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DoDDS Pacific Korea District Budget Plan

The Korea District in DoDDS is currently comprised of eight schools across the Korean Peninsula. These schools range in size from a mere 40 students to 1,100 students. The breakdown for the district schools and student population are as follows:


Korea District Breakdown by Population and Grade

School name
Grade Levels Serviced
Number of Students
CT Joy Elementary School
Kindergarten-8th
40 students
Humphreys Elementary School
Sure Start-6th
99 students
Osan Elementary School
Sure Start-6th
350 students
Seoul Elementary School
Sure Start-5th
1,100 students



Seoul Middle School
6th-8th 
600 students



Osan High School
7th-12th 
300 students
Seoul High School
9th-12th 
700 students



Taegu Elementary/High School
Kindergarten-12th 
700 students




Total Students
3,389 students


Before considering a technology budget one must take into consideration the Total Cost of Ownership. TCO takes into account not only the purchase of the equipment but also the cost of maintaining that equipment and providing training for teachers so that they may use that equipment. 

Therefore, when considering new technology purchases, the district must think about not just the cost of the hardware but how much it will cost to make the hardware useful to the staff in terms of training, support, maintenance, upgrading and repairs. 

Generally, in terms of funding, the following categories will need to be considered:

	Professional Development

Support
Network Connections
Software
Replacement
Retrofitting (if necessary)

In the case of the Korea School district much of the retrofitting has already been completed. Schools that are currently being built will already have the necessary wiring to house a future network. 

Deciding how much of the total budget should be spent on various areas is difficult. It is recommended that the following categories be assigned a certain percentage of the budget:

Category
Percentage of  Total Budget
Professional Development
at least 25-30% of the total budget (30% is recommended and assumed in this document)

Support
approximately 40% of the total budget

Network Connections
7% of the budget for on-going costs

Software
about 8% of the budget 

Replacement
15% of the budget should be spent on replacing computers. This may be best done in cycles through a lease program. 

Total
100%


The following sections will describe some of the services that fall under each category and what the funding may be applied to in this district. 


Professional Development

At least ¼ of the technology budget should be set aside for training. Although, setting aside 30% of the budget for training is ideal.

This area of the budget can include:

	Providing funding for substitutes if training is to occur during school hours especially, when the training occurs on a DoDDS Pacific level and requires travel to Okinawa or Japan


	Providing travel costs or reimbursements for district specialists to move from school to school within the Korea district to provide training and lectures


	Providing additional staff members to help implement new technologies or paying for special guest speakers


	Cover the cost of any training materials such as manuals, booklets and binders of information, folders, handouts and other paper goods, training videos, software or other forms of media


According to the Integrated Technology Education Group, LLC for the National Center for Supercomputing Applications, staff development should take place at least 5 days per year for each teacher and an additional 6 days or informal peer-to-peer training should also be provided.

In-service days should not only include “School Improvement Plan” discussions but also Technology Plan discussions.

Schools should expect to spend $100 a day on each substitute that is needed and schools should expect to have funding for an additional 2 staff members, if necessary, to help conduct the training.


Support

Schools should provide one-on-one assistance to all teachers who need additional help. Assistance can come from: 


	Computer Specialists


	Department Chairs (who may volunteer to be a point of contact for the ETs to help present new policies or offer help with new programs)


	Educational Technologists (each school should have at least one, larger schools should have at least two)


	Media Specialists


	Network Administrators (for hardware issues)


	Parent Volunteers


	Peer Mentors (who have had additional training or special knowledge)


	Staff Development Committees (made up of volunteers who are interested in, or studying, school leadership)


	Student Aides 


	Technology Committees



While some of these positions are voluntary some, such as Department Chairs, are considered extra duty assignments and some monetary compensation may need to be accounted for. This should, however, come out of a separate budget for extra duty assignments.

In addition to having a network of support for teachers, Educational Technologists and Network Administrators should be utilizing “Altiris Service Desk” to document all services provided to teachers such as: network issues, printer and peripheral problems, software installation or troubleshooting or any other computer services provided in order to keep track of requests and progress.

The number of Education technologists and Network Administrators dedicated to a school or number of schools will depend on school population. For example, Seoul American Elementary has 1,100 students and over 130 staff members. This school currently has a full time Network Administrator and two full time Education Technologists on staff.  

In smaller schools such as Osan Elementary and Osan High School where the school population combined is only 650, a Network Administrator may be shared between the schools. However, to help aide teachers, an Education Technologist should be available at each school in the district for at least part of the day. 

Regardless of size, approximately 40% of total funding for each school should be spent on human resources in order to provide teachers with the support they need.


Ratio of Skilled Support Staff to Computers 


Seoul American Elementary School is the largest school in the Korea District and is the largest School in DoDDS Pacific. 

Some statistics for the school are as follows:


130 Staff Members (including support staff)

There are roughly 71 classrooms (pre-K through 5th including all specialists and literacy specialists)

On average there are 3.5 student computers in each classroom: this makes 71 x 3.5= 248.5

So, there are about 249 classroom computers.


There are 3 computer labs with 27 computers each for a total of 81 computers.

Each teacher has a work station therefore there are at least 71 teacher work stations for teachers.

There are 17 computers in the offices (this includes the main office as well as counselors).

And 12 computers in the media center for catalogue searches.

Adding these figures up comes to: 

249 + 81 + 71 + 17 + 12= 430 computers total

Seoul American Elementary has two Education Technologists for teacher's needs and one Network Administrator for the 430 computers.

With 3 full time support staff members the ratio for support to computers in Seoul American Elementary is approximately:    1:143

DoDDS should make it a priority to keep this ratio below 1:150


The ratio for support to the 130 staff members is approximately:    1:43

DoDDS should make it a priority to keep this ratio below 1:50 and maintain a peer support network so that the Network Administrator and the Education Technologists are only working with more difficult or in-depth problems. 

All DoDDS Pacific schools should strive to achieve these numbers where possible.



Network Connections

Connections in all DoDDS Korea Schools are provided by DoDDS Pacific. They are maintained by the Corps. of Engineers on each base as well as independent contractors. Each district is connected to the main servers in Okinawa.

Schools are connected with T1 lines.

Maintaining those existing connections should be about 7% of on-going costs. 


Software

A number of site licenses are owned for various programs that are used on networked schools computers. Some of these programs include:

Altiris Carbon Copy
Altiris Service Desk
Blue Coat
Chancery E-Grades Grade Book and Attendance
Inspiration
Irfan View 
Kid Pix
Kidspiration
Macromedia Studio MX 2004
Microsoft Office (Word, Excel, Access, Power Point, and Outlook)
Microsoft Photo Story
Reading Counts

Other programs that may be found in individual labs or classrooms with limited licenses may include:

Adobe Photoshop CS or Photoshop Elements
InterVideo WinDVD 8
Library World
Subscriptions to various websites or research services

Software should be updated when necessary or dictated by DoDDS Pacific. Each year about 8% percent of the total budget should be dedicated to updating and maintaining software. Rotating which software packages or site licenses will be purchased over the course of 3-5 years may alleviate budget problems in the long run if programs are used and then updated during a particular cycle of years. All computers will be imaged yearly to ensure that all computers have access to the correct programs.  


Replacement 

DoDDS is currently under contract to lease computers from HP and Dell for a 3-5 year cycle. DoDDS determines all hardware specifications for the Korea district. When computers are no longer under warranty they are replaced. Currently there are no plans to add any additional computers. 

On average about 15% of the budget will be spent on hardware. Some peripherals such as scanners, color printers, digital cameras and InFocus projectors may come out of other funding, such as DoDDS Pacific special equipment buys for a particular department. 


Ratio of Students to Computers at Seoul American Elementary


The student population at the Korea District’s largest school, Seoul American Elementary is currently: 1,100

The current computer to student ratio is:

342:1,100

The figure 342 only counts computers that students have direct access to, such as lab computers, media center search computers and classroom computers. It does not include computers used by staff members or office support staff.

Therefore, there is one computer to every 3.2 students:    1: 3.2

Since the Korea District is close to reaching a 1:3 ratio one of the future goals should be to achieve this.


Retrofitting

Most Korea District schools have already undergone the needed electrical work to support school networks. In smaller schools such as CT Joy, a wireless network may be considered if any expansions are to take place. Additional schools at Camp Humphreys are currently being built. Therefore, networking systems will be built into the new buildings as they are constructed. At this point most existing schools will need minimal retrofitting and funding for the maintenance of existing wiring will likely come from the connectivity budget.



Funding

Funding for the Korea District comes from the technology budget for DoDDS Pacific/DDESS Guam which services 26,700 students, 2,500 staff, 45 schools, and four separate districts as well as the Pacific area headquarters. Previous budgets for the Pacific have been $4.8 million.  http://pac.dodea.edu/publications/newsletters/2005/01-05.htm" http://pac.dodea.edu/publications/newsletters/2005/01-05.htm

It is up to the federal government to determine the budget and federal government status prevents the district from requesting certain kinds of grants. However, other organizations can act on behalf of the schools for special purchases. For example, the PTO at Seoul American Elementary School was able to raise enough money to pay for a school wide yearly subscription to “Brain Pop” for Seoul American Elementary. Partnerships with local communities and organizations can help individual schools make additional improvements that are not mandated by DoDDS Pacific. 


Value of Investment in Technology

Just as a district must take into account the Total Cost of Ownership, they must also consider the Value of Investment or VOI. The benefits of new technologies must be evaluated. Teachers should be surveyed at last once a year, by the Technology Committee to determine the training needs of the staff. When new technology plans are being drafted, all schools should be surveying the staff several times during the course of the planning period to determine how to best meet their needs. Successful technology plans must be reviewed and updated each year during the cycle and reports on progress should be made. The district should contact schools about the success or failure of the previous year’s budget and make changes where needed. Technology budget plans must be reviewed and revised yearly. Schools should be surveyed by the district to express individual needs or to evaluate which needs have been met successfully in the past. 

In order for the technology to be beneficial, teachers must be properly trained to feel comfortable with the technology and have a strong support network to troubleshoot problems in a timely manner. Providing these services must not be an afterthought but should be integrated into every new technology plan or budget. 


