time and
Attendance System. The Board is paying $550,000., in purchase costs
to avolid a rental cost of $350,000.

It is not clear that the Board of Education was presented an accurate
portrayal of the expenditures or committments involved. We seriously
question how the Board can provide effective decision-making and policy
direction without being made fully aware of the situation. If the
Board 1s to provide effective leadership, the budgeting process should
clarify, not confuse, the committments and expenditures being made.

-3 -
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RECOMMENDED 1975-1976 BUDGET

Based on the detalled recommendations presented previously, we are
recommending eliminating the use of both the System 7 and the 370/135, with
the 360/40 providing all the hardware capacity required. The cost required
to support this hardware is $345,149., which includes both rental or lease
costs, as well as purchase payments.

The reorganization we have proposed calls for an increase of four budgeted
positions from the current $115 million 1975-76 budget. In addition to the
increase in positions, salary structures have been radically revised to be
competitive with prevalling salaries. The proposed organization will also
result in a far more effective operation with improved performance and service.
These recommendations require a budgeted expenditure level of $496,452., an
increase of $42,198., over current budgeted level.

Other expenditures include insurance, supplies, etc. We have reduced the
1975~76 budget for these items based on historical experience and the reduced
amount of hardware.

Presented below is a summary of costs associated with the original $129.
million budget, the adopted $115. million budget, and the proposed 1975-1976
budget.

BUDGET COMPARISON ($000)

$129 Million $115 Million Proposed

RENTAL $ 539. $ 192. $ 162.
INSTALLMENT

PAYMENT 201. 183.% 183.
NEW PURCHASES - 552.% -
TOTAL EQUIPMENT $ 740. $ 927. $ 345,
PERSONNEL 665. 454, 496.
OTHER 206. 127. 75.
TOTAL BUDGET $1,610. $1,500. $ 916.

*These expenditures are not reflected in the 1975-76 budget. They are prepay-
ments using 1974-1975 funds, but are for services to be received in 1975-1976.

As can be seen from the above, the recommended budget will result in a reduc-
tion of costs of approximately $584,000., from currently budgeted levels. The
proposed budget also represents a reduction of over $250,000., from 1974-1975
expenditures. While the substantial cost savings is of critical importance,
particularly at this time, the establishment of a productive and effective Data
Processing organization with the resulting improvement this will bring to the
control and management of Board activities, is of perhaps even greater value.
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This report 1s the second of two delineating the findings and recommenda-
tions of the State Task Force, Data Processing Task Group.

PART I of the Report dealt with the major need for an effective under-
standing of Data Processing at the Newark Board of Education, and with the
resultant findings in the areas of restructuring the budget, personnel and
hardware configurations.

PART II of the Report provides an evaluated set of system plans, with
alternatives as appropriate, for both current work (e.g. - hardware recon-
figuration, personnel staffing) and longer term work to cover a three-year
period (e.g. - the business system, the pupil system). Included in the
report are:

- Management summary

New applications development

Current reorganization and short-term fixes

Growth plans for hardware configuration and personnel

Budget for the next two and one-half years.
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I. MANAGEMENT SUMMARY

A.

OVERVIEW

It should be noted at the onset that a considerable part of the
value of the system plan as presented lies in its orderly approach
to defining problem areas with their relation to each other, and
in presenting alternative compatible solutions with analysis of

costs and benefits for each.

For its value to be realized in the Data Processing activities at
the Board of Education, the system plan must be continually re-
evaluated and updated as work progresses, in the same formats as
presented here.

The major thrust of the overall system plan presented is three-fold:

- restructuring the hardware configuration to a least-
cost complement of equipment for current (one-year)
needs;

- restructuring the personnel complement for proper
planning, control and installation of application
systems over a three-year perilod;

~ delineation of system plans for each major application
under both business and instructional areas.

Specific features, recommendations and conclusions include:
-~ Current work (first year)

. conversion of the hardware configuration to a single
central processor 360/40 system

. installation of the Valu-Comp job accounting package
for internal D.P. controls and using department
information

. short-term fixes to existing applications

.. payroll/personnel
.. accounting

. interim installation of outside time-sharing services for

.. APL instruction, to assist in the Board's Task
Force evaluation

.. Stores inventory application



- Three-year plan
. Applications to be implemented
.. Development cost
.. On-going cost
. Equipment
. Personnel

. Budget
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CONSIDERATIONS IMPACTING THE. 6Y¥STEMS PLAN

- Delays in staffing

. Project slippage may occur when required persomnel are
not available.

- Continued low skill levels

. All Programmer Trainees, new hires and certain programmer/
analysts are to be considered on probationary status for
one year

. Lack of productivity should result in their dismissal

.. Significant progress by any or all trainees should
result in their promotion to programmer

- Lack of direction by Board

. The Board must define its policies and objectives in order
that efforts by Data Processing result in maximum benefit

. The Board must review the Systems Plan annually to insure
consistency with its objectives

- Lack of direction and monitoring by Steering Committee

. The Steering Committee must evaluate and monitor Data
Processing activities; further, it should prevent non-
essential requests from impeding the progress of that
department

. The Steering Committee must approve and prioritize crucial
systematic modifications in light of available resources

- New technology and/or changing needs

. The Systems Plan must be considered dynamic and reflect a
changing environment; a new plan should be generated each
year

. Applications and/or hardware presented in this plan are
based on the most cost-effective alternatives now available
and may not reflect capabilities not yet anticipated or
available



- Possible City-wide consolidation of data centers
. The Task Force completely supports consolidation

. Movement toward consolidation will dramatically impact
the Systems Plan

. A totally new plan must be developed

.. Expected efficiencies and cost savings must be
applied to each application

. Re-work of redundant applications must be considered

.+ Re~prioritization of developmental activities must
occur

- Significantly high levels of user support is required for success-
ful installation of data processing systems

. Unavailability of that support will result in slippage and/or
systems which do not meet the Board's needs

. External expertise may be required, although it can never be
considered a replacement for user interaction

NOTE: No consideration should be given to either Touche Ross
& Co., or any hardware vendor for assistance in imple-
menting any automated system, due to the possibility of
pre~formed judgments which may materially affect either
party's objectivity.



C. PHILOSOPHY AND METHODOLOGY

1.

OBJECTIVES

- Revise and expand automated financial functions to adequately
track, monitor and manage the budgetary and disbursement
process

= Insure maximum cost-effectiveness

- Provide valid data when necessary

- Correlate instructional activities to financial responsibilities
~ Measure instructional achievements against dollars spent

- Reduce routine clerical efforts when they can be performed in
a cost-effective manner through automation

METHODAQLOGY

- Implement systems which tie together as an integrated entity
. Common master files
. Common input data entry points

. Modular to the extent that applications can be added
to an existing data base

- Where feasible, select and modify predeveloped packages to
sult the Board's specific requirements

. Less costly

. Quicker implementation cycles

. Lower skill levels required

- Implement a total financial system which includes:

. Payroll/Personnel

. Budgetary Accounting

. Accounts Payable

. Inventory

. General Ledger
All applications should routinely interface with each
other and should routinely generate appropriate general

ledger from a singularly-maintained set of reference,
transaction and master files,

-5 -



- Implement an instructional system which includes
. Pupil tracking
. Grade reporting
. School scheduling
. Test marking
. Attendance Accounting
All applications should relate directly to the pupil
tracking application; an interface to the financial

system must include:

. Breakdown of the account code structure comnsistent with
the financial system

. Direct relationship of teachers, courses and expenses
. Costs by pupil

. Achievement levels by teacher, course, or other
criteria as mandated by the Board

3. PACKAGE SELECTION

~ Because of the critical need at the Board of Education to
bring both the Business and Instructional Systems up to an
effective level of user support in the shortest possible
time frame, special attention has been given to seeking out
and evaluating existing application packages that will meet
the Board's needs without substantial modification.

- The California Education Information System provides the
framework for an integrated financial/instructional report-

ing system

. Total package cost $20,000. as offered by the Hillsboro
County School Board, Tampa, Florida.

. Generic system was designed in California through
public funding; although that system is available,
_at no charge, many deficiencies exist which have been
corrected in Tampa's version.

. No other package 1is available which includes proven fin-
ancial and instructional capabilities

. State of Kentucky has purchased the Tampa version of
CEIS; enhancements are available at no extra cost.
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E. SYSTEM PLAN SUMMARY

- Business Applications (an incremental approach blending in-house
and purchased applications):

. California Educational Information System
«.(first six months) Install CEIS
... financial application
... Accounts Payable application
.. (next 18 months) Insgall Florida and Kentucky enhance-
ments, modified according to the December 1974 IBM
requirements study, for
... Budget preparation and control

... Payroll/Personnel

.. (last 12 months) install CEIS Stores Inventory Applica-
tion, to replace the interim time-sharing application.

. Upgrade the in-house Textbook Ordering Application to specifica-
tions delineated by the State Purchasing Task Group.

- Instructional Applications (a systems study approach leading to a

complete set of applications specifically designed to tie back to

the Business Applications, as well as providing direct support
to the schools):

. California Educational Information System: After a complete
requirement study to determine necessary mddifications, obtain

and install
.. Pupil Master Application (first 12 months)
.. Grade and Scheduling (next 12 months
«. Test Marking (next 12 months)

.+ Pupil Attendance (as possible)

. Computer Assisted Instruction - pending the results of the

Board's Task Force study, alternative outline plans are presented.

. APL - pending an evaluation of the interim time-sharing applica-
tion, no firm plans can be made at this time.
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PROJECT LOADING SUMMARY

1/1776

7/1/76

1/1/77 7/71

1/1/78

VAVRE

Control Application (Business)

Accounts Payable
and Financial

Payrol1/Personnel
and Position Control

Budget Preparation

Text Ordering
and Req'ts Definition

Reg'ts for Requisition
Processing

Stores/Cafeteria Inventory,Textbook/
Requisition Processing

Un-allocated Maintenance
Pup11 Master and Control
Grades

School Scheduling

Test Scoring

Attendance Acctg
CAI/APL

CAI/APL

Job Accounting

P/P Short Term

Actg. Short Term
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APPLICATION

BUSINESS CCNTROL
ACCOUNTS PAYABLE/FINANCIAL
PAYROLL/PERSONNEL &
POSITION CONTROL
BUDGET PREPARATION
TEXT ORDERING & REQUIREMENTS DEF.

REQUIREMENTS FOR REQUISITION PROCESSING )

STORES/CAFETERIA INVENTORY/TEXTBOOK
REQUISITION

UNALLOCATED MAINTENANCE

PUPIL MASTER & CONTROL

GRADES

SCHOOL SCHEDULING

TEST SCORING

ATTENDANCE ACCOUNTING

CAI/APL

JOB ACCOUNTING

PAYROLL/PERSONNEL SHORT TERM

ACCOUNTING SHORT TERM

APPLICATION COSTING

SUMMARY*

DEVELOPMENT

COST

6,500.
65,800.

352,000.**

69,000.
)
128,000.
)
)

73,500.
66,000.
69,250.
57,000.
75,000.

1,000.
17,000.

9,500. .

989,550.

* Cost figures do not include allocation for overhead
or functions not directly attributable to any

application.
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ON-GOING
COST

7,000.
110,000.

95,000.
16,000.

31,500.

33,000.
33,000.
33,500.
21,500.
18,500.
19,500.

1,000.

419,500.

*% Includes IBM Requirements and Design Study

$205,000.

BEGIN

DATE

09/01/75
09/01/75

11/01/75
03/01/76
01/01/76
01/01/77

04/01/77
04/01/77
11/01/75
07/01/76
07/01/76
04/01/77
04/01/77
09/01/75
09/01/75

END

DATE

10/30/75
02/28/76

03/31/77
12/31/76
03/31/76
03/31/77

04/01/78
12/31/77
06/30/76
03/31/77
03/31/77
12/31/77
03/31/78
06/30/76
09/30/75
10/31/75
10/31/75



PROJECT MANPOWER LOADING SUMMARY

NAME RESPONSIBILITY TEAM BEGIN END
Business Control PL 1, PL 2 - 9/1/75 10/30/75
Accounts Payable/Financial PL 1 SA 1, PA 3,

PA'5, PG 1,

PT &, 9/1/75 2/28/76
Payroll/Personnel & PL 2 SA 2, PA 1,
Position Control PT 1, PT 2. 11/1/75 3/31/77
Budget Preparation PL 1 SA 1, PA 3,

PA 5, PT 4. 3/1/76 12/31/76

Text Ordering & PL 1 PA 3. 1/1/76 3/31/76
Requirements Def.

Requirements for

Requisition Processing PL 1 SA 1. 1/1/77 3/31/77
Stores/Cafeteria & Inventory/
Requisition Processing PL 1 SAl, PA1l,

PA 5, PT 1,

PT 4 4/1/77 4/1/78
Unallocated Maintenance PL 2 SA 2, PA 3 4/1/77 12/31/77
Pupil Master & Control PL 3 PA 2, PA 4,

PG 1, PT 3 11/1/75 6/30/76
Grades PL 3 SA 3, PG 1

PT 3. 7/1/76 3/31/77
School Scheduling PL 4 SA 4, PA 2,

PA 4. 7/1/76 3/31/77
Test Scoring PL 3 SA 4, PA 2

PG 1. 4/1/77 12/31/77
Attendance Accounting PL 4 SA 3, PA 4

PT 3 4/1/77 3/31/78
CAI/APL SS - 9/1/75 6/30/76
CAI/APL PL 5 SA 5. 7/1/77 -
Job Accounting ss - 9/1/75 9/30/75
Payroll/Personnel Short Term PL 2 PA1l, PT 1,

PT 2 - 10/31/75
Accounting Short Term PL 3 PT 3, PT 4. - 10/31/75

- 10 -



PROJECT LEADERS:

PL 1 New position

PL 2 Andrews

PL 3 Vivona

PL 4 New position (7-=1-76)

PL 5 New position (7-1-77 1f CAI expansion)

SYSTEMS ANALYSTS:

SA 1 New position |
) SA 2 " [

SA 3 " (7-1-76)

SA 4 " (7-1-76)

SA 5 " (7-1-77 if CAI expansion)

PROGRAMMER /ANALYSTS :

PA 1 Minor

PA 2 Johnson

PA 3 Farah

PA 4 Deluca

PA S Meola

SYSTEMS & SOFTWARE SPECIALIST:

SS Lee
PROGRAMMERS :
PG 1 New position

PROGRAMMER TRAINEE:

PT 1 Andersen
PT 2 Parker
PT 3 Bland
PT 4 Chloros

- 11 -



I1, FINANCIAL APPLICATIONS

A. CONTROL APPLICATION

1.

Present system
- No comparable system exists
Proposed system

- Provides the controlling parameters for all CEIS financial
applications

- Determines how and when reports are to be generated
Priority: Immediate

Benefits

- Linked to benefits of each CEIS financial application
Costs

~ Development

. Pro-rata portion of total CEIS System: $ 500.

. Personnel to implement: 3,000.
. Computer time required: 1,000.
. Materials, supplies & other: 2,000.
. Total implementation $6,500.

- On-going costs (annual)
. Personnel $4,500.

. Computer time 1,500.

. Materials, supplies & Other 1,000.
. Total on-going $7,000.

- 12 -



Considerations for implementation

- Report parameters set up according to Tampa

-~ User support required to set up report dates

-~ Modifications to parameters may be made after
implementation of Financial Application and

Accounts Payable.

Gross configuration requirements:

Existing 360/40

90 k partition

1 2314 dedicated disk
1 card reader

1 printer

Run~time estimates: 6 hours per month

- 13 -



B. FINANCIAL APPLICATION/GENERAL LEDGER

1.

Present system

No management statistical information
No automated general ledger
Restrictive account code structure

No revenue accounting

No data processing capability to track number, location
and rate of vacancies within the salary accounts

Inadequate control features

System is inefficient, undocumented, difficult
to modify or expand

Proposed System

Refer to Data Processing Task Force Report, Part I
Integrated data base to tie Accounts Payable, Inventory
Revenue Accounting, Payroll/Personnel and General Ledger
together.

Revenue Accounting maintained

Trial balances prepared monthly

Automatic generation of debits and/or credits to general
ledger based on Accounts Payable, Revenue,Inventory and

Payroll/Personnel input data

Data to be accumulated by fund

Ability to interface with an automated budget preparation
system

Generation of managerial information to control budget process

Priority: Immediate after Control Application

Benefits

Need for various manual sub-ledgers eliminated

More timely financial information; statements will be
provided for all funds

- 14 -



- Automatic interfaces eliminate the need for multiple entry
of data

. Transeription errors reduced
. Greater managerial control
. More timely financial information

- Serves as the basis for all other financial systems and
pupil interface

5. Costs

- Development
. Pro-rata portion of total CEIS System: $ 3,000.
. Personnel to implement: 21,000.
. Computer time required to implement 4,800.
. Materials, supplies & other 5,000.
. Total implementation ( 6 months) $33,800.

- On-going costs (annual)
. Personnel $20,000.
. Computer time 30,000.
. Materials, supplies & other 5,000.
. Total on-going $55,000.

6. Considerations for implementation:

- Must be implemented before Accounts Payable, Payroll/
Personnel or other financial systems

- User support required to define chart of accounts
prior to implementation

- General ledger conversion table must be built by
Accounting

. Manual general ledger must be maintained until 6/30/76.
. Parallel effort may commence 1/1/76 through 6/30/76.

- Modifications to output reports may be made after implementation
and be based on user requirements.

- 15 ~



7.

8.

Gross configuration requirements: Existing 360/40
90 k partition
1 2314 dedicated disk
2 available tape drives
2 availlable disks
(work and sort files)
1 printer
1 reader

Run-time estimates: 3 hours per day
20 hours end of month

- 16 -
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Cc. ACCOUNTS PAYABLE

1.

3.
4.

Present System

- Uncontrolled spending

- No tie-in to General Ledger

~ Restrictive capabilities

- Inflexible

- Ineffictent

- Inadequate controls on input

- No managerial information

-~ Inadequate report structure |

Proposed System

Refer to Data Processing Task Force Report, Part I

- Comprehensive input verification

- Full and comprehensive transaction set for inmput

- Automatic interface with financial application and inventory
-~ Spending controlled against the budget

- Controls generation of checks to vendors

- Creates financlal entries to General Ledgers

- Full set of output reports; easily modified for
changing requirements

- Includes accounting by budget, vendor or any combination
of the account code structure

Priority: Equivalent to Financial
Benefits:

- Automatic interface with Financial and Inventory Systems,
reducing possible errors and clerical efforts

= A 24 to 48 hour turnaround reporting capability, thus in-
creasing the information flow, and ensuring speedier payments

-~ Improved management reporting

-17 -



- Improved flexibility for expansion

- Significantly greater levels of control and reduced
clerical efforts

5. Costs
- Development
. Pro-rata portion‘of total CEIS System $ 2,000.
. Personnel to implement 20,000.
. Computer time to implement 5,000.
. Materials, Supplies & other 5,000.
. Total implementation: $32,000.

- On-going costs (annual)

. Personnel $20,000.
. Computer time 25,000.
. Materials, supplies & Other 10,000.
. Total on-going: $55,000.

6. Considerations for implementation:
- Forms must be re-designed
- Extensive user training and documentation required

- Specific modifications must be installed before
implementing:

. Tampa version does not generate an activity report
after each day's update; rather, an on-line inquiry
is utilized for access to the Budget file (FAF)

.. A report must be generated to list each day's
activity and resultant affected budget line balances

. Transaction reports (by budget line) do not indicate
all appropriate information for selected transaction
types

.. Purchase order transactions do not show vendor
number or vendor name

- 18 -
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.. Manual check transactions do not show manual check
number or vendor

.. Payment transactions do not show vendor invoice
numbers or other reference fields (as well as
vendor information)

. The transaction file relating to the above-noted report
must be modified (in addition to the report) to contain
the reference information.

- Further modifications to the system should be defined and
implemented after three to six months of user experience.

Gross configuration requirements: Existing 360/40
90 k partition
1 2314 dedicated disk
2 available spindles

(sort and work files)

2 avallable tape drives
1 reader
1 printer

Run=time estimates: 3 hours per day
15 hours end of month

Modifications to existing system (in progress)

~ Modifications required to establish minimum acceptable levels
of control during interim period between current application
and new system implementation

. Restrict over-spending by budget line

.. Reject purchase orders in excess of unencumbered
funds (by line)

.. Reject requests for payment in excess of unencumbered
funds (by line)

. Consolidate the 29 separate encumbrance and expenditure
files (currently a separate file for each budget)

.. Reduce run time to allow more frequeat processing

.. Check cycle will be four times a month rather than
semi-monthly

. Expand the Bills and Claime report to show full account
number and purchase order reference information

.. Allows greater auditability of the disbursement
process

- 19 -



. Allow posting of manually-generated checks to the
computer-maintained budget lines

.. Provides for more complete control of vendor
payments

. Reduces separate checking accounts now active
within the Board

- 20 -



D. PAYROLL/PERSONNEL

1. Present System

- Functions as seven unique systems

Limited flexibility for expansion purposes
. Allocation of payroll costs
. Expansion of deduction fields

. Restrictive account code structure |

High number of proof runs and subsequent re-runs

Little documentation

Excessively long run times

Missing budget encumbrance/cancellation mechanism for
personnel/position/salary step changes

2. Proposed System
- Refer to Data Processing Task Force Report, Part I
- Singular payroll
- Multiple deduction fields
. Automatic deductions
. Automatic prioritization of deductions
- Expanded account code inherent within design

- Normal exception processing (no new input) for standard
pay within a period

- Manual input of payroll data for personnel engaged in non-
standard or hourly activities.

- Singular data base for payroll and personnel data

3. Priority: Secondary to Financial and Accounts Payable

4, Benefits:
- Ability to accomodate future demands on payroll withholding
~ Reduced run-time due to fewer re-runs

- Fagter turn-around
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Increased auditability

Expanded generation of personnel data

pay data o an expanded account code.

Improved control and verification of input
Costs

- Development

. Pro-rata portion of total CEIS System:

. IBM Requirements and Design
. Personnel to implement
. Computer time required to implement
. Materials, supplies & other
. Total implementation (18 months):
- On-going
< Personnel
. Computer time
. Materials, supplies & other
. Total on-going

Considerations for implementation

Automatic interface to Pupil Systems and Financial System

Greater accountability due to more precise allocation of

$ 3,000.
205,000.
112,000.

20,000.

12,000,

$352,000.

$ 25,000.

50,000.

20,000.

$ 95,000.

- No complete Payroll/Persomnel System exists in "package"

form

- CEIS Payroll/Personnel must be modified according to IB

requirements

- Further analysis of requirements relating to position

control for vacancles is necessary

~ All modifications to CEIS Payroll/Personnel should be
performed relative to both Kentucky and Tampa versions
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7. Gross configuration requirements: Existing 360/40

90 k partition

1 2314 dedicated disk

3 2314 available disk spindles
(work and sort files)

2 available tape drives

1 reader

1 printer

8. Run-~time estimates: & hours per day

4 hours per pay cycle

9. Modifications to existing system (in progress)

~ Modifications required to establish minimum acceptable
levels of control during interim period between current
application and new system implementation

Edit Integrity Sub-System

Batch balancing of exception financial input
Generation of selected personnel reports
Accommodation of void check posting

Accommodation of negative balances due to petty cash
advances

Generation of negative balance reports

10. Special notes on IBM Design

- Included in Appendix I is our critique of the IBM Design

- Generally, the Design meets the needs of the Board; however:

Cost to implement 1s excessive (over $800,000. including
the front-end study)

.. IBM proposed assistance for $1. million

Skill levels required for implementation exceed the current
and planned capabilities of the Data Processing staff.

-~ CEIS' Payroll/Personnel Application cannot meet the Board's needs
without modification

- Utilize the IBM Requirements Study to modify the CEIS Design.
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E. BUDGET PREPARATION

1. Present System
- No comparable system exists
2. Proposed System
- Utllizing historical (last year) and current revenue,
expense and staffing information, preliminary budgets can
be prepared
. Preliminary budget will be used as a working document
by each Division or School to help prepare a final
budget (turn-around documents - punch cards - should
be utilized)

~ Help determine the effect of a proposed dollar or percentage
change i

. Affecting all budget lines
. Affecting a particular budgeting unit's lines
. Affecting particular positions or a bargaining unit
~ Establishes the budget within the Financial Accounting System
3. Priority - Secondary after Payroll/Personnel
4., Benefits:
- Reduction of clerical effort
-~ Improved declsion-making through simulation

- More accurate data-gathering for each budgetary cycle

5. Costs
- Implementation
. Personnel $58,000.
. Computer time 7,500.
. Materials, supplies & other 3,500.
. Total implementation $69,000.
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- On~going costs

6. Considerations for implementation

Personnel

Computer time

Materials, supplies & other

Total on-going costs

J— — - - -

[N [ER e

$10,000.

2,000.

4,000.

$16,000.

- Definition of requirements must include budgetary
control over vacancles

- Systems development cannot occur until Financial,
Accounts Payable and Payroll/Personnel Systems are
active

- No equivalent CEIS application; must be self-developed

7. Gross configuration requirements:

8. Run-time estimates:

Existing 360/40 .

90 k partition

1 dedicated 2314 disk

2 availlable disks
(sort and work files)

1 Tape drive

1 reader

1 punch

1 printer

5 hours per simulation

6 simulations per year
14 hours for budget establishment
3 hours per month
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STORES INVENTORY (including Requisition Processing, Text Book Order

Cafeteria Inventory)

~

1. Present System

External vendor for Stores Inventory (refer to Purchasing
Task Force Specifications and Recommendations); no cafeteria
inventory

Semi-automated generation of catalog and orders for text books

2. Proposed System

Functionally consistent with existing system

Integrated with the Accounts Payable and Financial
Accounting System

Automatic purchase order generation from textbook orders

Maintenance of inventory for cafeteria

3. Priority: Secondary to Budget Preparation (except modifications
to text book ordering - required during next nine months)

4. Benefits:

Single Purchase Order/Requisition to establish inventory
items and record expenses

Automatic interface with General Ledger, thus reducing
manual transcription errors and time required for posting

More efficient operations since single system accomodates
warehouse items, textbook ordering, and requisition process

Generation of pricing information from requisitions (requests)
through common tables, thus ensuring most valid, up-to-date
purchasing data

Significantly greater control over cafeteria

Reduction of funds tied up in all forms of inventory due to
avallability of timely data

5. Costs

- Implementation

. Pro-rata portion of total CEIS package: $1,500.
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. Personnel to implement:

.. Phase 1 - modification of Text Book

Orders $ 8,000.
.. Phase 2 - Definition of Requisition
requirements 9,000.

. Phase 3 - Modification of CEIS stores
Inventory (including Text Book Orders

and Cafeteria) 68,000.
.. Phase 4 - Development of Requisition

module 15,000.
. Computer time required 17,500.
. Materials, supplies & other 10,000.
. Total implementation $128,000.

- On-going

. Personnel $ 7,500.
. Computer time 12,000.
. Materials, supplies & other 12,000.
Total on~going $31,500.

6. Considerations for Implementation
-~ Text Book Ordering System must be modified to accomodate
ordering for all funds and generation of appropriate
purchase orders and reports

. Specifications available from Purchasing Task
Force Report

- Definition of requirements for integrated requisition/
text book ordering/stores inventory system must be
completed before modification to CEIS inventory

- Stores Inventory automation assumes little or no major
changes from the services performed by the outside
vendor

. Purchase order/Requisition must be modified
. Reports may vary
. Conversion process assumed to be of low difficulty

- Purchase Order and Requisition should be combined

- Two catalogs (warehouse and textbook orders) should be
generated and maintained
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7.

Gross configuration requirements:

Run-time estimates: 2 hours per

Existing 360/40

90 k partition

1 2314 dedicated disk
2 2314 avallable disks
1 tape drive

1 card reader

1 printer

day

4 hours each text book processing run
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G . UNALLOCATED MAINTENANCE

A Project Leader, Systems Analyst and Programmer/Analyst have been
reserved for any activities not covered by the Systems Plan. Re-definition of
thelr roles should be addressed by revisions to the Systems Plan in 1976 and 1977.

If the manpower ex ceeds the needs of the Division of Data Processing,
a reduction in staff levels is assumed.
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IITI. INSTRUCTIONAL APPLICATIONS

A. PUPIL MASTER AND CONTROL APPLICATION

1.

Present System
- No comparable system exists
Proposed System

~ Maintains master file of all locations, courses, students
and pertinent data related to those categories

- Sets parameters controlling report generation

-~ Used as the mainstay and direct interface for all
instruectional applications

Priority: Immediate
Benefits:

- Benefits directly attributable to each instructional
application included in this section

Costs

-~ Implementation

. Pro-rata portion of total CEIS package: $ 3,500.
. Personnel 40,000.
. Computer time 10,000.
. Materials, supplies & other 20,000.
. Total implementation $73,500.
= On~going
. Personnel $10,000.
. Computer time 14,000.
. Materials, supplies & other 9,000.
. Total on-going $33,000.
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Considerations for Implementation

- Full requirements study must be performed prior to
implementation

- At least six months' experience should be accumulated
prior to installation of other applications

- Significantly high keypunching required for conversion
of manually-maintained records

- Significantly high maintenance to master records assumed

~ Quasi-interface from existing School Scheduling and Grade
Reporting Systems must be developed for maintenance of
master file.

Gross computer configuration: Existing 360-40
90 k partition
1 2314 dedicated disk
1 available 2314 disk
1 tape drive
1 reader
1 printer

Run-time estimate: 2% hours per day.
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B. GRADE REPORTING

1.

Present System
- Maintains separate course and student master files
- Cannot be modified for particular school needs
~ Excessively long processing; tape-oriented
- Provides some functions of pupil attendance (home-~room
lists, class locations, etc.) but incomplete for true

attendance accounting

Proposed System

Mzintains history by student

“"Comments'" may be added to grade reports

Provides course directory

High use of turn-around documents and optical scanner

Interfaces directly with Pupil Master

Priority: Secondary to Pupil Master

Benefits:

- Singular data base employed, thus reducing errors

- Faster turn-around due to greater use of optical scanning
~ Reducad keypunching due to greater use of optical scanning

- More information readily available, thus providing better
evaluation of pupils.

Costs
-~ Implementation
. IBM 360 Grade Reporting System, Socrates, or
equivalent and pro-rata CEIS: $ 3,500.
. Personnel , 43,000.
. Computer time 7,500.
. Materials, supplies & other 12,000.
. Total implemehtation $66,000.
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- On=-going
. Package rental $ 2,000.
. Personnel 7,500.
. Computer time 12,000.
. Materials, supplies & other 12,000.
. Total on-going $33,500.

6. Considerations for Implementation

- Detailed requirements study should indicate worth of
retaining existing application (with modifications for
interface, optical scanner use and report generation)
or replacement (for example, IBM's Socrates)

7. Gross configuration requirements: Existing 360/40
90 k partition
1 2314 dedicated disk
1 available 2314 disk
(sort and work files)
tape drives
optical scanner
reader
printer

N

8. Estimated run time: 60 hours per marking period
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C. SCHOOL SCHEDULING

1.

Present System

Maintains separate master schedule file

Creates and simulates school schedules through
multiple rums

Cannot be modified for a particular school's needs

Excessively long run times

Excessive data preparation; each school year requires
totally new input

Proposed System

Interfaces directly with pupil master

Prepares student request documents

Accepts master schedule application

Generates course assignment directly into pupil
master file

Priority: Identical to Grade Reporting
Benefits:
-~ Singular data base employed, thus reducing errors

- Faster turn-around and less keypunching due to greater
use of scanner

-~ More information readily available, thus providing
better evaluation of pupil and school needs

Costs
-~ Implementation

. IBM 360 Scheduler, Socrates or equivalent

and pro-rata CEIS: $ 3,500.
. Personnel 48,750.
. Computer time 7,000.
. Materia}s, supplies & other 10,000.
. Total implementation 69,250.
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- On~-going
« School Scheduler Package $ 2,500.
. Personnel 7,500.
. Computer time 4,000.
. Materials, supplies & other 7,500.
. Total on-going $21,500.

6. Considerations for Implementation

~ Detalled requirements study should indicate worth of
retaining existing application (with modifications for
interface, optical scanner use and report generation)
or replacement (for example, IBM's Socrates)

7. Gross configuration requirements: Existing 360/40
90 k partition
1 2314 dedicated disk
2 avallable 2314 disks
(sort and work files)
tape drives
optical scanner
reader
printer

=N

8. Estimated run times: 20 hours per simulation
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D. TEST SCORING

1.

Present System
- No comparable system exists
Proposed System

- Scores tests

~ Converts raw scores into equivalent marks, percentiles

or other parameters

~ Produces results and distribution reports

- Interfaces with Grade Reporting and Pupil Master Systems

Priority: Secondary to Grade Reporting and School Scheduling

Benefits:

-~ Integrated, common data base, thus insuring readily available

pupil data at any time

- Reduced teacher/clerical tasks

~ Provides significant automated input to Grade Reporting,

thus reducing errors

Costs

- Implementation
. Pro-rata portion of total CEIS application
. Personnel
. Computer time
. Materials, supplies & other
. Total to implement

- On-going
. Personnel
. Computer time
. Materials, aupplies & other

. Total on-going
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46,500.
4,000.

5,000.

$57,000.

$ 7,500.

6 ,000 o

__5,000.

$18,500.
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Considerations for Implementation

- Full use of the Test Scoring capability will not be
realized immediately; experience will predicate use.

Gross configuration requirements: Existing 360/40
90 k partition
2314 dedicated disk
avallable 2314 disk
tape drive
card reader
scanner
printer

O S Ll

Estimated run time: 25 hours per month
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E. ATTENDANCE ACCOUNTING

1. Present System
- No comparable system exists

2. Proposed System

Tracks attendance and absence by pupil

Reporting Applications

- Prepares turn-around document for teachers

Generates attendance, absence and room load reports

Inter faces directly with the Pupil Master and Grade

3. Priority: Secondary to Grade Reporting and School Scheduling

! 4, Benefits:

required by teachers

- Automated attendance function reduces clerical effort

, -~ Singular set of data pertinent to each student and
‘ course 1s maintalned, thus ensuring integrity of data

and availability of information
= Quicker generation of attendance statistics
’ 5. Costs
- Implementation
. Pro~rata share of total CEIS Application
. Personnel
. Materials, supplies & other
. Computer time
. Total implementation
- On-going
. Personnel
. Computer time
. Materials, supplies & other

. Total on-going
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$1,500.
60,000.

9,000

_5,000.

$75,000.

$ 7,500.

4,000.

8,000.

$19,500.



Considerations for Implementation

- System should be used at pilot locations prior to
widespread distribution.

Gross configuration requirements: Existing 360/40
90 k partition
2314 dedicated disk
available 2314 disk
tape drive
reader
scanner
printer

e e e

Estimated run time: 1 hour daily (during school yeqr)
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COMPUTER~ASSISTED INSTRUCTION

Due to the impending release of the Superintendent's Task Force
Report (June, 1976), addressing CAI, the State Task Force did not
attempt to define any changes.

CAI does, however, tremendously impact the anticipated size of the
data processing installation. Identified below are the expected
possibilities:

1. Retain CAI as is through 1979.
2. Drop CAI

3. Expand CAI as a remedial tool into all
elementary schools

Options 1 and 2 do not impact the existing computer configuration or
the Systems Plan. Option 3 will result in possibly dramatic revisions in

hardware and scope of the data center. The hardware alternatives are
presented 1in Section V.

Adoption of option 3 will also result in employment of an additional
Project Leader and Systems Analyst to control the CAI (and possibly APL)
expansion.
For purposes of comparison, it was assumed that expansion of the
CAI network would not exceed 76 new terminals per year (average of
4 terminals per location).

1976-1977: Re-allocate 74 terminals to 18 schools

1977-1978: Add 75 additional terminals - total of
37 locations
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A PROGRAMMING LANGUAGE

Similar to CAI, instructional requirements for APL have not been
defined ac of yet. As we identified in Part I of our report, the
Task Force has recommended utilization of an external vendor to
support APL. Consideration of extended availability of APL
should be tied directly into the results of the CAI review. Our
equipment alternatives and proposed staffing increases assume APL

as well as CAI expansion.

- 40 -
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1V. PERSONNEL

The fiscal year 1975-1976 personnel complement will be consistent with
the staffing levels presented in the Data Processing Task Force Report, Part 1.%

Due to increased testing and systems development activities, the following
titles will be supplemented during 1976-1977:%*

Project Leader (1) $18,000.
Systems Analyst (2) $15,000.

Fiscal year 1977-1978 activities relative to anticipated CAI growth in
1978-1979, may result in the need for a Manager of Technical Support (Data
Processing Task Force Report, Part 1, Long-Range Structure).

The existing Systems and Software Specialist may be capable of satisfying
the requirements of that position. If the pramotion occurs, a Systems Programmer
would be required.

Manager, Technical Support (1) $18,000. - $21,000.
Systems Programmer (1) $15,000. - $18,000.

Systems & Software Specilalist
(eliminate) (15,000. - 18,000.)

Additionally, any significant expansion of CAI/APL would require a new
Project Leader and Systems Analyst.

Project Leader (1) $18,000.

Systems Analyst (1) $15,000.

* Note the following staffing revisions:

EXPECTED NUMBER

BUDGETED OF FILLED POSITIONS
Systems Analyst 3 2
Programmer/Analyst 3 5
Programmer 3 1
Programmer Trainee 3 4
12 12

Net salary is $4,500 less than was indicated in Part I.
%% Need for a third shift during end of month processingor possible weekend

computer use may be defined in 1976. If the need materializes, some additional
overtime may be incurred.

- 41 -
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HARDWARE

Hardware configuration in 1976-1977 and 1977-1978, will be modified from
the 1975-76 configuration as presented in the Data Processing Task Force
Report, Part I, based on the results of the Superintendent's Task Force
(measuring the effectiveness of Computer-Assisted Instruction).

If CAI remains static (up to 100 terminals) or decreases:

ALTERNATIVE 1: Retain the 360/40

1f CAI is to expand beyond 100 terminals in any part of 1977 or 1978,
a shift to different equipment 1is recommended.

ALTERNATIVE 2: Select a mainframe and associated peripherals
able to support a fully expanded network as
well as the indicated financial and imstructional
applications.

For purposes of comparison, we have selected an
IBM 370/145 as a possible functional unit.

ALTERNATIVE 3: Select the required number of specialized computers
able to accomodate (in total) a network of CAI
(and/or APL); retain the 360/40 for all other
financial and instructional applications.

For purposes of comparison, we have selected Digital

PDP-8 computers, each able to accomodate 48 terminals.

ALTERNATIVE 4: Retain the 360/40 for all applications except CAI
(and/or APL); contract an external vendor to provide
those serwvices.

The following schedules outline the costs of each alternative. Note that
a basic assumption underlying the costs presented is that new terminal
growth will not exceed 75 terminals per year.
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360/40 1977-1978

ALTERNATIVE 1

(Refer to configuration

indicated in Part 1)

Rental
Installment Payment

TOTAL

- 43 -

$172,000.

41,000,

$213,000.



2040 360/40
Upgrade GFO-HOO

HOO-RPQ
2740/2741 Terminals
2741 Terminals

2711 Line Adapters
3705/2711 Upgrade

3420 Tape Drives

2741 Terminals

2711

3705

--- - PURCHASE SUB TOTAL

029 Card Punch
083 Sorter
129 Data Recorder
1231 Optical Reader
1403 Printer (1-600
1-1100)
1416 Print Train
2821 Control Unit
3420 Tape Drives
3803 Tape Control
3705 Upgrade- . .
2501 Card Reader
3047 Power Unit
3145 Processing Unit
3215 Console
3330 Disk Storage
3333 Disk Storage
3505 Caxrd Reader
3525 Card Punch
=== SUB=-TOTAL

PROG. PRODUCTS—-

5736-16246 16 APL
5736-06%6 Coursewriter
5746 SMI

5746 CBI COBOL ‘
==== SUB=-TCIAL

LARGE SCALE EXAMPLE CONFIGURATION 1977-78

QrY

16
45

~!
RwWwuUukEFHEDND

=
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370/145
PURCHASE MONTHLY ANNUAL
OR RENT RENTAL RENTAL
P -
P -
P -
P -
P -
P -
P -
P -
P -
P
P
113 1,356
121 1,452
815 9,780
499 5,988
1,656 19,872
98 1,176
1,976 23,712
3,318 39,816
- - 800 9,600
1,000 12,000
281 3,372
378 4,536
20,981 251,772
216 2,592
1,400 16,800
1,960 23,520
739 8,868
703 8,436
37,054 444,648
280 3,360
204 2,448
60 720
125 1,500
669 8,028
37,723 452,676
TOTAL

(ALTERNATIVE 2)*

*Assumes pur aa@ of 75 additional terminals
|
?

f
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INSTALLMENT FUTURE
PAYMENT OBLIG.
- 0
- 0
23,967.42 27,998.49
13,318.66 18,589.45
0
0
3,125.63 3,412.64
0
300,000.00 0
2,400.00 0
79,000.00 0
421,811.00 50,000.00

421,811

874,489
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360/40 W/Peripherals

360 Upgrade HOO-RPQ

2740/41 Terminals (16)

3705/2711 Upgrade

(2) Mini Computers to
Support 75 Terminals
(PDP-8 and Software)*

2741 Terminals (75)

2711 (3)

3705 (1)

_360/40

SPECIALIZED SMALL COMPUTERS
1977-1978 FISCAL YEAR
(ALTERNATIVE 3)

INSTALLMENT
RENTAL PAYMENTS PURCHASE
162,378.
23,967.42
13,318.66
3,125.63
170,000.
300,000.
/
- 2,400,
__79,000.
162,378 40,411.71 551,400.
TOTAL

* TOTAL TERM. SUPPORTED: 149
Each computer capable of supporting 48 terminals

- 45 -
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360/40
EXTERNAL CAI/APL SUPPLIER**
FISCAL YEAR 1977-1978
(Alternative 4)

Equipment Annual Rental Installment Payment Purchase

360/40 162,378. -

360/40 Upgrade HOO-RPQ - 23,967.42

2740/2741 Terminals (16) 13,318.66

3705/2711 Upgrade 3,125.63 )

2741 Terminals (75) 300,000.

2711 (3) 2,400.

3705 (1) 79 ,000.

ECN Service for 75 Terminal#* 707,500.
162,378. 40,411.71 583,900.

* 149 Terminals Supported 786,589 .71

** New Jersey Educational Computer Network (ECN)
Time Sharing rates for 75 terminals utilizing computer aided instruction.
These prices are configured based on ECN's standard rate of 3.00/correct hour. An average of

5 hours/day for 180 days per terminal was assumed. An additional $.02/day per track for storage
is also changed. There is no CP usage change.



VI. BUDGET $(000)

ALTERNATIVE 1 (Refer to Section V)

1975-1976 1976-1977
Hardware - Rental 1661 1722
- Purchase 183 83
Personnel 496 541
Other 953 95
TOTAL 940 891

ALTERNATIVE 2 (Refer to Section V)

1975-1976 1976-1977
Hardware - Rental 166l 1722
- Purchase 183 83
Personnel 496 574
Other 953 95
TOTAL 940 924

ALTERNATIVE 3 (Refer to Section V)

1975 - 1976 1976-1977
Hardware - Rental 1661 1722
- Purchase 183 83
Personnel 496 574
Other 953 95
TOTAL 940 924

ALTERNATIVE 4 (Refer to Section V)

1975-1976 1976-1977
Hardware ~ Rental 1661 1722
~ Purchase 183 83
Personnel 496 574
Other 953 95
IOTAL 940 924
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1977-1978

172
41
541
95
849

1977-1978

453
4224
592
95
1,562

1977-1978

172
5924
574

95
1,433°

1977-1978

172

624°

574
95

1,465



NOTE 1:

NOTE 2:

NOTE 3:

NOTE 4:

NOTE 5:

Hardware rental modifications (due to final definitions of Systems
Plan) to Data Processing Task Force Report, Part I, as follows:

- Program Product Ans Cobol )
- Program Produce Sort/Merge ) $ 1,700.
- (1) 2319 Disk 12,000.
- (1) 2501 Card Reader 2,400.
~ (1) 2540 Card Reader eliminated (6,000.)
- (2) 2821 Controllers lesser features (2,400.)
- Program Product APL eliminated (3,360.)
. Total increase: $ 4,340,

Model 1231 Optical Scanner should be replaced by faster, more
reliable model, better able to operate off-line. Grade Reporting,
School Scheduling, Pupil Master and Attendance Accounting Systems
require extensive scanner operation. Estimated increase in annual
cost - $6,000.

Acquisition of CEIS from Hillsboro County School Board, Tampa,
Florida - $20,000.

Includes purchase of additional 75 terminals.

Although this alternative looks less costly than Alternative #2
(large main-frame), succeeding years will show significantly higher
costs due to volume sensitivity.
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VII

BEYOND THE SYSTEMS PLAN

There are a number of additional applications that the
Board may wish to investigate once sufficient staff and
expectise has been attained in the Data Processing and
User departments:

. Accounting of Fixed Assets - control of all major items
with location assigned, source, value, etc.

. Pre-registration at schools - to be integrated into
pupil assignment applications

. Pupil Guidance (CEIS) - maintains a Student History file
with courses taken, grade averages, health data, awards
and activities, etc.

. Educational Planning (CEIS) - identification and report-
ing of exceptional pupil performance (high or low) by
comparing students' indicated abilities with actual
performance.
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Critique of the IBWV

Payroll/Personnel Design

In December, 1974, the Board received from IBM the final de-
sign document of a new Payroll/Personnel system. The Task
Force began evaluating the IBM design as one alternative for
the Payroll/Personnel application within an overall system plan.

A. IBYV Commentary

In April, 1975, a meeting was held with IBM representatives to
clarify the assumptions underlying the design, the capabili-
ties provided, and costs and difficulties of implementation.
The principal points made by the IBM representatives were:

- Basis of the Design

IBM stated that representatives of the Board had approached
them for a design, and had stinulated

. a specific design framework with

.. on-line inquiry and update for the Payroll, Personnel, .
and Fringe Benefits departments;

.. usage of CICS and DL/I technologies.
.. usage of VS operating systems

. a willingness to adjust positions and salaries in whatever
manner necessary to implement the system.

1

On this basis, IBM did not provide any alternative design
considerations, and did not provide analysis of costs/benefits.

- Design Features
IBV stated this design had the following features:
. it is modular in design and table - driven

. the on-line portion of the system could not be left out and
inserted later without major modifications

neither the Payroll nor the Personnel portions could be
mplemented alone.



- Implementation Considerations

In review and extension of their writ¥en design reports,
IBM's representatives stated

. a need for 11 medium-high skilled DP professionals at
an approximate cost of $250,000 over an 18 month project
period:

.. Project Manager

.. Sr. Systems Analyst

.. Data Base Administrator
.. 4 Senior Programmers

.. 4 Programmers

- 10 years experience
years experience
years experience
years experience
years experience

N
I
WU ad

. a general agreement that the Board's DP ability in-house
did not exist to implement the proposed system by any
planned schedule.

. a need for education at approximately $2,000 per employee
if IBMwere to train existing DP staff to maintain such a
system.

. a need for additional equipment, beyond the 370/135 com-
plement already contracted:

.. core expansion from 256K to 327K bytes
.. one disk (3330)

.. twelve CRT terminals (3277)

.. two printers (3284)

. IBMwould not state categorically that the P/P system,
running on the 370/135 configured according to their
design, would be able to deliver reports to the using
departments in time to be effective.

B. Task Force Findings

Based on the written reports and the information obtained during
the April meeting, together with our experience with the current
DP staff, we conclude:

- The IBM design is thorough and precise in stating the Board's
needs, as far as data to be handed and reports to be pro-
duced are concerned, but contains features which are ex-
pensive and not justified by cost/benefit analyses:

. on-line inquiry - the inquiry timliness required in Pavroll/
Personnel could easily be met by, e.qg., mlcrofllmed
master files.



. on line update = on-line to a pending update file which
is then applied to the master file in batch processing; the

. net effect is only to transfer data nremaration functions
from DP to the user departments.

See Appendix IV for details of incorporating CICS and DL/I,
with projected costs:

. development cost $166,324
. on~going cost, annual S 48,276

The present DP staff is underskilled to implement the design.

present complement is only 9 persons for all applications v&«
11 needed for just this one

. only 2 persons have our 5 years experience
. 3 persons have less than 2 years experience
. none have CICS or DL/I knowledge or experience

- The additional equipment required and not contracted comes to
over $36,000 per vear.

- Computer time required for development and systems test was
not firm, but was estimated at 2 partition hours/day, and

8 partition hours/day, respectively. No costs were attached
to these by IBM,

No estimates were supplied by IBVM of the times or costs to
operate the on-line and batch portions of the system when
finished.

- The implementation plan for 11 skilled persons is given as
14 elapsed months, or about 15 man-years of work. However,
with allowances for vacations, holidays, etc. a real schedule
would be 18 calendar months. To assemhle the required staff
could require four to six months, bringing the feasible
installation plan to 24 calendar months or more.

- No provision was made by IB! for co-ordinating system
development and ecuipment acquisition into an overall system
plan, with each step clearly dependent on its predeesessor
and clearly justified as to its cost.

—
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C. Summary Conclusions

Sl:ill levels reaquired for Payroll/Personnel development and
implementation greatly exceed current or planned canabilities.

Similarly, staff size required to support this endeavor
exceeds reasonable levels, assuming allocations to other cri-
tical projects.

Total cost of deveclopment is excessive as compared to the
benefits derived (over $800,000).

The requirements and design mackaqe as prescented by IR could
be best utilized to serve as the basis for modifications to

a considerably less expensive pre-developed Payroll/Personnel
system (CEIS).
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SHORT-TLERM MODIFICATIONS IN PROCRLSS
.Payroll/Personnel

.Accounting
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SHORT-TERM MODIFICATIONS

PAYROLL/PLERSONNEL

ACCOUNTING

OBJLECTIVE

To improve fiscal accountability and control over processes
and procedures as they pertain to the disbursement of funds.

METHODOLO GY

A.

Mdify existing computer systems to reflect accepted
principles of adequate internal control by insuring the
integrity of the input data and generating key exception
reports.

B. Institute manual procedures to effecti¥ely utilize the
new ly- generated information and control the dishursement
processes,

MODIFICATIONS

- Payroll/Personnel changes

1.

Allow exception one~time deductions and/or additions to
gross pay with proper batch balancing and editing func-
tions to insure integrity and auditability of the data.
Accomodate the calculation and separate reporting of
negative gross and negative net pays due to petty cash
advances.

Ratch balance all financial input transactions;
accomodate the posting of void check transactions.

Generate 5 additional spooled reports
a. Petty Cash carryover
b. Employees with Negative Gross carryover

c¢. Employees with non-zero NNegative Gross carryover
for this period

d. Usage of Negative (ross carryover

e. Void checks



lodify the Salary Revicuv List to exhibit deviations
from base pay in excess of 1N0% or $150.90, whichever

is lower.
CGenerate a listing of the Employee laster File after
each pay cycle.



Accounting changes -

1.

Consolidate separate encurbrance and expenditure files
now maintained separately for each budget; generate
sub-totals by budget on every accounting renort and
grand total.

Prohibit all expenditures which would result in negative
available balances (by line); generate an exception
report for any over-spending (as a result of payroll and
manually prepared checks).

Accomodate posting of manual check transactions to the
appropriate budget line; expand the Bills and Claims
report to include:

- account number of payment request

- purchase order number and date



APPENDTX TIX

SUMMRY REPORT OF GENERIC DESI M
FOR

PAYROLL/PERSONNEL DATA PROCESSING



Introduction - This appendix provides a summary overview of
data processing functions and characteristics that are
inherent in any Payroll/Personnel system adequate to the

needs of the Newark Board of Iducation, and a brief discussion
of the benefits to the Board in taking an integrated-system
approach to the implementation of such a Payroll/Personnel

system.

References - Special consideration was given to previous
reports and designs prepared for the Board or other entities:

., Newark Chamber of Commerce studies (1971)
Touche Ross FAS study for City of Newark (1972)
Touche Ross study for the Board (1973)
IBM Requirements & Design Reports (1974)

Assumptions - The integrated-system presented builds on the
revised organization, procedures, and DP interfaces as
presently being proposed by the TAsk Force for the Board Pay-
roll and Personnel departments, and to a lesser extent on the
corresponding proposals for the Data Processing department.

Functions - The system will perform all of the functions
normally associated with Payroll/Personnel:

- Control Functions
. Transaction batch controls initiated manually by the
using departments and checked in Data Control.
. Data preparation of both control and transaction data
for tie-through computer applications to audit output
reports.

- Payroll Functions

. All ewmployees will be paid for a standard number of
hours per pay period unless otherwise specified.

. Authorized pay periods and nay standards will vary
with employee position types.

. Deductions will be automatically calculated as in-
dicated by codes associated with each employee record,
and tables referenced thereby.

. Deductions will be prioritized as to which are taken
first, up to limits established per applicable de-
duction, and an overall limit.

. Provision will be made for manual control of excep-
tional deductions.

. Other features of the system will include:

.. The ability to process different types of overtime
calculations (e.q., time and one-half, straight
rate for x hours, etc.).

|-
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.. Retroactive 'salary adjustments (on and off pavroll).

.. Recognition of shift differentials

.. Handling of interdivisional and interdepartmental
transfers.

.. Special assignment pay

.. Special rmayments and allotments such as uniforms,
workmen's commensation, and other notaxable income.

.. Processing of fixed or percentage mass raises bv
hargaining unit and/or joh title.

.. Automatic adjustments to payroll history for all void
and expired checks (recdeposits).

.. Recording accruals and usage of:

«es Vacation time
ee. Sick time
... Compensatory time

.. Ability to handle various fiscal years or contract
periods for agency nrograms.

- Personnel Functions

Fach emplovee will he positively identified as belonging
to one or more positions, at one or more locations.

For each defined position, there will be a unique entry
in a Position Control table which will specify payroll
type, salary code, special allowances, time allowances
(vacation, sick, personal), and benefits entitlement

(exclusive of those dependent on longevity or professional

qualifications).
Fach employee will he positivly identificd as to status
(Civil Service/Tenurc, active/inactive) and provision

711l be made for automatically renortinag pendinqg

personnel 8tatus changes as critical dates for process-
ing are approached.

Provision w1ll be made for tracking the position history
of each employee.

Provision will be made for accumulating and reporting.

.. Time Attendance history

.. Accrued benefits

.. Employee credentials vs. position requirements.
.. Leave schedules

Benefits - The advantages of this system approach to the Board's
Payroll/Personnel Data Processing are both general (valid for
any application area), and specific to the Board.

Validations

.» reduced Data Control time to review input transaction
authorization and accuracy.
.. improved control and edit or inputs
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... control by batch totals
... rejection of transactions inconsistent with
system defined ranges.

detailed audit trails of all file maintenance.

.. highlighting of exceptional situations and amounts.
.. accurate monitoring of effect of payroll input on
gross payroll dollars.

. Processing

.. faster turnaround for file maintenance.

automatic interface to other subsystems (budget,

accounting) in detail and summary.

.. reports by schedule, exception, or demand for current
or specified periods.



Appendix IV

In-House Implementation
of an

Integrated Payroll/Personnel System
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IN-HOUSE IMPLWIMIITATION OF AN

INTEGRATED PAYROLL/PERSONNEL SYSTTIM

Lvaluation of the Payroll/Personnecl Generic System lecads to the
conclusion that the IBM system desiqn, for the most part, fairlv
represents the requirements of, and provides the management
information needs of the Board of Tducation with the following
implementation exceptions and additions.

1) A provision should be included for the recalculation
of Gross in the event that a Position Code change is
made to an employee after a one-time adjustment to
pay was initiated. Also, the effect on Cross control
totals must be noted.

2) Increased Manual Contrnls.

a)
b)

c)
a)

e)

More thorouqgh user documentations & Procedures.
Skill rotation of personnel in the Payroll &
Personnel departments.

Strict procedures for user change requests.
Formal User authnrization on Data Control
input.

Provide adequate off-site storage of lMaster &
Transaction files.

3) Elimination of On-line data aathering, Terminal Inquiry,
and DL/1 data base in the functional design. The need
for on-line processing was not demonstrated in any of
the IBM reports (7/74 to 12/74).

The functions offered through on-line features are

~ Personnel:

a)
n)
c)
d)
e)

Pending Action

New Employce Registrations
Modify llon-Sensitive
Modify Sensitive data
Fringe Benefit Deductions
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- Payroll:

a) Correcct
b) @orrect

c) Adjust
d) Adjust
e) Adjust
f) Constru
checks

qg) Check C

Social Security Number
Year to Date Totals

Net

Fmployee Salary

Attendance Fields

ct Adjustments to produce
during a correction cycle.
orrecting (Void & Re-issue)

h) Void check onlv

These functions for

currently without th
The real requirement
Personnel data could
microfilm records at

In summary, the cost
inordinately high in

4., DMre clearly def
and Budget/accou

5. Provide the repo

the most nart are heinag performed
e use of on-line data gathering.

of more timely and accurate Pavroll
also be accomplished by use of

a much reduced cost.

(see attachment A) appears to be
viev of the bencfits received.

ine the interface between Payroll
nting.

rts (many of which already exist

in the IBM design report) as per attachment 13,

The manning and cost requ
of this integrated system
are summarized in attachm

irements fcr the in-house development
without DI./1 or the on-line interface
ent C and Chart C.
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ATTACH MENT A
Cost of CICS/DL-1 Interface Development
Staff Training
Trained Project Manager, Systems
& Programing Personnel 10 @ 1624 16,420.
System Programmer 2,000,
Operators 8 @ 400 = 3,200.
User Terminal Training
10 Person for 2 months 16,000,
$37,620,
Additional Personnel Requirements
Data Base Administrator @ 17,500/yr. 42,000.
System/Programmer Installation
Part Time - Total 6 man/month effort 9,000.
Systems Analyst for Course Desiqgn
User Training 2 month effort 2,500,
$53,500.
Additional Software (30 months)
CICS @ 385/m 11,550
DL1/D0OS/VS @ 330/m 9,900
CICS/3270 Simulater @ 81/m x 12 972
CICS/on line test debug @ 86/m x 12 1,032
$23,454
Additional Hardware Cost
4-3277 @ 127/m for 30m 15,240
1-3284 @ 150/m for 30m 4,500
8- 3277 @ 127/m for 15m 15,240
1-3284 @ 150/m for 30m 2,250
Core Increase to 393 for 30m 14,520
$51,750

Tital Cost to Install CICS
DL/1

$166,324.



ON ~ MINC COST OF CICS/Dl~1 INTEDI'ACK

Personnel

- Date Base Administrator
(Part timé - % time)

- Systems Programmer
(Part time - % time)

Software
CICS

DL1/DOS/VS

Hardware
12-3277 @ @ 127/m
2- 3284 @ 150/m

Core Increase @ 484/m

!bnthlz

700.

300.
1,000.

385.

330.
715 L]

1,524.
300.

484.

— 2,308,

$4,023,

Annually

12,000.

8,580.

27,696.

$48,276.



ATTACHMINT B

OUTPUT REPORTS

*Batch Balance Reports
Detail
Batch Totals
Cross Totals
*Control Rgports
Audit Control
Production Control
Payroll Summary
Employee Action Audit
Retroactive Action Audit
Mi.scellaneous Transaction Audit
*Payroll Checks

Checks
Check Stub

*Payroll Register
Time Report
*Check Register
*Bank Reconciliation
*Quarterly Earnings Record

Earnings Record
Earnings Summary

*Payroll Summary (Deduction List)
*Bond Deductions (Mnthly)

Bond Deductions by employee

Bond Purchases by Denomination and Employee

Bond Purchase Summary
*Cuarterly Tax Reports

941 A

FICA Sequence
FICA Maintenance
FICA 2 Report
OAR - S3A
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*Annual W-2 Forms
*Pension Reports

TPAF

~ Summary Totals
Member Status
Shortaqges
Fund Report

Essex County
Summary Totals
Member Status
Shortages
Fund Report

*Special Payments & Allotments

Probation/Tax Lien
Garnishee Constable Report
Grnishee Summary

Charity Deductions

Board Shortage

Special Garnishments

*Void/Returned Checks
*Employee Listings

Annual Personnel Lists - Instructional
Annual Personnel Lists - Non-Instructional
Resignation, Terminations, Retirements, Deaths
New Hires

Promotion, Salary Adjustment

Furloughs, Returns

Per Diem Substitute List

Retirement Report

Retroactive Position Listing

Probational Status

Teachers Tenure Progress

*Salary Administration Reports
*Secretary's Follow Up Report
*Attendance Reports

“Vacation Reports

*Leave of Absence Reports

*Extended Loss of Pay

S



*Unregistered Benefits Report
*New Jersey Health Benefit Report
*New Jersey Health Benefit Summary
*New Jersey Health Benefit Member Status
*Blue Cross/Prudential/New Jersey Dental Service Plan
Member Status Change
Employee List
Report by Budget Type
Summary by Budget Type

*Annuities

Prudential Deductions
Variable Deductions

*I.ife Insurance Cancellations
*Unions
Master Listing

Benefits Report
Benefits Summary



ATTACIMENT C

In - House Cost to Develop 24 Task months over 30 Calander moenths

*Personnel (Full Time)

1l - Project Manager @ 19,500/yr. 48,750
2 - Senior Analysts @ 16,500/yr. 82,500
5 - Programmer/Analysts @ 15,000/yr. 187,500
1 - User Training & Documentation @ 17,500/yr 32,811
Specialist (3/4 Time)
351,561
User Training & File Preparation
10 User Personnel @=10,000/yr. 33,320
For 4 Mnths 384,881
Allocation of Operations & Keypunch
Personnel Supporting 6 hr/day Computer Time
@ 5,000/mo. 150,000
534,881%*
* Materials & Supplies and Overhead
@ 1,500/mo. 45,000%
*Equipment
Computer 120 hours/month for 20 months
@ $20/hour 43,000%

**Cogt to Develop - - $627,881.



ON (MING €0ST

Equipment
Estimated 130 hours/month
@ $20/hour

Allocation of Operations & Xeypunch
Support 6 hours/day Computer Time
@ $5,000/month

Materials & Supplies and Overhead
@$1,500/month

S

1- Programmer/Analyst
(System Support & Maintenance)
@ $15,000/year

Off- Coing Cost
Payroll/Personnel

MONTHLY ANNUALLY
2,600 31,200
5,000 60,000
1,500 18,000
1,250 15,000

$10,350. $124,200.
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PERSONNEI, REQUIRFEMENTS -~ (IN HOUSE PAYROLL/PERSONNEL)

1) Project Manager ~
. will have explicit responsibility for the adminis-

tration and technical direction of efforts on this
project. Activities include:

.. Provide proper communication channels for
the interface of the nroject team members
to the Newark Poard of Education user and
support groups.

( ‘
.. Establish and maintain a formal change
control prodedure.

.. Develop overall project work plans and

schedules and a work plan for each individual
project member.

.. Mnitor progress against work plans and

sehedules. Take corrective action wherever
necessary.

.. Provide Monthly Status Reports advising
Newark Board of Education management of the
progress and status of the project.

2) Programmer -

. aid the Project Minager in the preparation and review
of all Systems & Programming documentation for com-
pliance with NBE Standards & Procedures.

3) Senior Systems Analysts -

. Perform the detailed Systems design (including the
new front end but excluding Terminal data gatherina
and inquiry) and design the System interfaces e.q. -
Payroll, Personnel, Accounting. Formulate & conduct
user and inter department training as required.

4) Programmer/Analyst =

. Flow chart/Code/Compile/Test and document System jobs/
Programs.



APPENDIX V

EDP STEERING COMMITTEFE
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EDP STEERING COMMITTEE

The Steering Committee provides a mechanism for effective working and
communication relationships between EDP and its customers. This Committee acts
as an arm of the Board of Education in .

. Establishing the silze and scope of the EDP function
. Setting priorities within these bounds

. Assuring the existance of a communication channel between
EDP and its customers

. Monitoring assigned responsibilities for accomplishment
of system project tasks between user and EDP groups

. Measuring results of EDP projects in terms of return
on investment and other management criteria.

The Steering Committee imteracts with the systems design and implemen-
tation process, within the Board of Education, by reviewing the efforts of
Data Processing at clearly defined control points. An excerpt from the Data
Processing Standards Manual is attached which defines the relationship between
the user, Data Processing and the Steering Committee. At each major control
point the Director of Data Processing will rank projects in terms of total
benefit, to aid the Committee in setting priorities within the department.
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Chart outlines the major steps to be accomplished in a data processing
project. Separate steps are shown for data processing, the user, and the
steering committee. The documentation philosophy promulgated in the Newark
Board of Education data processing standards provides for a tangible product
to be produced at each review point. One result of this approach is that
management has the flexibility to suspend a project at any review point without
adverse effect on the later restart of the project. Another result is that
each review point presents a clearer picture of the final system and its
resultant costs.

The success of this method depends upon effort and commitment from both
the user and data processing.

1. Projects are initiated by creation of a user request. This
request may be prepared by the user or by data processing
personnel. On complicated requests, data processing may assist
the user in preparation of the request.

2, Once a user request is received by data processing, it is
logged in and assigned to the appropriate systems manager.
An analyst is assigned to conduct an initial investigation
into th> feasibility of the request. A report is produced
recommending the action to be taken. The Director of Data
Procassing reviews the recommendations and either approves
or disapprovee the project for submission to the steering
committee.

2, User management reviews the recommendations and may agree or
disagree with the decision of the Director of Data Processing.

4. User requests and their initial investigation reports raeach
the steering committee if

a. Data Processing and the User agree that implementation
is desirable.

b. The User wishes to appeal a disapproval by Data
Processing.




@

o
REVISION DATE

/ /7

CITY OF NEWARK
HOARD OF IBUCATNON

ORGINAL EFHECTIVE DATE

/ 7/

MAJOR €1 ASSH It ATION

NBE DATA PROCESSING STANDARDS MANUAL

PROCEDURE NUMBER

TILE

Bducation.

5.

6.

0.

11.

12.

GENERAL FLOW AND REVIEW POINTS

o N,P SEC PAGE

The steering committee will then decide which projects data processing
will undertake based upon costs, savings, and the objectives of the Board of

R

If further action is authorized,data processing, with the
assistance of the user, will conduct a systems study and
prepare a systems proposal which outlines alternatives and
recommends solutions to the problem. Management reviews

tye proposal prior to its submission to the steering committee.

The steering committee decides which projects will move on to
systems development.

If further action is authorized, data processing and the user
design the new system and prepare systems specifications.
Management reviews the specifications and forwards to the
steering comnittee for action.

Thé steering committee decides which projects will move on to
the programming phase. ,
Data processing writes and tests programs while user personnel
write manuals to be used by their staff and prepare data to
test the capability of the new system.

A full scale test of the system is run, results evaluated and
data processing and user management satisfied that the system
is operating correctly before forwarding to the steering
committee.

The steering committee reviews test results and determines
whether the system should be placed into production.

Once a system 1s in production it is still periodically reviewed
to be sure it is meeting the current needs of the user organ-
ization. The report is reviewed by management and forwarded to
the steering committee ONLY if a change from the status quo is
recommended .
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13. The steering committee will determine whether further action
i8 necessary. If further action is approved, the recommenda-
tions will be considered as constituting a systems investiga-
tion report and a systems study will be authorized. From
this point forward the project is handled normally.
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APPENDIX VI

CEIS PAYROLL/PLRSOMNEL SUMMRY



Introduction - This appendix covers the significant features of
installing the CEIS Payroll/Personnel application as one
alternative to solving the current and on-goings needs of the
Newark Board of Education.

References -
. CEIS OVERVIEW brochure, 1972
Anathon Division, SPL International
New York, New York

Qverview - The Payroll/Personnel application 1s a subsystem of
the CEIS Business package of applications. The entire packaqge
(sece attached charts) operates under parameterized scheduling
and interaction as provided by thc Control application, which
in turn operates from feature-seclcction, scheduling, and report-
ing options selected and supplied by the using departments.

The Payroll/Personnel application 1s specifically
tailored to meet the needs of Boards of BEducation, which are
traditionally somewhat special in the varity of pay tvpes,
Pay schedules, and deductions that must be handled.

This apnlication specifically provides for:

- maintenance and reporting of all current and historical
personnel data;

- labor distribution, accounting, service and legal functions

associated with payroll processing;

- logical separation of payroll and personnel functions
(reports, scheduling, ctc.) operating out of a common
data base and with a common interface to other applica-
tions.

Data Base

~ Business Systems master file

- Calendar (scheduling) master file

~ Employee master file

-~ Financial Activity table (from Financial applic.)

- Vendor master file (from Accts. Payable applic.)

Input Transactions - Primary inputs are by coded forms to be
submitted with batch controls and totals for Data Preparation.

- Notice of Employment: printed by DP, amended by Personnel
for delete/add/change information, reprinted and returned
after file updates.
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Provides for

.ID

.. Name

.. Address
. Payroll

.. Salary Code

.. Barned Salary Advance
.. Deduction Codes/Amounts
.. Tax Data

.. Retirement Data

.. Leave Data

. Credentials
. Education

. Assignment
.. Accounting Codes
.. Program Codes

- Time Sheets: nrinted by DP for turnaround.

- Adjnstments; )
. Farnings/Deductions/Gross Pay

. Retirement

Functions - The Payroll function handles salaried employes by
exception, and hourly employees on reported time. Special
deferred payment options are available for 9, 10, and 11 month
payroll types. The order of deductions is carefully nrioritized
according to standard accounting practices (allowinqg for
Statutory and Voluntary deductions), and controlled to prevent
negative gross-pay calculations or zero-dollar warrants.

The Personnel function carefully screens input transactions

for erroneous or inconsistent changes, and provides management
exception reports in all areas of special interest to Boards and
Schools.

Reports - There are ll reports produced automatically at every
cycle or demand run of the application, and 33 defined reports
that may be user requested (scheduled or demand) through the
Control application.

Warrant production is handled under separate controls with audit
listings.
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- Automatic (every run) 11 reports

HHNWWRE

Batch bhalance

rdit/Update error lists

Cross/Net pay computation errors
Administrative Ixception/Personnel information
Cancelled warrants

Financial Reference report

- Requested (demand or scheduled) 33 possible

NAOAHEMMWIYIWWEREWRE

Time Sheets

Deductions by Vendor and Employee halance

Labor distribution

Vacation/Sic/Leave balances

Special Deductions - Savings Bonds, Credit Union, etc.
Qualifications - educational, professional, expired
Termination/Hires/Special Status

Employee listings (various sequences)

Warrants - register

Payroll registers, W?, earnings report, PERS, STRS
Tax reports



APPENDIX VII

SUMMARY REPORT - PUPIL SUBSYSTEM
OF THE

CALIFORNIA EDUCATION INFORMATION SYSTEM



Introduction - This appendix covers the significant features
of installing the CEIS Pupil Subsystem applications as onco
alternative to solving the current and on-going needs of the
Newark Board of Education.

References - CEIS Overview brochure, 1972, Anathon Division,
SDL International, New York, N.Y.

Qverviev - The CREIS Pupil uhﬁystnm package of applications
is a complete .subsystem of CITS, complementing the Business
Subsystem,

The Pupil Subsystem consists of two required applications for
overall control:

- Master File Mintenance
. establishes and undates a Student file
. prints master lists for
.. class schedules
.. health programs
.. guidance programs

-Process Control
. establishes and updates Schools file
.. identification of schools, districts, counties
.. report option selections by school

and six optional applications which may be idependently scheduled
and controlled through the Process Control application:

~Stuadent Scheduling
. updates Student file with individual course schedules
. prints on schedule or demand
.. turn around master coursc schedule form
.. turn around student course request form
.. 8tudent/course conflict reports
.. room/teacher loadina reports
.. Student locator cards
. provides master course schedule for Mark Reporting

-Attendance
. updates Student file with attendance data
. prints on schedule or demand
.. reqular/exception attendance reports
.. room loading reports
.. enrollments/drops by qchool/cla



-Test Reporting
. undates Student file with nercentile scores
. prints on schedule
.. test answer mark-sense forms
.. test result roster
.. statistical analyses/student profiles
. interfaces to Quidance application
. Interfaces to State of M.J. reportina requirements.

- Mark Reporting

. updates Student file with mark data

. prints on schedule
.. turn around mark-sense grade report forms
.. report cards
.. exception/failing students
.. statistical analyses

. interfaces to Quidance application

- (bwidance Reporting
. prints on schedule or demand
.. 8chool guidance lists and criteria
.. academic achievement lists

. interfaces student histories to Fducational Plannina

~-Tducational Planning
. prints on request or demand
.. honor rolls
.. achievement deficiencies
.. statistical analyses

7/
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CEIS PUPIL APPLICATION TABLE
!
i
}
- 3
o
Reports Master Process Reports .
® g:uugen: gata: Transmittal Eile Control ® (E)rror R;port )
° ent Roster e Option Report
. Error Lists Apphication Application > |d2nnhcal?2n Report —
e Heaith and Guidance Form e Activity Report ‘
e Ciass List -4
Feeds to All Other Applications
Feeds to Other Applications e Processing Options ~—
(except Educational Planning) e Common District 'Schoo' Data 1 J
¢ Master identification and Al e Decision Rules !
Appiicable Data for Each Student ® Common File Data -
i
l | .
- = — "f
Attendance Mark Test Student Master ! c‘;a.::’;::é: Educaliona) o
Application Reporting Reporting Scheduling | Schedule ! Reporting Planning -
[ Application Application Application _B_L_ul_dgr_: Application Application ‘f ?
-
Reports Reports Reports. Reports Reports Reports ]
® Replacement A'tendance e Mark Response Document | ® Answer Med:a e Student Course Request | ® Cal:formia Gwdance e Honor Rol Reports .
Gathering Document e Report Cards e Gummed Labels e Master Course Scheduie | e Cal'lorna Academic ® Achievement Defi¢c e-: N
o District of Residence e Mark Point Average e Individual Student Profile | ¢ Student Contlict Achievement o Comparaiive Analys:s —
e Regular Attendance ® Mark Analysis o Test Resuit Roster o Course Conthict Matrix e Controt & Update L:st !
e Irregular Attendance e D F and !ncomplete e Frequency Distribution e Room Load L
e Room Load o Mark Data e Exception Reports e Student Locator Card -
e Drop and Enroliment ® Scholarship e Item Count e Teacher Load —
e Excessive Absence e Cluster Analysis }
Warning |
Feeds to Other Applications Feeds to Other Applications] Feeds to Other Applications | Feeds to Other Applications{ Feeds to Other Applicationg o)
To California Guidance To Calitornia Guidance To Mark Reporting To Educational Planning L‘_],
Reporting Reporting e Master Course Schedule ¢ Student History
e Latest Marks o Test Scores .
® Awards @ Percentile Scores |
® Mark Point Averages L—J’
e Credits
To Master File To Master File To Master File To Master File To Master File T }
o Current Attendance e Current Mark Reporting e Percentile Scores o Current Student e Maintenance Change L
Scheduting Cards
e Latest Marks -
To State e Tes! Scores |
e State-Required Data e Health Data
.

Awards




ATTENDANCE
ACCOUNTING

INFORMATION TYPES:

THE RELATIONSHIP OF OTHER PUPIL APPLICATIONS TO CONTROL

PROCESS
CONTROL

—

EDUCATIONAL
PLANNING

[3

CALIFORNIA ‘_@__
GUIDANCE

MASTER

SCHEDULE <,>

BUILDER
4

STUDENT MARK
SCHEDULING @ ™1 reporTING

* *
3
2
MASTER FILE

MAINTENANCE

@ Control Data

@ Student Master Fle
@ Forms For Late Enroliments
@ Course Request Data

@ Master Course Schedule

@ Semester Marks

(@) MPA Fiie

Test Results and MPA

@ Test Results and Test ID Table

*

All add their own data

TEST
REPORTING

*

directly into the Student

Master File



APPINDI X VIII

ACTIVITY LISTS FOR

. Systems & Procedures DlManual

. APL Installation

School Scheduling Paclage

Valu - Comn Job Accounting
Payroll/Personnel licrofilm Reports



WORK OQUTLINE

PROJECT LIST [
AcTiviTy List]

TASK LIST d
Orcantzar: + SYSTELS & PROCEDURES CLEAN-UP &
- _PUBLISHING
PESPONSI—
No. Work DEFINITION BILITY
1 Complete training Barnes
. . . DP (Lee) &
2 Finalize & correct final draft 3arnes
. Order binders for manual NP (Long)
3 Type and proof changes DP
4 Send master to printer DP (Long)
Extract info for D.P. users DP (Lee)
5 Send D.P. User Master to printer DP (Long)
6 Distribute manuals to D.P. and users DP (Lee)
]

'REFARED By _

WPPRCVEDR 3,

FORM
DATE
PAGE OF
JOB CODE
Man Days S
REqumEDa BUnGET 5?-&'33 Tgfg
9 7/18 7/31
2 7/16 8/5
8/5 8/5
8/5 8/11
8/12 8/12
8/5 8/11
8/12 8/12
9/2 9/2
e T N
LEVEL ONLY
COPYRIGHT 1967

TNt 3G




wORK QUTLINE

COBy il

TOLGAE R

FORM
DATE -
PAGE OF
PROJECT LIST [] DB CODBE .
ACTIVITY LisT[ ]
TASK LIST O
ORrcantzATioN_ WL INSTALLATION !
. —_— -
REsPOMSI— Mar DAvs START T
-0, WoRK DEFIMITION BILITY REQUIRED BubGeET DaTe ?iﬁﬁf
1 Negotiate contract with Educational ;
Compurer Network (ECN) V. Thomas 5 8/4 8/8
i
2 i0btain telephone lines 7. Thomas 2 8/11 8/15
Obtain Modems 'V. Thomas 2 8/11 8/15
Obtain Terminals V. Thomas 2 8/15 8/19
3 {Set up teacher training V. Thomas 1 8/4 8/20
— - - !
Prepare operating procedures V. Thomas 6 ! 8/21 8/29 ‘
4 |Test Terminals V. Thomas 2 i_, 9/2 9/3
- R S e —
H
!
—— e — —~— -...-..__._...._......,\‘__T
e | — S |
- /7
>~ —— —— ‘ B ntaienent R e +~T--1——~'—v-'~4--'- Rl e i e i i
|
— - = c—a— __A..m.."h...-_»--- ——— . - A mm e o e AT e O vem Sm G Atat AR Alme M eam s e e Tm e e = o
1 S L2
; . P
e o N I 7o S N SN S
RIFARFD By e e e 2 rASK LEVEL ONLY
BPRCVED By

VLE~C4D



TANIAYE oNEC
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WORK OUTLINE FORM
DATE
PAGE OF
PROJECT LisT [ JOB CODE
AcTiviTy rist(]
, . TASK LIST
OrcarizaTion  School Scheduling Package ] = -
REsSPONSI— + .4 MAN Davs f START
Nc. WoRK DEFINITION BILITY X Y REQUIRED | BupG:~ Al TASAGS
1 Contact vendor or other user and | Lee & ¢ SO s !
formally Long i gre f 1 8/4 3/4
request source program <237 IR
Bt _:j R
- - OGNS . &
M a3 =~
2 Compile supplied source and Lee 3 NI 2 3/1° 8/21
2’y -
. L RS
compare obiject to existing AN ¥
-
programs are
- “_ atsre
3 Verify accuracy of package Lee Lo o S - 2 8/25 3/26
: ity
4 Store source and object locally Lee 3 L, 1 8/27 8/27
¥ s Y} s .?:
5 Store source and object Carnes ¥ } 1 3/27 3/29
ce - P
off-site = e
|
REPARED ByY
TASK LEVEL ONLY
PPROVED By
COPYRIGHT 1967 102-028

F‘ R
——



WORK

OUTLINE FORM,
DATE
PAGE OF
PROJECT LisT [ JOB CODE
AcTiviTy LisT(
< . : TASK LIST O
ORGAN!Z? © ON value Com. Joo Accounting
RESPONSI— MAN Davs o ST
No. WorK DEFINITION BILITY & JES REQUIRED BUDGET D::g TASAGEET
1 |Contact Vendor Div. DP I v ;"{J’g
urchas. ; = LS 1 3/4 8/4
2 |Negotiate Contract " ;LN 2 3/11 8/12
3 |Train BOE Staff vendor B¥ Tni - 3 2 8/7 3/8
4 Develop Cost Tables Lee «"%‘gi A : 3 8/18 3/13
5 Install Packace Lee O T 2 8/18 8/13
6 Check first week output for Garnes i Tt 1 8/25 8/25
reasonablesness ezl [ 3
' 7 |Check first full month output for| Garnes =" - HRE 1 10/1 10/1
reasonableness - S
!
i
f REPARED By TASK LEVEL ONLY
/\PPROVED By
COPYRIGHT 1967 102~028

TOUCHE ROSS & CO.



WORK QUTLINE

FORM
DATE
PAGE OF
PRoJECT LisT [] JOB CODE
AcTiviTy List(])
: . e d TASK LIST O
ORGAN. ZAT1ON P/P Mcrofilm Equipment
RESPONSI— *1 Man Days START T
No. Work DEFINITION BILITY S .~ ¥ REQUIRED BubGET DaTe Ab’?ffg
1 Contact vendor for specs. Planament 'é‘:f' 33,;; »a‘,;{A : 1 8-1
" of W L P
2 Contact Personnel for space " &t A 1 3-4
¢SChF IR -
¢ 3 Prepare Purchase Order for Bid Purchas. G I 1 8-18
£ e
4 |Prepare initial master files Planamentg:.# . 1 8-18
5 |Swmit for micro filming " Ve se 1 8-19
6 Test microfilm on existing equip N Sa T f o 1 8-20
7 Train Payroll/Personnel Clerks P/P ‘&"3‘*‘%: 1 3-21
a e
1 X > AN
| 8 Board amprove purchase order Board S Dot [ 1 ! 8-26
i 9 Receives/install new equipment P/n 2 8-23 8- 23
ilO Instutute weekly micro film proce|Planament - -1 -
f
3 S.0. Chagnon
REPARED By d TASK LEVEL ONLY
\PPROVED By COPYRIGHT 1967

TOUCHE ROSS a& CoO.

102-028

e



APPENDIX 1

COMMISSIONER BURKE'S ORDER
OF FEBRUARY 4, 1975

——



(FACSIMILE)

IN THE MATTER OF THE AUDIT OF
COMMISSIONER OF EDUCATION

THE CITY OF NEWARK SCHOOL DISTRICT
ORDER

.
f
g WHEREAS ,the annual audit required to be filed with the Commissioner

of Education by each school district pursuant to N.J.S.A. 18A:23-3 has not been
filed in a timely fashion by the Newark School District for the last three

school years because of the chaotic and confused state of the District's busi-

ness and financial records;

i

WHEREAS when the annual audits for the last three school years were
filed by the City of Newark School District they disclosed serious deficiencies
in the managerial, business and personnel procedures and contained recommenda-
tions by the professional auditing firm for implementation of numerous and
serious remedlal measures by the District;

WHEREAS the annual audit report pursuant to N.J.S.A. 18A:23-3, due
Deptember 30, 1974,'hasynot yet been filed by the City of Newark School District
. because the professional auditing firm has state& that the District's records

are incapable of being audited;

|\ WHEREAS the remedial recommendations of the professional auditing firm

contaiﬂed in prior annual audits have not been implemented by the City of Newark }

School District; |
WHEREAS the City of Newark School District has failed to comply with
statutory and regulatory requirements of the State Health Benefits Program and

as a result its ?articipation in this program will be terminated as of June 30,

S ’
1975, ¥ f




WHEREAS the City of Newark School District has consistently failed
to comply with the requirements of the Social Security Program and the Teacher's
Pension Annuilty Fund Program thereby causing difficulty and hardship to members
of these programs and personnel in the school system;

L WHEREAS, the President of the Board of Education of the City of Newark
School District has requested assistance from the Commissioner in bringing order
to the confused fiscal situation in the Newark School System;

WHEREAS iﬁ response to the above described circumstances and pursuant
to his general powers to assure the provision of a thorough and efficient educa-
tion as mandated by Article VIII, Section 4, paragraph 1 of the New Jersey
Constitution and in accordance with the specific statutory powers as contained
in Title 18A, the Commissioner did organize a Task Force of persons from the
Department of Education and the Department of Treasury to conduct an on-site
review of the business operations of the City of Newark School District and said
study was conducted ;n January 27, 28 and 29, 1975;

WHEREAS .the Commissioner has reviewed the findings of the Department
of Education/Department of Treasury Task Force, a copy of which is attached hereto,
and finds that:

‘ 1. The business practices of the City of Newark School District
are in such poor condition as to impair the operation of the
educational program in said district;

2. While adequate funds are being budgeted for instructional
resources in the City of Newark School District, poor business
practiceé are preventing significant resources from actually
reaching Ehe school and children for whom these resources are

intended.
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3.

IT IS HEREBY ORDERED on this 4th day of February, 1975 that:

1.

The City of Newark School District adopt and implement a unit

control organization as described in the report of the Newark

Chamber of Commerce, June, 1971.

The City of Newark School District adopt and implement the

following remedial measures within the specified time:

a.

To cure the deficiencies in the purchasing and inventory
systems noted in the Task Force Report, within 6 months
develop a new purchasing system which will utilize sound
purchasing and management principles and qualified staff;

To cure the deficiencies in the personnel management and
activities noted in the Task Force Report, within 6 months
restructure the personnel office and recruit individuals
with personnel training and background to staff the depart-
ment ;

To cure the deficiencies in the payroll system noted in

the Task Force Report, within 3 months develop a system of
internal control in the payroll system;

To cure the deficiencies in the data processing system noted
in the Task Force Report, within 6 months develop a new data
processing system;

To cure the deficilencies in the repair, maintenance and
custodial services noted in the Task Force Report, within

3 months conduct a study to determine staff requirements and

daily work schedules for repalr, maintenance, and custodial

services;



f. To cure the deficiencies in the budget system noted in
the Task Force Report, for the preparation of the 1975-76
school year budget restructure the budgeting system to
implement unit control of budget preparation;
g. To cure the deficiencies in the accounting system noted
in the Task Force Report, bring the District's financial
records to current status and design and implement a fiscal
and operational system and procedures necessary to enable
the District to discharge its responsibilities.
To provide for the activities and measures to be undertaken by
the City of Newark School District pursuant to this Order, an
amount up to $250,000 shall be withheld from the State aid
calculated for saiq—District for the 1974-75 school year. The
Commissioner shall*éppropriate said money whenever he shall deem
it necessary in furtherance of this Order.
A member of the State Department of Education shall be appointed
as the speclal representative of the Commissioner to oversee the
implementation of this Order. He shall coordinate and monitor the
activity of the City of Newark School District to insure that the
terms of this Order are fulfilled and he shall report to the
Commissioner and State Treasurer with respect to same. This
representative shall be provided an office within the Newark Board

of Education to be staffed with appropriate personnel who from
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time to time will be required to evaluate the situation and pro-
vide technical assistance. All records kept by the City of Newark
School District shall be made available to this representative
upon request and all personnel employed by the City of Newark
School District shall provide assistance as requested.

The Commissioner shall maintain jurisdiction over this matter and

shall issue further orders if appropriate.

/s/ Fred G. Burke

FRED G. BURKE
COMMISSIONER OF EDUCATION



DEPARTMENT OF EDUCATION (FACSIMILE)
275 West State Street

P.0. Box 2010

Trenton, New Jersey 08625

February 4, 1975

TO: Fred G. Burke, Commissioner of Education
Richard C. Leone, State Treasurer

SUBJECT: Newark Visitation

This memo expresses the major findings contained in the report of a joint Depart-
ment of Education/Department of Treasury committee which reviewed the business
operations of the Newark School System. It is based on an intensive on-site
analysis conducted by personnel from both departments during January 27, 28, 29,
in addition to careful review of the 1972 and 1973 Touche Ross audit reports and
the June, 1971 Newark Chamber of Commerce Study.

The major finding of this report is that the business practices of the Newark
School system are in such poor condition as to impair the operation of the
educational program. While adequate funds may be budgeted for instructional
resources, it is evident that these poor business practices are preventing
significant resources from actually reaching the schools and children for whom
they are intended. Following is a list of major deficiencies and general
recommendations in each of the various areas of business and management examined.
Documentation is available for your review.

1. PURCHASING AND INVENTORY MANAGEMENT
A. Deficiencies

(1) The system in its entirety is archaic, inefficient, ineffective
and does not apply modern management techniques. Tasks, respon-
sibilities and procedures lack clear definition.

(2) The paper flow of requisition to vendor payment was found to be
excessively slow. There are open orders going back as far as
four and a half years, and serious backlogs in both purchasing
and accounts payable.

(3) Over 500 "confirming orders" (a purchase that has been made
without going through the purchasing division) were processed for
the month of January, 1975.

(4) Not one purchase discount has been taken in the last four and
a half years, on awarded contracts, or on State contracts. Pur-

chase discounts are not considered in the evaluation of a vendor's
bid.

(5) Some staff lack proper training and some are promoted to buying
from clerical functions.



2. PERSONNEL

A.

(6)

o))

(8)

€))

(10)

(11)

(12)

Purchasing is conducted by both the Board secretary and the
business manager independently of one another and purchase
order authorization is confused.

Bid solicitations are often sent to vendors who do. not sell
the merchandise sought.

There is no formal procedure for technical evaluation or
product testing.

School principals are required to submit annual orders for
supplies without knowing the availability of funds for these
purchases. This results in over expenditures. In addition,
principals are not informed when their supply requests are cut,
altered or appropriated.

There is no mechanism for school principals to report on the
quality of merchandise or services rendered.

The Board generally does not use existing State contracts which
would be lass costly than competitive bidding.

The warehouse facility and procedures are woefully inadequate
for the following reasons:

a. The facility is too small.

b. Goods are stored in a disorganized manner, and obsolete
materials are retained.

c. The facility 1s subject to flooding in heavy rain.

d. There are no written procedures for the warehouse.

Recommendation

In order to resolve these problems, an entirely new purchasing system
should be developed which would separate the powers and responsibilities
of the business manager and board secretary. Sound purchasing and
management principles must be implemented and qualified personnel
recruited to staff the purchasing activityy

Deficiencies

(1) There is no structure or organized system for processing the
various personnel activities.

(2) There are no persons trained in personnel management conducting
personnel activities,

(3) Records are incomplete and decentralized.

(4) There is no system for recruiting or staff development.



(5) There is no operating labor relations section.

(6) Payroll increments are not generated or controlled by the
personnel department.

(7) There is no responsibility for administering, controlling or
reporting all fringe benefit programs.

B. Recommendation

Implement the Touche Ross survey recommendations to restructure the
personnel office. Individuals with personnel training and background
should be recruited to staff the personnel department.

3. PAYROLL

A. Deficiencias

(1) There is no internal control as demonstrated by the lack of
separation of duties and rotation of work assignments of pay
clerks.

(2) There is no independent monitoring or verification of payroll
registers to ensure that persons on the payroll are legitimate
employees.

(3) The present payroll system fails to terminate employees or to
indicate their pay status, fringe benefits or eligibility. Thus,
pensions, health benefits and FICA are prepared from inaccurate
data.

(4) There are no uniform overtime policies and procedures. Overtime
is paid without proper documentation or authorization.

(5) 1Increments originate in the payroll department and are processed
manually for 11,000 employees.

(6) Records are not readily accessible or clearly identifiable.
(7) Blank checks are unsecured.
B. Recommendation
Immediately implement a system of internal control to segregate duties
so that no one employee may have complete control over an entire

transaction. This recommendation must be coordinated with the
recommendations under Personnel and Data Processing.



4. DATA PROCESSING

A. Deficilencies

(1

(2)

(3

(5)

(6)

There is no clearly defined or properly documented plan for use
of existing data processing equipment or implementation of future

equipment.

No detailed cost benefit analysis has been conducted prior to rental
or purchase of data processing hardware and no rational projection
for future major requirements of such equipment has been conducted.

Data processing staff have limited experience. Data processing
personnel lack formal training or the development program for such
training.

Personnel are not sufficiently trained to program and install a
$204,000 payroll system purchased from IBM. Personnel are also
insufficiently trained to implement and coordinate a time and
attendance reporting system currently rented from IBM.

Unauthorized personnel have access to computer areas, including
the tape library.

B. Recommendation

The Board should maintain closer control over data processing activity.
Each new program should receive a detailed cost benefit analysis and
existing equipment and programs should be evaluated in light of the
Board's needs. The Board should also recruit personnel with sufficient
training to implement its data processing activity.

5. REPAIR, MAINTENANCE AND CUSTODIAL SERVICES

A. Deficiencies

(1

(2)

(3)

(4)

(%)

There is no preventive malntenance program. Sixty percent of
staff time is required for emergencies at the expense of performing
routine repairs. |

Many necessary repalrs requiring outside contractors are unattended;
some contractors refuse to provide service.

Work requests for repairs are unattended for four months to a year
and in some cases, as long as four years. :

There is a lack of planning daily schedules and personnel require-
ments necessary to perform maintenance.

Work requirements are prepared by both school principals and head
custodians, resulting in confused assignments.



B. Recommendation

Conduct a study to determine staff requirements and daily work
schedules using the Gilbert Formula or a similar scientific work
planning method.

6. BUDGETING

A. Deficienciles

(1

(2)

(3)

(4)

(5)

(6)
(7

There is no centralized system of budget preparation and review;
rather, there are three separate and distinct sources for this
activity.

There is no meaningful staff involvement at the school level in
budget preparation.

The cost accounting budget, while ideal in principle, is dysfunctional
in practice and does not provide school principals with an effec-

tive management tool by which they may relate resources to the
educational program.

There is no one person given the responsibility of directing the
entire budget operation.

There are no criteria for adjusting line items in the budget

based on sound fiscal practice. The Board in fact uses the entire
budget as a pool of money with various line items inaccurately
reflecting budget categories. This results in over-expenditures
of line item ,appropriations and expenditures where there is no
appropriation.

There is no functional summary by major budget category.

There is no timely dissemination of approved budgets and/or
revisions thereto.

B. Recommendation

Restructure the budgeting system to implement unit control of budget
preparation and review. Provide for necessary participation by school
principals in this process in order to realize a rational budget and
meaningful management &ool.

7. ACCOUNTING

A. Deficiencies

(1) Given the lack of a properly planned, prepared and reviewed budget,

the Board is not provided with a basis on which to establish nec-—
essary fiscal accountability and control.



(2)

(3)

(4)
(5)

(6)

(7)

(8)

(9

(10)

The accounting office is understaffed and those personnel avail-
able lack the necessary technical training and professional
experience to perform tasks assigned.

There is no internal audit staff required to provide the necessary
checks and balances for effective internal control.

There 1s no accounting procedures manual.

The records of the Custodian of School Monies (the municipal
official who maintains the cash position of the Board) have

yet to be reconciled with the Board Secretary's control records
of the year ending June 30, 1974. This has resulted in a
violation of Title 18A:17-36 requiring the generation of monthly
and annual reports.

The board does not maintain a general ledger. Without this basic
control document, the board has no categorical summary of its
accounting activities on a current basis.

The detailed listing of accounts payable for the fiscal year
ended June 30, 1974, did not agree with the board secretary's

controlled figures. The detailed listings exceeded the control
figures by approximately $219,000.

The accounts payable are not aged in a format which yields
meaningful current information. The payable records indicate
invoices which have been outstanding for as long as four years.

There are presently approximately 10,000 to 12,000 outstanding
invoices awaiting payment.

There are no inventory records or control of capital equipment
maintained.

B. Recommendation

This area requires the extensive services of an outside consultant
familiar with the operations of the Board and the required state
accountability. The scope of this consultant's services would en-
compass remedial action necessary to bring the Board's financial
records to a current status, as well as the design and implementation
of fiscal and operational system and procedures necessary to enable
the board to discharge its responsibilities.

8. EFFECT ON THE SCHOOLS

A. Deficienciles

(1)

Lack of supplies in schools visited presents a serious instruc~
tional problem. Teachers are unable to plan lessons effectively
because they are without standard classroom resources such as pens,
paper clips, thumb tacks, oaktag and special paper products.
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(2) 1Items such as maps, globes and art supplies are generally
unavailable.

(3) The only audio-visual aid equipment available in most elementary
schools 1s that provided by Title I.

(4) The problem is most critical in the industrial arts area, where
wood and metal shop materials are unavailable. Initial wood
supplies for the 1974-75 school year have just been delivered.
In some cases, metal supplies have not been received for two
years.

(5) The same situation exists for maintenance and repair of instruc-—
tional equipment and of the building facilities as with school
supplies. In shop areas in particular, essential pieces of
equipment such as drills, grinders, and sinks are inoperable for
an entire school year. Industrial arts equipment such as drills,
bandsaws and lathes has been out of repair for two, three and
four years. Saw machines and dishwashers have not been replaced
during the current year.

(6) A gym floor in West Side High School, for example, is unsafe and
not in use.

(7) Essential components of audiovisual aid equipment are not avail-
able and lack of minor replacement parts such as light bulbs for
projectors seriously curtails the use of existing equipment.

(7) Although the textbook situation is better than that regarding
supplies and repairs, substantial numbers of books ordered are
either not received or are received late into the school year.
Some schools are using textbooks that are out of date in such
critical areas as the sciences.

(8) Custodial services and building maintenance are generally inadequate.
Items such as toilet paper, paper towels and garbage bags are in
short supply. There is no provision to hire substitutes for sick
custodial staff. Broken windows are common and remain unrepaired
for years in some cases. Items such as water pumps, lockers, water
fountains and air circulation fans have been out of service for
several years.

(9) The most serious problem noted was the effect that this situation
has on the morale of the principals and teachers. There is a general
expectation of system fallure. Lesson planning becomes an empty
exercise because teachers and administrators cannot anticipate that
the necessary support resources for standard lessons will be avail-
able. Many teachers spend their own money to supplement the
meager materials provided to them. Principals are hampered by lack
of office supplies, and, what is more important, they are required to
spend inordinate amounts of their time on memos and phone calls to
the Central Office following up on orders and placating teachers.
There 1s no confidence on the part of the instructional staff in
the ability of the Central staff to be responsive to their needs.
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Selected Observations by School Visited

Maple Avenue

Acetates for workbooks issued not received

Furniture unavailable for one class

Map heads not delivered

Florescent lights, toilet brushes, paper towels, toilet
paper and garbage bags not delivered

Few art supplies for the current year received.

Miller Street

Workbooks generally unavailable and, where supplied, not
used as workbooks but saved for future use

Pencils and pens unavailable

Science books out of date (1960); no 7th grade social
studies text

Art supplies received in November

. Shades damaged and missing

All audio-visual aids are Title I

Drill not working in woodshop

Grinder and sink in woodshop out of repair for two years
Toilet paper and paper towels unavailable

Bandaids, referral cards and tissues unavailable in
nurse's office

Barringer High School

Paper towels, light bulbs, drinking fountain replacement,
locker repairs, shades, and water pump repairs not received
Dishwasher in Home Economics class out of repair

3 of 12 sewing machines not working

Wood for woodshop received on January 26, 1975

Lathe in metal shop broken for four years

Metal shop supplies have not been received for at least
two years

Woodshop machines received in May, 1974; uninstalled as of
this date

Internal school communication system not functioning

Broadway Elementary Junior High

°

Woodshop supplies have not been received for current year
Power tools are out of repair

. Hand tools inadequate (3 screw drivers for 3 classes)

Only one head custodian for both elementary and junior
high schools

West Side High School

Football equipment was not delivered

Gym floor replaced twice but poor workmanship; floor still
unsafe for use

Five out of eight sewing machines out of repair



Camden Middle School

. Supplies are delivered well after school begins

. Motion picture screen in the auditorium uninstalled
after two years

. Over supply of maps and globes

. Sewing machines were stolen and have not been replaced

Arts High

. Athletic equipment has not been received as of this date
. Supplies received only after emergency meeting in November
. Music manuscript paper has not been received for a
two year period
. Desks are o0ld and too small for use by high school students
. Locks, doorknobs, windows and desks are either broken or
out of repair
. Carpentry services unavailable

THOMAS MARSHELLO
Department of Treasury

WILLIAM A.

SHINE

Department of Education

WAS/1g/H1



APPENDIX 2

TASK FORCE
ORGANIZATION AND STAFFING




During the course of the Task Force's activities, in excess of fifty
persons from the State of New Jersey, Greater Newark Chamber of Commerce, and
Touche Ross & Co., were involved in the project. The following list presents
the names of the individuals involved, the normal affiliation of each individual,
and their primary assignment. Following this list, is an organization chart

depicting the Task Force's organizationm.

NAME SOURCE ASSIGNMENT
T. Ahern N.J. Dept. of Education Payroll
S. Aspero Midlantic Bank Accounting
M. Barnes N.J. Dept. of Treasury Data Processing
F. Bosakowski N.J. Dept. of Treasury Accounting/
Data Processing
J. Bedenko Touche Ross & Co. Data Processing
G. Block Prudential ’ . Data Processing
R. Bongart N.J. Dept. of Education Personnel
H. Braﬁn Touche Ross & Co. Project Management
E. Campbell Newark Board of Education Repair & Maintenance
C. Capone Midlantic Bank Accounting
S. Chagnon N.J. Dept. Law & Public Safety Data Procéssing
R. Collard Touche Ross & Co. Purchasing
M. Cowan Touche Ross & Co. Repair & Maintenance
R. Coyle N.J. Dept. of Treasury Data Processing
G. Cummings United Hosp. Plan of N.J. Payroll
J. DiVenuto Touche Ross & Co. Personnel

J

A. Endick N.J. Dept. of Civil Service Personnel



NAME

M. Goldstein

R. Hanson
J. Harris
F. Heimall

R. Hoeflinger
M. Hovan

E. Hubbard

J. Ippolito
L. Kranztohr
J. Longley

W. Lucow

0. Maistro

T. Marshello
R. Maxson

M. Miqueli

R. Mills

J. Murphy

J. Planamento

J. Punjabi

J. Rogoff

J. Rosen

E. Savelli

G. Schirrmeister
S. Schleman

M. Schwarz

M. Shooman

SOURCE

Touche Ross & Co.

N.J. Dept. Law & Public Safety
City of Newark

Fidelity Union Trust Co.

Port Authority

N.J. Dept. Law & Public Safety
Public Service Elec. & Gas
N.J. Dept. of Transportation
Touche Ross & Co.

Mutual Benefit

N.J. Dept. of Education

N.J. Dept. of Education
Dept. of Treasury

Dept. of Treasury

Bell Telephone Co.

Dept. of Education
Dept. of Civil Service
N.J. Dept. of Education
Touche Ross & Co.

Touche Ross & Co.

Newark Board of Education
N.J. Dept. of Treasury
Port Authority

Touche Ross & Co.

Touche Ross & Co.

Touche Ross & Co.

ASSIGNMENT

Accounting

Budget

Data Processing
Accounting

Repair & Maintenance
Data Processing
Data Procéssing
Accounting
Project Management
Accounting
Personnel
Accounting

Project Management
Budget

Purchasing/
Data Processing

Personnel

Accounting

Data Processing
Accounting'

Project Management
Project Secretary
Purchasing

Repair & Maintenance
Project Management

Purchasing/
Repair & Maintenance

Personnel/Payroll



NAME SOURCE ASSIGNMENT

H. Sher Touche Ross & Co. Repair & Maintenance
F. Skopowski Prudential Purchasing

F. Stanzione N.J. Dept. Law & Public Safety Data Processing

B. Steinfelt N.J. Dept. of Education Project Management
J. Temple Touche Ross & Co. Budget/Accounting

R. Tomko N.J. Dept. of Treasury Payroll

R. Trevenen First Jersey Personnel

F. VanCamp N.J. Dept. of Education Accounting

W. Wechsler State of New Jersey Special Agent

to the Commissioner

A. Yarsin Touche Ross & Co. Data Processing

It should be noted that in addition to the above, a large number of
employees of the Newark Board of Education also participated. Only those who

were assigned full-time to the Task Force are identified above.



TASK FORCE ORGANIZATION

GOVERNOR OF
NEW JERSEY
BRENDAN T. BYRNE

COMMISSIONER
OF EDUCATION

FRED G. BURKE

SPECIAL AGENT

WALTER WECHSLER

- NEWARK BOARD
OF EDUCATION

1 ]
T MARSHELLO H. BRAUN B. STEINFELT ADVISORY
D1VENUTO GOLDSTEIN
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S. SCHLEMAN
) — I I 1
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Trevenen Cammings Punjabi Hanson Block Project Team Skopowski
Endick Ahern Maistro Maxson Hubbard Schwarz Savell1l
Bongart Tomko Capone Stanzione Campbell Miqueli®
Mills VanCamp Hovan Schirrmeister
Lucow Ippolito Barnes Hoeflinger

Aspero Harris
Murphy Miqueli* —
Bosakowski#* Chagnon
*Assigned to more Heimall Planamento
than one area. Longley Coyle

Borakowskil#®
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RESOLUTIONS OF THE
NEWARK BOARD OF EDUCATION




FACSIMILE
April 29, 1975
RESOLUTION
REORGANIZATION OF REPAIR AND MAINTENANCE DIVISION

Whereas an affirmative plan has been presented to improve the repair
and maintenance of the school system; and

Whereas said plan requires implementation of a reorganization plan,
NOW THEREFORE, Be it

RE S OLY ED by THE BOARD OF EDUCATION OF NEWARK IN THE COUNTY OF ESSEX
that the Repair and Maintenance Division within the Department of Business
Management is hereby reorganized in the following manner: '

1. The following areas within the Repair and Maintenance Division
are transferred to the Custodial Services Division of the Department of
Business Management, together with all personnel therein or thereunder:

a. Supervisor of Heat and Heating Repair and all subordinates,
b. Stadium laborers,

c. Parker Street Warehouse laborers,

d. Foreman of Grounds & Equipment and all subordinates,

e. Foreman of Landscape and all subordinates;

2. All remaining supervisors or inspectors serving in a provisional
capacity shall be reduced to their permanent title and all permanent super-
visors and inspectors shall be, upon 45 days notice, be reduced to the
next lowest title within the Division;

3. Stephen Macalindin is designated Superintendent of Maintenance
at no change in salary, Joseph Robinson is designated Assistant Superin-
tendent of Maintenance at no change in salary and the position of Director
of Repair and Maintenance is hereby created with an annual salary range of
$21,000. to a maximum of $27,000.00.

4. The Superintendent of Schools is directed to present to the board
at its May conference a recommendatinn for the salary steps for the positions
of Dieector, Superintendent of Maintenance and Assistant Superintendent of
Maintenance in the Repair and Maintenance Division.

5. The clerical staff of the Division shall report to the Superintendent
of Maintenance until such time as a Director is appointed at which time said
staff shall report to the Director, and be it further

RE S OLVED that this resolution take effect immediately.



June 14, 1975
AMENDED

Whereas, the Board of Education seeks to improve the operation and function
of the payroll department, and

Whereas, a plan has been submitted for achieving this goal,

NOW THEREFORE, Be 1t

RE S OLV E D by THE BOARD OF EDUCATION OF NEWARK IN THE COUNTY OF ESSEX
that 1t adopts the plan presented by the Payroll Task Force dated May 12, 1975,
and be 1t further

RESOLVED that the Superintendent of Schools 1s directed to cause this
plan to be implemented immediately and if there i1s any delay it should be reported

to this Board with a statement of the cause of the delay, and be 1t further

RESOLVYV ED that the following personnel changes be effectuated

EMPLOYEE NAME CURRENT TITLE POS CODE NEW TITLE
Rose Yampaglia Principal Clerk Principal Payroll
Bookkeeper 059 Clerk

Gloria Hale Principal Clerk Principal Payroll
Bookkeeper 059 Clerk

Deborah Ross Principal Clerk Principal Payroll
Bookkeeper 059 Clerk

Joanne Beckett Principal Account Senior Payroll
Bookkeeper 057 Clerk

Gail Flagg Senior Clerk Senior Payroll
Bookkeeper 104 Clerk

Patricia Pitts Senior Clerk Senior Payroll
Bookkeeper 104 Clerk

Garvia Chase Senior Account
Clerk 105 Payroll Clerk

Shirley Hayman Senior Clerk 073 Payroll Clerk

and be 1t further

RE S OLV ED that the salaries of these persons shall remain unchanged by
reason of these title changes, and be 1t further

RESOLVED that the Personnel Department working with the Office of the
Secretary shall create new position codes for these titles where necessary, and

be 1t further

RESOLVED that the position of Senior Clerk Stenographer 1s added to
the table of organization of the Payroll Department and, due to the current needs of
that department, this position should be filled as soon as a competent individual

1s identifaed,

and be 1t further

RESOLVED that the salary guide for the position of Supervisor of Payroll

(position code 124) 1s modified as follows

FROM.

$11,077 $11,710. $12,343 $§12,976. $13,609. $14,242.

TO.

$12,343. $13,082. $13,820. $14,559. $15,297. $16,036 , and

be 1t further

RE S OLV ED that George Hannah, Auditor (provisional) (pos. code 015), is
appointed Supervisor of Payroll (position code 124) at no change 1in annual salary.
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RESOLUTION.

WHEREAS

departments within

WHEREAS
this need; and

WHEREAS

July,
organization,

RESO

labor unit:

Name

Viola Bll
Terry Gregory
Jerry Verniero

Macie Morgan
Norma Drummond
Marg. Policastro
Rossia Smath
Augustus Burns

and be 1t further

Name

Anthony Bovine
Constance Lewis
Dorothy Magwood
Susie McGill
Barbara McPherson

and be it further

RESO
the Secretary,

further

the BOARD OF EDUCATION OF NEWARK IN THE COUNTY
OF ESSEX wishes to provide a more efficient and effective
for the procurement and delivery of supplies to all schools and

the board,

the Commissioner of Education has recognized

the Purchasing Task Force has made certain
recommendation to i1mprove the purchasing function,

NOW THEREFORE, Be it

LVED

July 28,

Purchasing Department Reorganization

RESOLVED that the Task Force report dated
1975 1s hereby adopted, together with i1ts revised table of
and be 1t further

that the following personnel changes
be effectuated as soon as permissible under Civil Service laws
and rules and after the conclusion of any required negotiations
concerning terms, conditions and wages of employees within any

1975

system

Dorothy Christensenl43-18-9235

Soc Sec. No. 01d Position New Position
152-12-2794 Buyer Ret. to Perm. Title
148-32-2836 Buyer Ret. to Perm. Title
153-22-6390 Stock Handler Ret. to Perm. Title
Admin Clerk Clk Pool Sup.
230-12-4148 Expeditor Asst Buyer
143-40-4419 Clerk Typist Asst Buyer
150-38-1368 Buyer Asst Buyer
155~-16-5877 Act. Dar. Term Con. Admin
153-16-4765 Buyer Sr. Term Con. Spec

Soc. Sec.
151-40-1863
144-14-9650
149-14-6218
043-28-9445

L VED

No.
145-01-0505

RE SOLVED that the following personnel be trans-
ferred from the Division of Purchasing to the Division of Accounts
Payable with no change in title or salary-

that, where needed, the Office of
in cooveration with the Personnel Department,
shall create new position codes; and be it further

RESOLVED that the Superintendent of Schools
shall present to the Board at 1ts Augusl mccting a recommecndation
for salary guides for the positions indicated in the Task Force
report and withan the stated limits, subject to any required ne-
gotiations with an appropriate labor representative; and be it

RESOLVED that the Superintendent shall immed-
r1ately commence the implementation of the Task Force report; in
the event of delay, 1t shall be reported to the Board with recom-

z

* w % s> s



- Purchasing Department Reorganization

mendations for correcting the delay; and be 1t further

RESOLVED that this resolution take effect
immediately except where indicated otherwise within its body.




August 3, 1975

RESOLUTION:
Accounting {(and Accounts Payable) Reorganization

WHEREAS the BOARD OF EDUCATION OF NEWARK IN THE COUNTY OF
ESSEX wishes to provide a better_ accounting and accounts payable
system 1in support of its educational functions; and

WHEREAS the Commissioner of Education has recognized the
need for alterations in the accounting and accounts payable depart-
ments; and

WHEREAS the Accounting Task Force has presented a viable
plan for such a reorganization,

NOW THEREFORE, Be 1t

RE SOLV ED that the Task Force report dated July 31,
1975 1s hereby adopted, together with 1ts revised table of organiza
tion and movement of staff; and be 1t further

RESOLUV ED that all changes affecting personnel shall
be subject to the laws and regulations of Civil Service and to any
necessary negotiations with appropriate labor unions; and be 1t
further

RESOLVED that the Superintendent of Schools shall
present to the Board at 1ts August meeting a recommendation for
salary guides for the positions indicated in the Task Force report
and within the stated limits, subject to the above-mentioned re-
quirements; and be 1t further

RESOLYVED that, where needed, the Office of the
Secretary, in cooperation with the Personnel Department, shall
create new position codes; and be i1t further

RESOLV ED that the Superintendent of Schools shall
report to the Board any delay in the implementation of the Task
Force report, together with a statement of the reasons for the
delay and a plan for overcoming the delay; and be 1t further

RESOLVED that this resolution shall take effect
immediately except where indicated otherwise within 1ts body.




July 28, 1975

RESOLUTION:

Table of Organization

WHEREAS the Commissioner's Task Force has made certain
recommendation concerning the reorganization of the Newark Board
of Education; and

WHEREAS the Board of Education of Newark in the County
of Essex now accepts these recommendations,

NOW THEREFORE, Be it

RESOLVED that the position of Controller is
hereby created; with appropriate position code as determined by
the Office of the Secretary in cooperation with the Department

of Personnel and salary guide as to be recommended by the Superin-
tendent of Schools at the August meeting of this Board; and be it
further

RESOLVED that Leonard Gantt (Soc. Sec. No.
147-46-0373) , Supervisor of Accounts Payable (Provisional) is
terminated effective immediately.




RESOLUTION"

Name

Joanne Armelino
Jane Seiden
Roslyn Levy
Paula Montero
Terry Queli

Jean Grady
Ronald Barber
Claude Craig
Ydalmy Ortiz
Ella Gibson

Emma Long

Gloria Amour
Nereida Dobson
Loulise Manzella
Helen Masullo
Marie Powell
Annette Robinson
Anne Ferdinand
Elizabeth Wood
Catherine Malanga
Susan Horton
Mildred Morgan
Gloria Gajewski
Catherine Biancha
Irene Rollera
Vida Hicks
Sandra Myott
Connie McAdams

Marie Gaines

and be 1t further

WHEREAS
COUNTY OF ESSEX wishes to provide a better system of personnel
management in support of 1ts educational function; and

NOW THEREFORE,

Personnel Reorganization

July 28, 1975

the BOARD OF EDUCATION OF. NEWARK IN THE

Soc. Sec. No.

Be 1t

and be 1t further

0ld Position

WHEREAS the Commissioner of Education of New Jersey
deems that such reorganization 1s necessary as indicated by
his Order in the Matter of the Newark School Audit; and

WHEREAS the Personnel Task Force has presented a !
viable plan for such a reorganization, ‘

RESOLVED that the Task Force report dated
June 24, 1975 1s hereby adopted, together with 1ts revised
table of organization, subject to negotiations with the appro-
priate labor union regarding any change in terms, wages and
conditions of employment;

RESOLVED that the following personnel title
changes shall be effectuated, subject to any salary adjustment
as hereinafter stated:

New Position

%* ¥ % ¥ A * *

153-34-6012 Head Clerk Sec. Assist.
145-22-9845 Sup. of Acct. Sup. Pers. Clk. *
150-22-9131 Princ. Clr Bkkr Princ. Pers. Clk*
108-48-8494 Clk. Typist Sr. Pers. Clk.Typ*
140-48-0034 8r. Clk Steno. Sr. Pers. Clk.Typ*
146-34-0543 Sr. Clk Steno. Sr. Pers. Clk.Typ*
150-44-0837 Act. Sup of Fr Sup of Emp Records
156-34-9651 Hd Acct. Clk Sup. Pers. Clk. *
153-50-5023 Clk Typast Pers. Clerk
158-36-7709 Clk Typast Pers. Clerk
138-20~5815 Clerk Pers. Clerk
137-30-7378 Clk Typast Pers. Clerk
074-34-7414 Clk. Steno Pers, Clerk
153-34-7255 Clk. Steno Pers. Clerk
143-18-4605 Clk Typaist Pers. Clerk
155-46-3373 Acct. Clerk Acct. Clerk
262-38-0242 Acct. Clerk Acct. Clerk
155-16-9692 Head Clerk Sup. Pers. Clerk *
231-66-2294 Princ. ActClk Princ. Pers. Clk *
150-22-9913 Prin. ClkSten Pr. Pers. Clk Typ*
143-36-2332 Prin. ClkSten Pr. Pers. Clk Typ*
253-24~7109 Sr. Clerk Sr. Pers. Clk Typ*
144-28-3422 Clk. Typaist Sr. Pers. Clk Typ*
153-44-3796 Clk. Steno Sr. Pers. Clk Typ*
145-22-4055 Sr.Clk Typ. Sr. Pers. Clk Typ¥*
244-96-9306 Clk Typist Sr. Pers. Clk Typ*
156-40-7773 Clk Typist Clk Steno *
139-40-2658 Lab. RelAssist Personnel Tech.

144-26-6398

*subject to negotiations with the appropriate labor union concern-
ing wages, terms and conditions of employment

Dir. Wage-Sal Educational Staff

RE S OLVED that the new position of Principal
Personnel Technician 1s created and the position of Director of
Instructional Employment 1s eliminated; and be it further




Personnel Reorganization

RESOLVED that the Superintendent of Schools
shall present to the Board at 1ts August meeting a recommendation
for salary guides for the above positions within the lamitations
prescribed by the Task Force, subject to negotiations with the
appropriate labor union; and be it further

RESOLY ED that, where needed, the Office of the
Secretary, 1n cooperation with the Personnel Department, shall
create new position codes; and be 1t further

RESOLVETD all changes 1n personnel status shall
be done 1in accordance with the laws and regulations of Civil
Service; and be 1t further

RE S OLYV ED that the Superintendent of Schools
shall immediately advise the Board of any delay in the imple-
mentation of the Task Force Report; such statement of delay
shall include the reasons for the delay and the means to over-
come the obstacles; and be 1t further

RESOLVED that this resolution shall take
effect i1mmediately except where indicated otherwise within its
body: and be it further

RESOLVED that the Board states, as a matter

of policy, that all staffing within the Department of Personnel
shall be done with Civil Service Employees as soon as practical

and that instructional hiring shall be decentralized to the schools
as far as feasible.




RESOLUTION:
Data Processing

Reogranization

August 2, 1975

WHEREAS the BOARD OF EDUCATION OF NEWARK IN THE COUNTY
OF ESSEX wishes to provide to 1its students, employees and
staff the most efficient and capable data processing sys-

tem; and

WHEREAS the Commissioner of Education of New Jersey
deems that such delivery can be best effectuated through a

reorganization of the data processing division; and

WHEREAS the Data Processing Task Force has present-
ed a viable plan for such a reorganization,

NOW THEREFORE, Be it

RESOLVYVED that the Task Force reports dated
July 15 and July 31, 1975 are hereby adopted, except as modi-
fied herein, together with 1ts revised table of organization
and the followaing features:

1. Creation of a steering committee to consist of:
a. Director of Data Processing
b. Administrator for Fainancial Affairs

c. Assistant Executive Superintendent for

Physical Facilities
d. Assistant Executive Superintendent in Charge
of Curriculum
e. Coordinator of School Computer Services

f. Director of Budget

g. Director of Personnel

2. Enter 1into negotiations with International Business
Machines for the elimination of the "370/135" and the "System
7" computer systems with allied equipment as expeditiously as

possible, obtaining any purchase credits possible,

3. Advertise for a Job Accounting Program, A Program-
ing Language, a microfilming system for data processing records
and appropriate readers in accordance with the bidding statutes
of the State of New Jersey,

4. Modify the table of organization as follows:

Name

Ralph Long

Edwin Andrews
Katherine Vivone
Fred Minor
Joseph Johnson
Albert Rimmer
George D. Lee
Seanie B. Parker
Betty J. Johnson
Jim Chloros
Allan Bland
Thomas Meola
Mary Farah

Michael F. DeLuca

Sandy Kocian
Frank DeFranco
William Scott
Alex Tobaias
Mary Peacock
Pearl Jones

Soc. Sec. No.

Current Position

New Position

257-68~5774 Director Mgr., Inst. Sys
119-22-2260 Ass't Dir. Proj. Leader
144-26-9918 Prog. Mgr. Proj. Leader
456-58~8908 Sen. Sys. Ana. Prog/Ana
195-22-9445 Sys. Ana. Prog/Ana
119-20-~2048 Sys. Ana. User Train/Doc.
141-42-9542 Sys. Ana. Sys. Soft. Speci
254-86-9352 Programmer Prog. Trainee¥*
249-90-2667 Programmer Prog. Trainee*
152-42-8892 Programmer Prog. Trainee*
152-42-2298 Programmer Prog. Trainee*
148-24-2408 Ld. Prog. Prog/Ana
140-36-4568 Sr. Prog. Prog/Ana
155-16-3438 Sr. Prog. Prog/Ana
156-24-6615 Tape Lib. Sr. Tape Lib.¥*
148-09-8716 075 Adm. Ass't
138-42-5237 Sr. Cons. Oper. Sr. Comp. Oper.¢
205-28-7009 Comp. Oper. Sr. Comp. Oper.
158-36-5684 Key. Oper. Data Cont. Clk¥*
151-28-3369 Clk Steno Sec. Ass't

Sp¢

*




~5

Data Processing Reorganization

(*subject to negotiations waith the appropriate labor union as to
terms, conditions and wages).

5. The proposed range for Administrative Assistant is
modified to read from $8,000 to $11,700; the maximum for programmer)
trainee is modified to read $11,000; the salary range for Programme
analyst 1s $12,000 to $16,000.

6. The following new positions are created:

Manager, Business Systems Programmer Traninee
Project Leader/Sr. Sys. Ana. Administrative Analyst
Systems Analyst Programmer Analyst

. 7. The positions of two (2) operators shall be elimainated
following the removal of unnecessary hardward,

and be 1t further

RE SOLV ED that the Superintendent of Schools shall
present to the Board at 1ts August meeting a recommendation for
salary guides for the above stated positions within the limitations
prescribed by the Task Force, subject to negotiations with the
appropriate labor union where required; and be i1t further

RESOLVED that, where needed, the Office of the
Secretary, in cooperation with the Personnel Department, shall
create new position codes; and be it further

RESOLYVED that all changes in personnel status
shall be done in accordance with the laws and regulations of
Cival Service; and be 1t further

RESOLVED that a professional services contract be
entered into between the board and the Hillsborough County School
Board of Tampa, Floraida for the California Education Information
System, there being sufficient monies in the 1975-1976 budget for
these services; and be it further

RESOLVED that the President of the board be empowere,
to execute a contract between the parties and the Secretary attest
thereto; and be it further

RESOLVED that this segment of the resolution be
published at least once within 10 days of i1ts passage in the
Newark Star Ledger in accordance with the New Jersey Local Contract
Law; and be 1t further

RESOLVED that the Superintendent of Schools shall
immediately advise the Board of any delay in the implemention of
the Task Force Reports or the directions of the Steering Committee
created therein; such statement of delay shall include the reasons
for the delay and the means for overcoming the obstacles; and be
it further

RESOLVED that this resolution shall take effect
immediately except where indicated otherwise within 1ts body.

-2-




July 28, 1975

RESOLUTION®-
Budget Department Reorganization

WHEREAS the BOARD OF EDUCATION OF NEWARK IN THE COUNTY
OF ESSEX wishes to provide a better system of budgeting in support
of 1its educational function; and

WHEREAS the Commissioner of Education has recognized
the need for a refined budget department; and

WHEREAS the Budget Task Force has presented a viable
plan for such a reorganization,

NOW THEREFORE, Be 1t

RE S OLVED that the Task Force reports dated
June 17 and July 22, 1975 are hereby adopted, together with its
revised table of organization, the salient features of which are:

1. Use of a budget department as a planning and
control resource rather than a clerical staff,

2. Speciralized budgeting assistance to the different
departments and schools in creating and implementing budgets,

3. Budget reporting to the Board and staff,

4. Overall coordination of fiscal affairs,

5. Examination for availability of funds, and

6. Budget control and planning
and be 1t further

RESOLVYV ED that the following new positions be
created within the department:

Director Junior Budget Analyst
Senior Budget Analyst
and be 1t further

RESOLVED that the following personnel change
shall be made:

and be it further Budget Examiner

RE S OLVED that the Superintendent of Schools
shall present to the Board at 1its August meeting a recommendation
for salary guides for the positions indicated in the Task Force
Report and within the stated limaits, subject to any required
negotiations with an appropriate labor representative; and be 1t
further

RESOLVED that, where needed, the Office of the
Secretary, 1n cooperation with the Personnel Department, shall
create new position codes; and be 1t further

RESOLVED that all changes in personnel
status shall be done 1in accordance with the laws and rules govern-
ing Civil Service; and be 1t further

RE S OLVED that the Superintendent shall immediatej
ly commence the phased implementation of the Task Force report,
in the event of any delay, the same shall be reported to the Board
forthwith with recommendations for correcting the same; and be it
further

RESOLVED that this resolution shall take effect
i1mmediately except where indicated otherwise within its body.

Name Soc. Sec. No. 01d Position New Position
Harry Byrd 223-58-9880 Sr. Budget Analyst
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July 28, 1975

RES OLVED that the following personnel changes
shall be made as a segment of the Personnel Reorganization.

Name Soc. Sec. No. 01d Position New Position
Samuel Uzzolino 139-20~3788 Dir. Non-Ins. Sr. Budget Analyst
Joseph Morano 144-26-8056 Dir. Ed. Ins. Educational Staff




FACSIMILE

August 5, 1975

REORGANIZATION OF THE BOARD OF EDUCATION
PER STATE'S TASK FORCE RECOMMENDATIONS

WHEREAS the state legislature has passed, and the Governor
of New Jersey has signed into law, a bill requiring the reorganization
of the administrative staff of this Board of Education; and

WHEREAS the Commissioner*s Task Force has presented a pro-
posed table of organization in conformity with this law

NOW THEREFORE Be it

RE S OLVYVED that this table of organization is hereby
adopted; and be it further

RE S OLYVE D that the Acting Executive Superintendent
shall present a recommendation for the personnel placement within
this table of organization at the regular August meeting of this
Board of Education.
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August 5, 1975

THANKS TO STATE'S TASK FORCE

At a time when the Board of Education found itself in the
midst of a serious fiscal and operational crisis, the President
found it necessary to seek the assistance of the Commissioner of
Education to resolve these problems, and

WHEREAS, the Commissioner felt such difficulties warranted
an immediate and severe correctional program, and

WHEREAS, Commissioner Fred G. Burke ordered Walter Wechsler
to head a Task Force to implement changes for the educational benefit
of the children of Newark, and

WHEREAS, we have now seen the "fruit" of the six months of
hard work completed by the Task Force,

Now Therefore, Be It RESOLVED, that the board offic¢cially
thank Commissioner Fred G. Burke and Mr. Walter Wechsler and the
supportive staff for their efforts, assistance, recommendation,
training and cost-saving proposal, and be it further

RESOLVED, that this resolution commending the Commissioner's
Task Force be certified to the Commissioner and Mr. Wechsler.
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SENATE, No. 3166

STATE OF NEW JERSEY
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INTRODUCED APRIL 17, 1975

By Senators DODD, WILKY, McDONOUGH, LIPMAN and ORECHIO
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Referied to Commuttee on Iiducation

AN Acr establishing an orgamzational structure for sehool districts
in certain cties and supplementing Title 18A of the New Jeisey
Statutes

BE 1T ExACTED by the Senate and General Assembly of the Stale
of New Jersey

1 **[Tn distiictsJ** * *Districts ™ 1n cities of the first elass with
a population over 325,000*f, subject to the approval of the com-
missione1§* **[[, thef** **shall have a wmit control orgumzational
structure The* board of education shall appoint, *[for a term
not to exceed 5 years}* **for a term of not less than 3 but not more
than 5 yeairs*, a chancellon** *~for a first term not to exceed 3
years and for any subsequent term for savd person ot to exceed
5 years, an cxecutwe supermiendent*™ by the 1ecorded roll call
majoiity vote of the tull membership of the board The **[chancel-
lor§** **ewecutwe supermtendent** shall receive such salary as
the board shall determmne The salary of the **fchancellor}**
* “executwe supermtendent™* shall not be reduced during lus term
of office Notwithstanding anv other provision of the law, no
**FchancelloiJ** **ewecutwe supermtendent™™ shall acquue
tenule

2 No person shall be appointed, or act as, o1 perform the duties
of, **[chancellorP** **executive supermiendent**, unless he holds
an appiopnate certificate as preseribed by the State board, **Epro-
vided however, that any person serving as superintendent of
schools 1 any distriet 1 a city of the first class with a population
over 323,000 as ot the effective date of this act shall be ehgible
for appomntment to, or act as, or peiform the duties of chancel-
lorR** **provided, however, that in addition to State certification
requarements the executne supermtendent shall meet additional
criterwa as shall be determwned by the board of education Such

additronal criteria for the cxecutwe superntendent shall be

EXPLANATION—Matter enclosed m bold faced brackets [thus] m the above hll
1s not enacted and 1s mtended to be omtted 1 the law
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determuned and sct forth and the public shall be gwen notice of
such criteria prior to the start of the selection process**

3 The **fchancelloiF** **erecutwe superwmtendent** shall be
the chief cxecutine offieer "and admisstrator of the district
**LHeJ** **Pursuant to rules and requlations cstablished by the
board of education, the executwe supermtendent** shall have
responsibility and general supervision over the organization and
the educational, managerial, and fiscal operations of the distiict,
mmeluding the schools therein, under rules and regulations pre-
serihed by the State board e shall have supervisory authority
over all officers and employces*, professional and nonprofessional *
of the district, all of whom shall report to lum, and he shall pre-
scribe their duties He shall keep himself informed as to the
condition and progress of the educational, managenal, and fiscal
operations of the district and shall 1eport thereon, from time to
time, to, and as directed by, the board and he shall have such
other powers and perform such other duties as mav be prescribed
by the board employmmg him *fThe chancellor may appoint and
remove, subject to the provisions of law, such officers, employees
and assistants as he shall deem nccessary for performance of
the duties and functions of lis office and, within the linuts of
available funds, fix there compensation J*

He shall have a seat on the board of education employimmg him
and the right to speak on all educational, managenal, and fiscal
matters at meetings of the board but shall have no vote

4 *The positrons of **LsupermtendentY** **superintendents**
of schools, assistant *~“[supermtendentI** **supermiendents**
of schools, school business admimstrator, school busmess manager,
secrefary to the board of education and assistant secretary to the
board of education m such cittes are hereby abolished* The
**Fchancello1J** **czecutive supermtendent** shall perform all
the duties and possess all the powers heietofore and heieafte:
assienced to the supermtendent of schools, secretary of the board
of education, school business admmstrator, school bu<iness man-
ager, and assistants and clerks thereto, in Title 18A of the New
Jersev Statutes

*5 All officers and employees, professional and nonpi ofesaional,
shall be employed, transferred and removed as provided below

a The **[chancellor]** *Yewecutwe supermtendent** mdy
appomnt, transfer, pursuant to the prowsions of Tutle 11 of the
Revised Statutes, and, pursuant to Article 1 of chapter 17 of Title
184 of the New Jersey Statutes, remove clerks wm hs wmmedrate
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office but the number and salaries of the clerks shall be determined
by the board

b The **TchuncellorF** **ervecutwe supermtendent**, subject
to the approval of the board, shall appownt and fix the compensa-
twon of such assistant **LehancellorsF** **evecutwe superin-
tendents** as he shall deem mecessary, prowvided, however, the
number  of assistant  *LchancellorsP**  **executwe supern-
tendents** shall not cxceed the number of persons serving **im-
medatelyd*® *ummedately** prior to the effectwe date of this
act m the positton of assistant superwmtendent of schools, school
bustness admmistrator, school busmness manager, secretary to the
board of education and assistant secretary to the board of educa-
hon  An assistant **[chancellor§** **executwe supermtendent™™
shall not be appowmted for a term exceedwmg the remawmder of the
term of the “*[chancellorP** **erecutiwe supermtendent** Not-
withstand ng any other provision of law, no assistant **Lchancel-
lor]*™* **erecutri e supermtendent** shall acquere tenure

¢ The **Lchancellor}** * caccutive superwmiendent*® shall
propose to the board of education all other officers and employces,
professwonal and nomprofessional, for employment, transfer and
removal *

*[53F* *o * The **[Lchancellor}** **executwe supermtendent®*
may delegate to subordinate officers or employees 1 the district
such of lus powers and duties as he may deem desirable to be
exercised under liis supervision and direction

*7 Except as otherunse providel w this act, the board of educa-
tron wn dastricts wn cities of the first class with a population over
325,000 shall retawn the power to perform all acts and do all things
consistent with law and State board rules that are mecessary for
the proper conduct and mawntenance of the public schools wn s
dastrict and all other powers and responsibilities vested wn 1t under
Tatle 184 of the New Jersey Statutes, including but not himated to
appowting, transferring or dismissing employees, fiting the terms
and salaries of employees, adopting or alterwg a course of study.
and selcclowmg texthooks *

*Eegr e 23 **LAnvE** **Subject to the provisions of
sectron 12 of this act, any** person serving under tenure as an
assistant superintendent, seeretary to the board of education,
assistant secretary fo the board of education, school business
admimstrator, school business manager*f, or as a clerk theieto,}*
in a aity of the first class with a population of over 325,000 as of the
effective date of this act shall continue to serve *fin such position
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butd* *under tenure w the district during good behavior and effi-
ctency and shall not be dismassed or reduced w compensation except
for just cause, provided, however, that they* shall perform only
suel *admuustr atwe* duties as are preseribed or delegated by the
**Fchancellor 3** **executwe supermiendent™”

TR ***e *B** **9 ** In distucts in cities of the fiist class
with a population over 325,000 the commissioner shall appomt an
auditor general, who, subject to the rules and 1cgulations of the
State board, shall

a, Perform post or concurrent audits of such transactions and
accounts kept by or for the district as he may deem necessary,

b Pertorm management analysis of such transactions and activi-
ties of the district as he may deem necessary in oider to improve
the efficiency, productivity and performance of the distriet and to
disclose and prevent inefficiency 1n the district,

¢ Conduet finaneial, operational and compliance reviews to
mnprove effective control over income, expenditures, funds, prop-
ety and othe:r assets,

d Deteimune whethe:r the financial transactions of the district
have been consummated in accordance with laws, 1egulations o1
other legal requirements, and whether adequate inteinal finaneial
control over operations 18 exercised,

e Keep and maintain such records as may be necessary to enable
him to accomplish the duties of the office as in this act provided,

t Orgamze the office as he shall deteamune appropridate with the
appioval of the commissioner,

g Subject to the approval of the commissioner, appoint, employ,
and with the limits of funds appropiiated theiefor, fix the com-
pensation of such assistants and employees as the commissioner
shall detexmine to be requiied to perfoim the duties and functions
of the office,

h Repoit at least annually to the commissione: on the operations
of the office,

1 Peiform such other duties as shall be directed by the com-
missioner

*[83* **[*9*J** **10** The auditor general shall report
direelly to the commissioner but he shall keep the board of educa-
tion *and the **Lchancellor*Y** **emecutwe supermtendent** fully
mformed of his activities®, findings and recommendations* J**
** 4 copy of any written report, finding, or recommendation sub-
matted by the auditor general shall be provided by the auditor
general stmultaneously to the board of education and the executive
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supermtendent and shall be avadable jor publuc mspection **
1le shall have no admimistrative authouity witlhin the distiet The
board of edueation shall mantam suttable quatters within the
admunistrative offices ot the distiict tor the auditor general and lus
staft The costs associated with the operation and maimntenance ot
the office of the auditor general, mncluding his salary and thosc of
Ius assistants and employees, shall be determned by the commus-
sioner and shall be allocated fiom the distiict’s State aid, provided,
however, that said costs shall not exceed 1 any school year 15/100
ot 1% ot the district’s annual school budget

*[93* **f*10 *F** **11 ** The commissioner shall, “*[3F*”
**2** vears after the effective date of this act, make a compre-
hensive report to the Governor and the Legislature assessing the
eftectiveness of thus act

YL10F* **[*211*F** **12** Tlus act shall take eflect immedi-
ately**, provided, however, that any person serving under tenure
us an assistant supermiendent, secretary to the bouid of education,
or school business manager shall serve as an assistunt executive
supermtendent for the school year 1975-76 and perform such admin-
wstratwe duties as are prescribed or delegated by the executwe
superwmiendent, and provided further, that unbl such tune as an
eaecutive supermtendent hus been certified, uppowmied, and quali-
fied, wn any case not to exceed 6 months from the effectve date of
this act, the person serving as supermtendent of schools shall act as

and perform the dutres of executwe supermtendent**



