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FOREWORD

.. __The Comprchensive Planning in State Education Agencics Project
(CPSEA) had its beginning in March, 1967, under the auspices of Title V,
Elementary Secondary Education Act. At that time, six states and Puerto
Rico were invited by the United States Office of Education to jointly under-
take the task of developing alternative models for planning activitics in
state education ugcncics. In recent vears, these seven agcncics had lent
support to the effort of comprehensive planning in education. Although un-
sophisticated, cach agency (Colorado, Connecticut, Iowa, Puerto Rico,
Texas, Utah, and West Virginia) had advanced materially along the largely
obscure trail of planning in education and had shown some proclivity for and
intention of leading out in this important new ventu:z.

It was clearly the original intent of the project that the agenciés -in-
volved delibérately avoid the temptatic. and comfort of joining together
to develop a single model for plauning. Rather, the:focus was to develop
several models that could emphasize distinctive differences, each model
being designed to serve the particalar needs and peculiarities of the parent
stite. Within the objectives of the project was the hope that z state educa-
tion agency could select one or more of the models which had been devel-
oped by the pilot states and adapt its selection to its own use. ‘This would,
hopcfully, aid the states in their initial planning endeavos:s, eliminating or
greatly diminishing the nced to plow new ground in the carly stages of cf-
fort; avoiding the pitfalls, the dead-end streets, the unfruitful ventures; and
capitalizing upon the training and expertise acquired by personnel initially
engaged in the project.

To'be sure, comprehensive planning in education is a vital part of the
educational endeavor. Its benefits are long overdue; its promises are attain-
able. Education has taken a long stride toward gaining the initiative in, this
new field thereby averting the unfortunate circumstances of having' the
necessity of planming forced upon it by external groups. In this way, plan-
ning in education can be distinctively oriented to education rather than
patterned after some other agency or facet of society. This is not to say
that the cxpertise and workable procedures have been dcveloll)ed without
assistance from ontside sources or that they have ignored the long experi-
ence and demonstrable effectiveness of planning in industry and the busi-
ness world. But the patterns, the thrust, and the processes have their roots
in cducation and the potential advantages of this fact cannot be over-
emphasized. .

Appreciation is expressed to the U.S. Office of Education for its vision
and its willingness to make the initial effort. The important contributions of
the participating states are gratefully ackncwledged. It is sincerely desired
that this volume will be of help to other educational agencies as they seek
ways to meet the challenge of improving education through the effective
utilization of planning technology.

T. H. Bell, Chairman
Project Policy Board
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CHAPTER 1
Educational Planning: A Matter of Urgency

Benrnann S. Fonrse®

The dramatic pace of technological change, the extent and
direction of social unrest, and the increasing burden being placed
upon public education to be more cffective, more cfficient, and
more responsive to societal and individual needs points out the
urgency for a better means of effecting changes in education than
ha- been possible in the past. This report describes a multi-state
cffort to develop planning mechanisms in state ceducation avencies

so that these agencies can Le more effective in dealing with se.
The states participating in this project recognize that plu is

not new to cducation. Massive individual efforts have been
launched in the past to deal successfully with problems confronting
education at the national, regional, state, and local level. Un-
doubtedly many major hurdles in education have been overcome
by such projects. The weakness is the failure to sustain such plan-
ning efforts on a continuous basis. This failure is particularly true
of the state education agencies, whose responsibility it is to provide
appropriate leadership to-the state school systems. As recently as
1963, in a publication by the Council of Chief State School Officers
on. the legal status, function, and organization of the state depart-
ment of education, there is no reference to planning as a leader-
ship function of state departments. Only under the topic of “Sup-
porting Services,” is research challenged with “. .. providing pro-
fessional and technical assistance in planning and developing
stndies and projects undertaken in program and internal adminis-
tratica areas.”™

In-the past, planning has been seen as a part of research or
the responsibility of an ad hoc committee, possibly with consultant

° Bernarr S. Furse, Multi-State Project Director.  Formerly administrative as-
sistant to the Utah State Superintendent of Public fnstruction; served as a
specialist iu statistical and curriculum research for the state education agency
and as research dircetor for the Utah School Merit Study Cowmittee.

1 Couneil of Chicf State School Officers: The State Department of Edueation,
Legal Status, Functions and Organizations: Whashington, D.C., revised 1963,
p. 40.




2 T/tah

help, formed to solve a specific problem. So, while there has been
plamning of a sort, a continuous program for long-range compre-
hensive planning is still in its infancy for virtually all state educa-
tion agencies. It may be granted that this deficiency exists because
of the urgency of ever-present operational problems. limited finan-
cial resources, lack of trained personnel, and the availablility of
usable plaming tools. It must also be recognized that relatively
few understand the real nature of comprehensive educational
planning or accept the need for it. Although these and other factors
have deterred any substantial effort to develop a plaming capa-
bility in state education agencies, it is now deemed a matter of wr-
gent priority to achieve that capability if state departments are
going to provide the kind of leadership needed todav and in the
future.

TOLAYS CHANGES DEMAND BETTER PLANNING

SociaL RevoLuTiON

The United States is faced with another revolution. a revoli-
tion which is not merely imminent but has actually begun! Na-
tionwide riots, acts of eivil disobedience, and protest marches seem
to be but symptoms of the deeply-rooted and widespread socio-
logical disorders affecting our times. Sweeping changes in America’s
social institutions can be expected to oceur in a relativelv short
time as the forces of unrest swell, join ranks, and become more
prrposeful. The question no longer is concerned with whether
extensive change will oceur, but how, and 2t what cost. It may
continue violently. Or, if it is not too late to deter the forces of
vinlence, it could come through intensive efforts ‘or planned
change. Circumstances for the nurturz: of nonviolent planned:
change are at least equal in their propitiousness to those which
foster change by violence. Time, resorices, and capability are the
crucial factor which will determine whether or not planned change
can occur rapidly enough to subdue the underlying pressures mov-

ing toward violent change. ¢
Because of its role in sociologizal processes, education is in a
most critical position demanding an extremely high priority for
attention. In spite of this, education has been justifiably accused
as being notoriously ultra-conservative in stance, slow in recogni-
tion of the nced for change, and even slower in the adoption of
methodological or technological changes. The time has come, how-
o ever, when educators must recognize the high potentiality of a
ERIC v!ab]e and efficient educational system to meet the needs of m.(h-
vidual students in the context of societal demands and require-
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ments. With that recognition, school systems must move decisively
and rapidly to bring about needed educational reform.

Maior methodological and teclmological breakthroughs are
appearing on the educational scene that hold promise for removing
some of the formidable obstacles that have obscured such reform
"~ the past. However, the new teaching methods and the new tech-
nufogies will have little lasting impact if they are “tacked on™ to the
existing system. Rather, means must be emploved, cognizant of the
new tcchnologics, to (i~:sign new svstems to meet present needs
and tomorrew's demands. To identify today’s needs and to antici-
pate tomorrow's demanids requires evaluation techniques and fu-
ture forecasting methods. More important, they require a svstem- -
atized approach to the search for alternative solutions to the public’s
requirements, hopes, and aspirations for education. The emerg-
ence of educational planning specialists and the establishment of
planning mechanisms in state educational agencies are directed
toward that end. Education’s potential contributions to the solution
of sociological problems and the avoidance of violent forms of
social revolution are great; the realization of the potential contri-
butions will come only through the search for the most acceptable
of carcfully developed- alternative solutions and the implementa-
tion of such solutiors, The search calls for a planning capability
which will draw from-all sources the information ideas, and re-
sources nceessary to be blended into viable plans, plans which
will result in the requisite change.

Fanrasric Rates oF CHANGE

It is difficult for the human mind to fully comprehend the
rapid changes occurring in the world, or the numerous ramifica-
tions of those changes. Fabun® has indicated that population ex.
plosion is a dramatic example. It took from the beginning of man to
1850 A.D. to reach a population of one billion; the next hillion was
added in the 75 years from 1850 to 1924; the third billion in 37
years or by 1962; the fourth billion will be reached by 1975, a
period of 13 years; and to add the fifth hillion will take only
7 years, 1976-1982. This means that twenty-five percent of all the
people who ever lived are living now.

Another dramatic example is the so-called knowledge ex-
plosion. Fabun states, for example, that the amount of technical
information available doubles cvery ten years; throughout the
world, about 100,000 journals are published in more than 60 lan-
guages, and the number doubles every 15 years.

;I_);n_;‘ubun, The Dynamics of Change (Englewood Cliffs, N.J.: Prentice Hall,
Inc,, 1967), p. 4-5, 12.
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Other equally dramatic examples of change might be cited.
Undoubtedly modification in life style has been the result of snch
change. Urbanization, increased application of technology to liv-
ing conveniences, and rapid changes in business and industry are
cases in point. The prediction has,been made that by 1980, when
today’s first graders graduate from high school, half of the workers
in the United States will be in jobs that do not even exist taday;
people will he traveling from coast to coast in two hours in an
airplane carrying seven hundred passengers; seventy-five pereent
of the population will be living in three megalopalitan arcas; and
the computer will have changed the United States as ¢ mch as the
automobile changed society from the horse and buggy days.?

NATioNaL CLIMATE ror CHANGE

The point is that all these changes have important implications
for the need for more extensive edueational planning, With such
a rapid rate of change, educatio.. will find it increasingly difficult
to keep abreast of the changing re uirements dietated by advances
in otlier areas. Heretofore, society ias had an expectation of educa-
tion to hold to the traditional, to-use the sane edueational methods
and to some extent the same curriculum for the child as was pro-
viced the parent. This is no longer the expectation. Parents, well
educated and used to a fast-moving technological enviromnent are
accepting change more readily and tending to losk askance at
institutions which do not cliange with the times. There are, of
course. groups with diff "ug, opinions, but an increasinglv large
segineat of society looks upon education as a primary means of
social mobility, of climbing the social ladder, as a result of a better
educaticn leading to a better vocation. The public often secns
much-more receptive to changes in education than the educators
who operate and control the svstem. The decision-makers, cogni-
zant cf the public mood, Have been unable both to operate the old
system and simultaneously to concentrate cnough time and re-
sources for designing and cffecting a chiange to something better.
In the meantime the public waits, although with less and less
patience.

COMPETITION

The almost-monopolistic position of the public educasion
system is being challenged today as at no other time since achiev-
ing its fong-enjoyed status of prominence. The entrance of private
industry into the education. ealm through such programs as

e e
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the Job Corps, on-the-job training for emplovees and private post
high vocational and technical schools suggests the potential com-
petition of a business operated school system with profit as the
incentive. Private firms are springing up throughout the nation
to handle contractually many educationally-related functions.
Certainly the planning capability of business and industry is a
major factor underlying current ventures into the post high school
educational market. These trends, and others, have led a few
to predict that witliin a few years some school districts may be
contracting with private firms to operate their schools. It is con-
ceivable that a profit-oriented private system could develop par-
alleling the present public and non-profit private elementary and
sécondary systems. Some have even gone so far as to suggest
that such a movement may lexd to the gradual replacement of the
present educational system Ly private business-oriented educa-
tional agencies.

Whether or not this- occurs, public educators realize that
no one has all the answers. More adequate planning can help

provide greater insight inlo current problems. It can also assist

educators to consider many more of the relevant factors and it can
result in operational programs which, though meeting societal and
individual needs, may climinate any threat of the dessolution of the
present system.

GrowinG DEMAND ror RELEVANCE aND QuaLtTy IN EpucaTion

Although criticisms of current educational practices continue
to grow, there is no noticeable movement to replace public edu-
atior with a private profit system. For the most part the critics
are calling for an educational system that is more relevant to
the individual learner and are asking that it be of the highest
quality attainable with current potentialities. Minority groups
and protest groups — even those with anarchistic attitudes —
perceive education as a major factor for changing those condi-
tions they believe need changing.

The nature of the criticisms and the frequency of demands
make one point quite clear, i.e., that no unilaternal, uniform pro-
gram such as the college-prep program followed slavishly by
most of our schools will be adequate. The educational system
of the present and the emerging systems of the future must pro-
vide many more options and much greater flexibility to suit the
varied requirements of clients. The sweeping changes required
to bring about requisite options and flexibility can be achieved
if proper leadership and planning are effected.
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CRITICAL FINANCIAL PROBLEMS REQUIRE
TECHNOLOGICAL PLANNING

REsistTaNce To Increasing Scioor Cosrs

In general, the American taxpaver and state legislators have
felt they have beer veasonably generous in providing funds for
cducation. But as the tax bite grows ever targer, the beginnings
of a taxpayer’s revolt have resulted, as evidenced by increasing
voter rejection of school bond issues and proposed school tax in-
creases. If this resistance continues as it is predicted to, the
past trend of making educational changes almost exclusively
in the form of adding on new programs at added cost will stop.
Taxpayer resistance should cause a careful reassessment of cur-
rent programs and a more adequate consideration of the long-
term budgetary requirements of proposed new programs before
they are added. A shortage of funds may force the development
and use of cost-benefit analysis techniques for education.

Legislators throughout the country are becoming more con-
servative in appropriating additional funds for education. when
the results therefrom cither are not identifiable or do not appear
to justify the amount of expenditure. Increasing competition for
the tax dollar portends a critical reality which educators must
be willing to face. Clearly, it will become increasingly difficult
to obtain additional appropriations from congress and  state
legislatures without providing measurable objectives for which
the money will be spent. Legislators want to be shown evidence
that the money they appropriated produced the desired results.
It .is incumbent upon the educational establishment to develop
and adapt the tools of operations analysis to educational man-
agement. The present state of the art does not permit such mea-
sures to be used with any assurance that the results from their
use will be precise or that the product being measured was in
fact the result alone of such and such a program. While initial
attempts to use such techniques as cost-benefit analysis are bound
to be fecble and fraught with technological weaknesses, progress
will come from attempts to use these techniques and from failures
as well as from successes. Neither personnel” with the neeessary
skills nor the development of the necessary tools will result if no
attempt in their use is made. Adequate planning provides for
built-in safeguards to assure selection of onlv the most promising
alternatives. For example, implications of altemative courses of
action could be tested prior to their use in the school system. A
computer simulation of -the school system could be used: to deter-
mine the possible resulis of different courses of action, which ones
are consistent and feasible and which are inconsistent, or for
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other reasons are not feasible. Further. new programs must be
field tested in pilot situations before attempts me made to put
such programs into general usage.

MODERN DEVELOPMENTS PROVIDE SOLUTION
VEHICLES AND RESOURCES

Abvances 1x Praxzive TreclNoLocy

Despite the shortcoming just mentioned, the past decade
has scen the development to a high degree of mumerous planning
and management tools in government, business, and industry.
Recently .varions groups have worked for their adaptation and
application to the problems of education. These tools can be
cither used or ignored, but, with the dire need for planned change
in education, it is certain they cannot be ignored with impunity.
Their widespread use in business and industry, and in government
at federal and state levels has demonstrated their worth in these
arcas. Educators who recently have begun to utilize some of
the techniques are finding a potential value in these tools for
bringing about desired change and improvement. Examples of
specific planning tools now available — although some are in
carly developmental stages — include the svstem approach, plan-
ning-programming-budgeting svstem (PPBS), modeling and sim-
ulation, program ecvaluation and review techniques (PERT),
critical path method (CPM), cost/benefit analysis, needs assess-
ment, and an assortment of future forecasting techniques. (Many
of these tools will receive mention in various parts of this volume. )

The extent of the effort necessary for further refinement and
adaptation of these new technologies is probably beyond the
means of any one state. Therefore, the continned effort and sup-
port of the federal government will be necessary if these tools are
to become fully usable as educational management aud planning
technologies.

Central to the new planning technology is the careful formula-
tion of objectives and the establishment of a priority order for
acting upon them, the stipulation of product performance specifica-
tions bv which achievement of the objectives can be measured,
and the analysis and selection of alternative means for mecting
the objectives.

~ ComponenTts oF T1IE NEW EnucatioN

Although education generally is falling short of current de-
mands upon it, enough clements of change — some already dem-
onstrated and others now emerging — exist to make sweeping and
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revolutionary changes both possible and feasible. These com-
ponents often exist in comparative isolation, while those changes
which do occur are usually relatively minor and made on the basis
of oné or two at a time. Yet, if it were possible to bring all the
available bits and pieces together through planning, it is con-
ceivable that the educational system and process could be
completely redesigned. If, for example, meeting specific educa-
tional needs of cach student is the inajor focus of education, the
flexibility permitted by recent developments makes possible such
individualization. Available administrative procedures include
such possibilities as flexible scheduling, varied patterns of group-
ing, including plauned independent study, multiple staff utiliza-
tion patterns, and non-gradedness. Instructional means include
almost unbelievable quantities and varieties of media, such as
programmed instruction, instructional systems, audiovisual equip-
ment and materials, and self-instructional equipment and materials.
Available instructional strategies provide the possibility for each
student to learn at his own pace in some form of continuous
progress program. Curricular content is being critically reviewed
to determine its relevance to the real needs of the students in
the context of societal requirements. Facilities are being designed
and constructed for flexibility and for individualization. Guidance
and assessment systems are being developed, often with the aid
of computers, to analyze specific learning needs of individual
students. Specific learning disabilities and other educational handi-
caps are being met and their deleterious effects eliminated or
diminished to an extent never before reached.

The availability of these and many other advances in educa-
tional methods and technologies to support the new methods lends
feasibility to a depth and quality of educational planning never
available heretofore. If the potential of their value is to be realized,
it will be done only through a careful reappraisal of the educational
system in whole and in part. A comprehensive planning capa-
bility can be the vehicle for such a task.

CONCLUSION

In the past, a high degree of philosophical acceptance has
accompanied the relatively piecemeal, haphazard, and .ineffective
approaches to planning conducted in the educational establish-
ment. Now, in spite of any resistance which may occur or of any
wistful wishing for the “good old days,” pressures of the times are
demanding that educators do the kind of planning which will
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meet foday’s needs squarely and effectively, and the demand is
> framed in a context that brooks no failure. ‘There is everv indica-
tion that failure to respond rapidly and successfully to current
challenges may mean that the problems now faced will rapidly in-
crease in their seriousness.
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CHAPTER 2
The Seven-State Project

PRELUDE

“Cutting-edge” educational leaders at state and federal levels
have become increasingly aware in recent years of the need for
improving the planning capalbilitics of state education agencices.
When ESEA Title V provided funds for strengthening state edu-
cation agencies, an early step was the approval of a multi-state
project titled, “Designing Education for the Future,” which be-
came operational in December 1965 under the directorship of
Dr. Edgar L. Morphet. Directly involved with the basic idea of
statewide planning, this project was designed “to assist cach of
the participating states to anticipate the changes that are likely
to take place . . . during the next ten to fifteen yeavs, and to plan
and implement changes and improvements that should be made
in the educational organization and program during that period.” *

Numerous recommendations coming from the cight-state
project “Designing Education for the Future” bave pointed to
the need for taking specific action to improve state education
agency planning capability. Haskew, for example, drew from
predictions of societal change the following implication in terms
of planning:

All states definitely nged to provide for the establishment
and support of ways and means to conduct continuously the
planning function as a vital element in their organization for
education. Prospective changes in society reinforce the nec-
essity of developing — for the management of education -
professional level competence in the discipline of planning.”

A PROJECT FOR DEVELOPING SEA PLANNING MODELS

As a result of the accumulating evidence and opinions from
many sources regarding the need for state education agencies to

4 Edgar L. Morphet and Charles O. Ryan (eds.), Prospective Changes in Society by
1980. (New York: Citation Press, 1967), p. 2.
5Lawrence D. Haskew, “Another Perspective,” Implementations for Education of
Q Prospective Changes in Society, eds. Edgar L, Morphet and Charles O. Ryau.
E MC (New York: Citation Press, 1967), p. 29-30.
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improve their plaming capability, several state agencies joined
together to look at the agency's role in educational planning.
Under the provisions of Section 505 of ESEA Title V, a proposal
was submitted to USOE for a multi-state project which would
(1) permit each participating state cducation ageney to improve
its present planning capability, and (2) encourage the develop-
ment of several planning models for state education agencies. In
addition to the values for the states involved, the projcet was in-
tended to provide examples from which other states could select
ideas for their own use. States were invited to participate in
the project on the basis of current interest and capability in edu-
cational planning. Some entered the project with a planning
capability which, although not highly sophisticated, did bring
them to a desirable point of readiness for achieving the project’s
purposes. The commonwealth of Puerto Rico, however, brouglt
to the project a rather sophisticated capability in specialized plan-
ning technology with a formalized office of “Planning and Educa-
tional Development.” Along with Puerto Rico, Colorado, Con-
necticut, Iowa, Texas, Utal, and West Virginia were invited
to participate with Utah as the state to administer the project.
The project was approved to operate from March 1, 1967, through
June 30, 1968.

-

“

ProjecT ORGANIZATION

Office space for the headquarters for the multi-state project
was provided in the Utah State Board of Education offices in Salt
Lake City, Utah. Figure #1 illustrates the organizational struc-
ture for the project. Each participating state appointed a co-
ordinator to the project. The coordinator in most cases was the
deputy superintendent or other officer whose responsibilities in-
cluded planning. In most instances, a state project director was

FIGURE No. 1
ORGANIZATION OF THE PROJECT
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employed and participating states were encouraged to employ
up to two assistants. The policy board was composed of the chief
state school officer from cach of the participating states. This
‘board selected the multi-state project director and approved the
policies which guided staff members in the conduct of the project.
Several coordinators’ meetings, as well as meetings of the total
project staff, were held to coordinate, where desirable, activities
of the project states.

PriMarY OBJECTIVE
In a paper discussing the project and its purposes, the project
director pointed out that the project’s

primary objective is the development of a comprehensive,
integrated planning technique and mechanism for state edu-
cation agencies. It is anticipated that several models will
be developed. The models will probably be designed around
a corps of planning specialists with a single function, that of
developing plans for effecting desired educational change.
The models must depict a means to achieve maximum utiliza-
tion cf all resources as aids to educational planning. But more
important, the models must assist us in developing a means
whereby educational planning can be institutionalized to be-
éomle an integzal part of educational administration at every
level.®

GoaLs AND AssuMPTIONS
In more detail the major goals of the project, as established
by the policy board, have been to:

1. Deveiop and demonstrate alternative models for-building
effective educational planning programs in state edu-
cational agencies.

2. Demonstrate to the states the importance of comprehen-
sive educational planning.

3. Develop recommended procedures for the adaptation of
a model comprehensive program by a state educational
agency.

Important assumptions underlying these goals include the
following:

1. The Nature ;ind Scope of Comprehensive Educational
Planning:

S Bernarr S. Furse, “Develo ing State Edneation Ageney Capability for Compre-
hensive Planning” (multi ithed paper, September 1967), p.5. =~
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a.

C.

Educational planning is broad and comprehensive. It
is not simply a “project” which is concerned with the
smallest unit of development activity and it is broader
than a “program.” It is more encompassing than edu-
cational “reform” which usually embraces only a
pliase or some phases of the school system and is
concerned with merely setting out goals. Educational
planning should involve the entire educational ma-
trix, vertically, horizontally, public, private, formal,
and informal. It should include general education,
vocational education, professional education, special
and adult education, as well as all the educational in-
fluences, i.c., radio, television, the theatre, industrial
educational programs, and many others. It should also
be broad and comprehensive geographically in that
it involves the entire state and coordinates, where
practical, on a regional bases. It can include school
administration, school plant, organization, school fi-
nance, curriculum, instructional methods, and other
areas. It can involve the development of long-range
goals and objectives as well as the proposed utiliza-
zation of human and material resources to accomplish
such goals.

It should be all encompassing, but the planning func-
tion does not include duplication of efforts of other
disciplines in education such as research, evaluation,
and the collection, processing, and analysis of statis-
tical.data. It draws upon all of these resources as in-
puts for the planning function, encouraging the rapid
development of the basic support endeavors necessary
for adequate planning.

Planning involves the conscious selection of goals, the
analysis of these goals from the standpoint of the
wishes, needs, and resources of the community, with
reference to the mutual capability, their order of
priority, their implications, probable consequences,
and the selection of the most efficient and acceptable
means for attaining them.

Planm’ng is a continuous long-range activity.

2. Role of the State Educational Agency in Comprehensive
'Educational Planning:

a.

The "state department of education should be the
leade.ship center of the state system of education,

. -
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contributing significantlv to the improvement of state
and local edwcation programs, and having the re-
sources in each of its programs needed to provide
leadership throughcut the state. Comprehensive edu-
cational planning is a critical component of these
leadership activities.

b. The state department of education should provide
leadership in coordinating educational planning with
other governmental state plaming cfforts. Becausc
of the need for efficient and effective utilization of all
resources affecting the development of an area, state,
or region, comprehensive planning should place jieavy
emphasis on the coordination of functional planning
activities conducted by the various planning agencics
having significant impact on social, economic, and
physical development.

c. Many state, federal, and private agencies are concern-
ed with and contribute significantly to the state’s edu-
cational programs. The state department of education
staff should work harmoniously and cooperatively
with all such agencies.

d. Close and effective liaison and coordination with
other agencies and instrumentalities of the govern-
ment which can contribute to: educational plaiming
or will be involved at some stage in the preparation
and implementation of the educational plan is highly
essential and must be established as an integral part
of the planning machinery.

e. The state department of education should recognize

that in areas of joint concern, services primarily edu-

—n i __.catignal~in nature should be provided by the state
department of education and that services chiefly
noneducutional should be provided by other agencies.

The state department of education should be respon-

sible for developing procedures and establishing: co-
operative relationships to guide noneducational agen-

cies of the state system of education. The same spirit

? of cooperation and coordination should exist between
f the state department of education and professional
' education associations and otlier voluntary groups

concerned with the improvement of ed*ration.

- - -

¥ : . . . . .
TC i f. Broad cooperative participation of representative

groups and individuals shonld characterize state-
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wide planning, While the leadership may Le cxer-
cised by the education department, the participation
of organizations, associations, voluntary groups, in-
dividuals, industry, and other governmental agencics
that can contribute tu the success of such planning
and of its future implementation is necessary.

g. The state education agency should coordinate fed-
erallv sponsored educational programs with the edu-
cational programs within the state.

h. Local initiative and responsibility should be encour-
aged and stimulated. State department services
should supplement rather than supplant local plan-
nmg.

STaTE AspeEcts oF TuE PRrOJECT

The essential clement of cach state’s participation in the
multi-state project was the further development of the education
agency’s specialized planning capability. This meant the develop-
ment or employment of professional personnel as a planning staff.
As a part of the project, staff members were exposed in training
sessions to emerging technological tools for planners. In addition,
operational procedures, relationships within and outside the
ageney, and other requisite elements for planning were considered,
were combined into a planning model and, where possible,
implemented.

Secondary to the actual development and implementation of
models for comprehensive educational planning was the necessity
for reporting the model thus produced. Such reports not only
provide the grist for evaluating the project’s cffectiveness, but,
more important, they provide the hasis for the diffusion of the
strategies for planning which have been developed or identified
by the project. It is hoped that the following reports will encour-
age other states to recognize the need for developing a comprehen-
sive planning capability and perhaps provide a basis for initial
cfforts in this regard:

ORGANIZATION OF TIHE FINAL REPORT

Parts IT through VIII of this volume contain the reports de-
scribing each of the seven state models for planning produced by
project staff and personnel of participating state educational agen-
cies. It was anticipated from the beginning that cach state’s model

would vary considerably from those developed in other states,
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and the reports themselves confirm that such has been the case.
It is hoped that states-uot participating i the project may find
one plan among the several which approximate their own needs
and which, with some modification, can be adapted for their own
use. Or, more likely, they may take an eclectic approach and select
specific clements froin several of the models to incorporate into a
plan uniquely designed for meeting their specific planning needs
and organizational configurations.

Such an eclectic approach has been taken in part for the
model presented in the remaining chapters of Part 1. The “Syn-
cretic Model,” chapters IIT through VIII includes many clements
or strategies for planning gleaned from an exposure to the several
states in this project by the multi-state project director. While the
“Syncretic Modcl” has not been endorsed by the participating
states individually or collectively, it is in a sense a summarization
of the multi-state project in the form of a composite model.

The reader is cautioned that effective planning will not nec-
essarily follow even if all elements or strategies in the model are
instituted. Educational plaming requires more tlhian organization,
structure, and endorsement. It requires the proper acceptance on
the part of all who are influenced directly by the planning func-
tion; it requires individual competencies not yet generally avail-
able to education; and it requires further refinement and adapta-
tion of planning tools now ouly in limited use outside of hig busi-
ness, industry, and the federal government.

As a further caution, the reader is directed to the following
quotation taken from a letter from Everett W. Reimer, Coordina-
tor of the Comprehensive Planning project for Puerto Rico. Co-
ordinator Reimer in writing his critique of a draft of the “Syn-
cretic Model” stated;

“ .. These technologies of system analysis, programming-
planning-budgeting system, and most of the others to which
you refer, originally were designed to explain the relation-
ships between physical processes, cither military or physical
production processes. In such processes causal sequence and
the relationship of one sub-process to another is quite explicit.
Quite the opposite is true in education. We do not know how
learning occurs nor even much about the conditions under
which it occurs, especially in the classroom. Much of what
takes place in educational institutions, especially in students’
minds, is only marginally inder anyonc’s control and is,
therefore, difficult to predict and to epitomize. Systems anal-
ysis and other general purpose technologies will undoubtedly

prove applicable to education, but making useful applications
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will take considerable time and highlv speeialized cffort.
Before they can become useful, these technologies will have
to be coaverted from general purpose technologies into
specialized versious specifically adapted to education, Take,
for example. T, W. Schultz’s caleulations of cconomic returns
to education. The basic technique is a general tool of cco-
cnomic analvsis, but until Schultz adapted it, this tool
had no value for educational planning. Its adaptation. as
Ribicl’s and Becker's studies show, is also a long wav from
being completed. Tt is even prodable that Schultz and Car-
nov’s initial findings are misleading, in-scme of their implica-
tions, as recent British findings suggest. An almost parallel
statement could be made about manpower analysis, which is
merely a specialized version of social role analysis; and yet
it must be obvious that without valid techniques for deter-
mining the incidence and educational implications of various
social roles, it will he difficult to establish a rational link he-
tween schaol and society. Not evalnation in general, but the
identification and valid measurement of specific educational
produets; not cost accounting in general but the identification
and costing of specific critical inputs to the educational
process; are required for cducational planning. If organiza-
tion for educational planning gets verv far ahead of the
development of validated educational planning technologics,
there is a great risk that planning investments will be lost,
and even worse, that educational plaming will be diseredited
and umecessarily set back.

This is not to say that organizatisa for educational planning
should not be given priority as your draft chapter suggests,
I believe that it should because I belicve, as you do, that use-
ful technology will develop iargely out of attempts to solve
actual educational planning problems. .. .”

Educational planning is not a panacea, nor will it provide
some kind of magic formula to erase, overcome, or forestal the in-
creasing complexity of the problems confronting education. Dimly
cognizant of many of the known hazards and with a greater con-
cern for the many that are-unknown or at least not fully evident
at this time, the author is eumpelled to urge state education agen-
cies to move ahead in efforts to establish an agency-wide, svstem-
wide planning capability to better prepare for tomorrow.




CHAPTER 3

Basic Elements in Project States’

Planning Models

Anyone who reads or even skims the reports in this volume
deseribing state models for comprehiensive <dncational planning
will readilv recognize the considerable differences which exist.
One is tempted to feel there should be an optimum pattern for
planning and that the seven models described could be expected
to be more simitar if each achieved what it shonld in approaching
that optimim. - Careful and serious refleetion, however, hrings one
to the conclusion that diversity in the models is not only to he ex-
pected but also desired. Hansen affioms that,

A clear-cut, fixed, comprehensive and clearly sequential
formula for planning might scem to'he required and desirable.
Even if it were possible to devise such a formula —~ and that
is very doubtful = it wonld not be universally applicable to
the neecs of all the states. There is no one svstem or single
model of planning that makes sense wherever or however ap-
plied. But there are some key issues and concrete suggestions
that do make good sense in all planning cfforts.”

Despite differences in the mevlels, it is possible to identify
certain principles and features comr .aon to all or to most. Major
commonalitites include: (1) recognition of the need for an im-
proved scope and quality of planning — specifically, that such
planning be comprehensive, state-wide, long-range, and system-
atic; (2) specific organizational arrangements to enable and facil-
itate planning, providing for a decision-making function, a spe-
cialized planning unit, coordination of agency planning, and liaison
with external groups; (3) a planning strategy which delineates
operational guidelines; (4) training in planning  technologics:
and (5) an information system for planning.

Each of these features of planning capability is considered
briefly in the remaining sections of this chapter, somewhat as a
prologue to the details in the chapters following.

“ Kenneth H. Hansen, “Planning for Educational Change: A Statewide Approach,”
(multilithed paper, 1968), p. &.
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SCOPE AND QUALITY OF PLANNING

It should not be necessarv to develop a rationale for better
planuing in education; that point should be entirely sclf-cvident.
There has, in fact; been a great deal spokcn and written about
goad, careful planning in education. Yet educational planing has
tended, with some notable exceptions, to be sporadic in nature, un-
coordinated, and nsmll_v not Comprchcnsivc. Entire 1)|'0fessi()||s
for planning, often highly rewarding professions, lave long existed
to precede and undergird the activitics in ficlds other than educa-
tion. Architects design our homes and buildings; engineers plan
various other structures, develop means of traffic control, and pln
myriads of other marvels; top military plammers and stratcgists
become the generals who plot the movements of men and equip-
ment and planning agencies, are ntilized by many agencies of fed-
eral and state government. In these and other fields, personncl
trained in highly specialized skills spend their full time in planning,
In education, everyone has been charged with planning; con-
sequently, no one has had the time or the skill to plan adequately.

Comprehensive educational planning is hiere proposed as the
means for rectifying this deficiency and for providing a levzl of
planning in education -- pertinent and rclevant to the human re-
sources with which education deals — comparmg favorably in it
adequacy to that in other fields. Utilizing the latest technological
advances is requisitc to making that pluming of the lighest
quality presently attainable. It is this rationale, i.e., the impor-
tance of developing a high-quality, technologicallv-based plan-
ning capability, applied to state education agencies. which under-
lies all else contained in this volume. Bricfly, the basic clements
necessary to attain that quality include the following aspects of
planning.

COMPREHENSIVE PLANNING

Not orlv is it important to identify and appropriately con-
sider as many as possible of the factors which may affect selecting
and developing a solution for a given problem, but all agencies,
organizations, and, where feasible, individuals, affected by or
offéring potential solution resources for that problem should
participate in developing its solution (sce glossary).

STATEWIDE PLANNING

The compartmentalization of education in virtually all its
dimensions has proceeded to a ridiculous extreme, and that in-
clides the area of educational planning. Much of the planning

which is done, even that done relativelv well, is of a patchwork re-
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latively haphazard, and/or piccemeal nature. A broader, more
comprehensive frame of reference needs to be developed. Good
curriculum development, for example, must be done within the
framework of an overall curriculum paradigm. Similarly, it is not
the small picces of large problems which need our best efforts for
solution; rather, it is the large problems themselves which first
need solution in order to provide the framework and guidelines
for lesser parts. Educators need to consider, and be ready to im-
plement, sweeping changes rather than tiny relatively insignificant
ones.

A new approach is needed, one which takes care of the im-
portant problems first, establishes the framework or guidelines,
and relegates minor problems to an appropriate secondary place.
Only through a bold effort on a coordinated state-wide basis, us-
ing a comprehensive planning approach can significant change
be effected. The beginning point should be the development of
a state education agency planning capability. A planning unit
should be the heart of the planning mechanism.

Loxc-RANGE PLANNING

Planning should not be limited to reactions to immediate
problems, to an expediency or “brush-fire” planning. Instead, new
and emerging technologies should be utilized to project planning
into the future to whatever extent is both possible and feasible for
the planners involved. Long-range planuing can provide control
and direction to the future instead of leaving that future to chance
combinations of circumstance. While recognizing that chance may
affect the future fortuitously, more often it leaves those who de-

pend upon it reacting on a level of desperation.

SYsTEMATIC PLANNING

Effective principles utilized by planners through the ages
have been identified and systematized to provide common referents
and to insure more thorough planning efforts. Essentiaily, this is
what the modern planning technology is all about. The intent is
to provide the tools by which all factors related to the: solution
of a given problem can be adequately taken into account in achiev-
ing that solution. In addition, the use of systematic planning tech-
nology provides for — almost forces — a more creative appioach

to the solution process.

ORGANIZING FFOR PLANNING

New elements, new configurations, and new operational
suidelines are requisite to the kind of planning described briefly
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in the preceding scction. Initially, relatively minor modifications
of existing structure may be adequate to enable and facilitate the
specialized planning function: eventually, more thorough changes
may be required. Some of the essential elements are noted briefly
here.

a7

Decision-Maxinc Funcriox

Planning must he closely tied to decision makers at all levels.
There is little virtue in planning which does not result in action,
and the bridge between the two'is made by those who can mandate
action. Some suggestions for integrating decision makers into the
total planning function will be deseribed later.

. SPECIALIZED PLANNING UNiT

All the models reported herein utilize a planning unit, com-
posed of personnel with technological planning skills, as a major
element of the model. Actually, such a unit occupies the role both e
of a catalyst and of a feasibility factor in achieving the extensive,
systematic planning which has been proposed. Specific purposes
and responsibilities of the unit may vary somewhat from state to
state, but the central idea in all cases involves the development and U
utilization of planning specialists. The units so established usually
coordinate or perform certain aspects of planning, provide tech-
nical assistance to others in their planning activities, and provide
training in planning technologies. Numbers, individual qualifica-
tions, and configurations of staffing vary, depending largely upon
the specific role seen for the unit. Even the title of the unit varies
with perceptions of its functions, as does also its position in the

01'ganizati0nul structure.

: COORDINATION OF AGENCY PLANNING
Planning undergirds, or should, all educational activities at
: all levels, including those functions in which the state educational

‘ agency participates. Technology-based planning should be re-
: garded as an integral function, permeating and essential to all
‘ programs, projects, and other activities. Once this orientation has
: been-accepted, the necessity for effective planning liason between
. all organizational divisions within the agency is clearly recogniz-
: able. Most of the models developed by the states in this project
indicate this need, although each has developed somewhat differ-

Q , ent solutions to the problem, including special councils, task forces
ERIC ! comprised of personnel frczi more than one division and other
vehicles.

L I PRV -
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EpucaTioNaL LiasoN WITHIN THE STATE

The trend in education toward compartmentalization has re-
sulted in a proliferation of agencies and organizations having re-
sponsibility for different aspects of education within a state. Most
states do not have, for example, one central agency with responsi-
bility for all the levels and functions of cducation in that state.
For the achievement of comprehensive, statewide plamning it is
essential and imperative that the interested agencies be drawn
together in the planning processes. The need for statewide educa-
tional liason extends also to intermediate and local education
agencies, educationally-related professional groups, business and
industry, relevant connunity segments, and to parents and stu-
dents. Most of the state models in this report have recognized this
need and developed mechanisms, adapted to the state’s unique
circumstances, for meeting it.

INTERGOVERNMENTAL PLANNING COORDINATION

Education does not operate in a vacuum, nor can its interests
and activities be completely separated from the interests and ac-
tivities of other departments of government. There is considerable
overlapping between education and agencies involved with such
functions. For example, those related to health, welfare, and law
enforcement. Not only must state education agency coorelate plan-
ning within its own realm, but it must play an active role in articu-
Jating its functions with other agencies’ having related responsibil-
ities. In some cases, a state planning agency has already been
established which ecither has or can undertake the coordination of
planning between departments of government; state education
agencies should be neither shy nor reticent in wholehearted at-
tempts at such cooperation. Benefits are more likely to accrue from
such cooperation not only to individual governmental departments
but also to the totality of state government.

Liaison WrtH Ot1ER STATES AND THE USOE

Several projects, including the ESEA Title IV Regional La-
boratories, Designing Education for the Future — an eight-state
project, and Comprehensive Planning In State Education Agen-
cies — a seven-state project, have demonstrated in recent years
both real and potential values of interstate cooperative plan-
ning. Even a simple sharing of ideas can be extremely beneficial.
Combining of resources to solve common problems can yield even
greater dividends, as it often has both in other fields and on other
organizational levels. With the increasing influence of the U.S.
Office of Education, it also appears imperative that mechanisms
be developed for cooperative planning between the states and that
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PLanNING StrATEGY: GUIDELINES For OPERATION

If the mechanisms established for planning are to achieve
their purposes, procedures must be outlined in all the detail neces-
sary to insure successful functioning. These operational guidelines
must describe what each element in the planning structure is to
do, and how it will relate to and work with each of the other cle-
ments. Requisite procedures at all ievels and for all phases of plan-
ning will be included.

TRAINING IN PLANNING TECIINOLOGIES

The key to the successful development and utilization of
agency planning capability is the application of available planning
technologies. For the sake of having common language referents
and because every professional in the agency should be a planner,
all staff members should eventually receive training in at least the
basic application of the system approach. Planning unit specialists
should be tramed in depth in the system aproach and in additional
technologies; as new technologies emerge, these personnel should
keep fully abreast of them and capable in their use. Certain other
members of the agency may also need specialized training in
selected planning technologies.

AN INFORMATION SysTEM For PLANNING
Information is crucial to planning, or, put another way, the
quality of planning outputs will vary in direct proportion to the
uality and scope of the informational inputs. Planning capa-
bility is not complete without a system which provides the required
information in the form, and at the time needed. At the present
time several projects are involved with the development of a frame-
work for a management information system for education. This
topic is beyond the scope of this work. Such a systemn is critical to
the success of planning functions.

The following chapters lay out a gencralized model for com-
prehensive educational planning, drawn largely from clements
of the seven state reports and developing in greater detail the
principles and elements summarized in this chapter.
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CHAPTER 4 .
An Organizational Context For Planning

THE MINIMAL ROLE OF THE S.E.A. IN PLANNING

A distinction should be made between the technical planning
responsibilities of a state cducation ageney and its potential leader-
ship role. At minimum, the agency should be involved with the
central state planning mechanism as its technical planning arm.
That is, the state education agency should be involved in making
studies and evaluations of education — cooperatively with other
agencies responsible for education, in clarifying statewide educa-
tional objectives, and in posing and examining alternative strate-
gies for attaining objectives. The leadership tasks involved in identi-
fying goals, in setting priorities among goals to be pursued, and in
reconciling competing nceds among educational agencies, should
be of concern to the state education agency. However, in many
states the agency may not have the authority for these tasks.

One can see no less than two principal roles in educational
planning for the state education agency. These are:

1. To serve as the technical planning arm of the state plan-
ning mechanism, and

2. To provide essential leadership and planning assistance
services to local and to other state educational agencies.

The broader leadership role to which some state education
agencies may aspire will have to be earned in some states on the
basis of its capacity for leadership. In any event, effective per-
formance as a helpful planning assistant can add materially to the
leadership potential of the state agency, hence, should be con-
sidered to be the minimal role.

CHARACTERISTICS OF AN APPROPRIATE
PLANNING MECHANISM

The complexities and proprieties involved in statewide plan-
ning are evidently so great that any standardized approach to such
planning in the states would be inappropriate. The mechanisms to

24
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be emploved «in planning should best be determined by the states
themselves because of the varied orgunizutionul, political, and legal
civcumstances among the several states. The problems to be faced,
for example, include the following:

1. The government boards of public elementary and second-
ary education and for higher education arc separate in
most states, henee a compreliensive plan of educational
development cannot be produced by a single agency. In
some stales, the situation is further complicated by a
separate authority for vocational education.

1o

The role of the state cducation agency as planner or as
planning assistant is not widely accepted or practiccd,
although that agency remains the most logical onc to
conduc. or supervise statewide educational planning.

3. Systematic and comprehensive planning at the state level
is not highly valued in many states. As a result of the
agreed upon dclegation of administrative authority to local

sehool districts, there is a reluctance on the part of the

state education ageney to “interfere” with the prerogatives
of local distriets to do their own planning.

Despite the difficulties, resources must be found to achieve the
following objectives:

1. Establish an appropriate mechanism in cach state that en-
ables it to plan systematically and compreheusively for
educational development

1o

Introduce into that mechanism an appropriate technical
comnponent that will enable its planning to be based upon
systematic and valid study and evaluation of education

3. Relate the mechanism appropriately with action agencics
— most specifically the state legislature and executive de-
partment so that statewide, comprehensive plans may be
translated into mew action prograins and mandated by
those agencies

4. Relate the planning mechanism appropriately with other
educational institutions -- specifically, colleges and uni-
versities, local school districts, and the private sector of
education — thereby to influence the future planning of
their respective action programs
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GENERAL OBJECTIVES FOR A PLANNING MECHANISM

To be effective, the planning mechanisms which are estab-
lished should have the capacity to:

1.

1o

Elict inputs from all relevant constituent clements within
the state.

Assimilate appropriate inputs into an integral whole, and

to specify goals, prioritics, and objectives of the planning.

Translate these goals, priorities and objectives into alterna-
tive courses of action, based upon technical study and
evaluation,

Feed back alternatives to constituent elements for reaction
and further input.

Mediate reactions as advantages and disadvantages.

Decide on appropriate, achievable, and defensible compre-
hensive plans for statewide educational improvement.

Adtocate acceptance of plans by responsible agencies and
institutions.

Several choices are open to the states in the selection or cre-
ation of an appropriate planning mechanism. Among these are:

1.

The state education agency may assume responsibility for
or may be. designated as the sole planning body for all
aspects of education. The agency should not conduct ali
aspects of statewide planning without broad and inten-
sive involvement of the educational community.

A planning council (or commission) may be created —
by legislative or exccutive action — with representation
from the major sectors of education, as for example: the
state education agency, a state commission on higher edu-
cation, and the state board of vocational education. In
addition, each of these sectors could have its own technical
planning capability. )

A state plamfing commission (such as that required to
qualify under the federal housing and Urban Development
Act which provides funds for state planning) may be
elccted or created to coordinate statewide educational
planning, and to assimilate educational plans into a total,
comprehiensive state development plan.

A citizens’ committee may be appointed to establish broad
educational goals, and to reconcile the needs of different

By
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educational agencies and institutions. Regularly author-
ized administrative bodies could serve the technical plan-

ning needs of such a citizens’ goal setting committee.
The state legislature may retain to itself the right to formu-
late plans. Recommendations may be sought for cach re-
sponsible sector of education.

ot

6. An cclectic or syncretic approach may utilize clements
from all of the above as well as additional ones not in-
cluded here.

Each of the choices above presents a different set of problems
to be resolved in effecting a statewide, comprehensive educational
p]anning mechanism. For this rcason, state education agencies
should move ahead to develop a planning strategy that can be
demonstrated to be feasible and potentially effective. Advance
preparation may he the factor that determines which agency, or
combination of agencies, will receive responsibility foo statewide
educational planuing.

ESTABLISHING A PLANNING CAPABILITY

Comprehensive statewide educational planning can only be
achieved if organizational patterns are established which clearly
take cognizance of the overriding importance of planning and pro-
vide the means by which planning functions will be promoted and
facilitated. Although the products of planning may eventually lead
to extensive restructuring of state educational agencics, most
S.EA.s can move into statewide planning quite cffectively with
relatively minor organizational modifications. Yet, it should be
noted that only when everyone involved clearly understands and
accepts the central underlying relationship of the planning funiction
to all other activities will planning be placed in its proper organi-
zational context. '

The following suggestions provide one way in which the
planning function can be initiated.

STRUCTURAL ELEMENTS FOR AN AGENCY
PLANNING MECHANISM

Praxnine Unit
The basic organizational clement for developing a specialized
planning .capability is.a. planning. unit staffed_by personnel with




ERIC

Aruitoxt provided by Eic:

28 Utah

expertise in planning technologics. This requirement is based pri-
marily on 1) a strong belief that planning technology is really
the factor which makes possible significant improvements in the
quality of plaming, and 2) that competent comprehensive plan-
ning activities can be accomplished only by specialists who have
plamning as their primary assignment. Experience has shown that
the assignment of planning as a part-time activity will sooner or
later result in little or no planning being accomplished. The harsh
demands of operational problems on the time of prograr.. personnel
precludes priority being given to the planning function. If true, it
is certainly unrealistic to expect a substantial allocation of the time
of program personnel to gain expertise in plaming skills for carry-
ing out technological aspects of plaming. This does not mean that
program personnel should not be involved in planning. To the
contrary, a high reliance must be placed apon the progrim special-
ist working with the planners for the development of new pro-
grams.

The specific nature of the planning unit and its position in the
organizational structure depends largely on the degree of import-
ance attached to the planning function and the functional role as-
signed to the unit. Consensus among those who have written on the
topic clearly points to the desirability of the planning unit occupy-
ing a position immediately under the chief state sehool officer and
equal to other top level divisions of the agency.® Figure #2 por-
trays this relationship. In the illustration, “office” is used arbitrarily
as designating the major organizational elements and “division” is
used for the next organizational level. The administrator of the
office of planning (planning unit) commissioner or assistant super-
intendent. Rationale favoring this placement includes such points
as 1) the basic importance of effective planning as a major element
~ perhaps the most important element — of the agency’s overall
leadership funetion, 2) the facilitation of planning relationships,
and 3) the facilitation of task force formation for planning pur-
poses, when those task forces cut across intraagency division lines
in their utilization of personnel and other resources.

The planning unit functions essentially as a catalyst to stimu-
late technology-based planning and as a facilitator in providing
assistance to the planning activities which are undertaken. In

8 For example:

C. O. Fitzwater, State School System Devclopment: Patterns and Trends
(Denver: Edneation Commission of the States, 1968), p. 59.

Theodore Albers, “Supplementary Statement,” Planning and Effecting Necded
Changes in Education, ed. by Edgar L. Morphet and Charles O. Ryan
(New York: Citation Press, 1967), p. 198. ,

William H. Ree, “The State Education Ageney of the Futnre: A Preview,”
Planning and Effecting Needed Changes in Education, Morphet and Ryan,
p. 250.
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achieving these objectives, the planning unit will coordinate plan-
ning, providc training in plunning technology, conduct certain
technological aspeets of planning, provide technical assistance to
ageney staff involved in planning and organize task forees for
specific planning assignments. While the specific nature of the
planning unit will be more fully discussed in Chapter 6, it should
be pointed out hiere that the planning unit should not be expected
to do all the planning for the agency, Huefner has placed the
central planning unit in an appropriate perspective, declaring that:

A centralized planning effort, which can take a broad
overview of the many interests involved and which is least
likely to be biased teward a particular program, may appear
to be the judicious approach to comprehensive planning which
is expected to coordinate various programs. But two serious
problems develop if this inclination toward centralization is
aot restrained.

First, it is unrealistic to expect a central staff to match the
specialized knowledge of the various program staffs. . . .

The second consideration is that program staffs cannot be
expected to properly implement a plan which they do not
understand and appreciate. Even if the central staff could
understand the program details better than the program
staff, the program staff would not believe it. Because involve-
ment leads to commitment, agency understanding and appre-
ciation of the plan depends upon participation in the prepara-
tion of the plan and in the compromises which are necessary
between competing interests.

The preparation of the plan, thercfore, requires much
greater decentralization than has usually been the case. The
staffs responsible for executing various clements of the com-
prehensice plans should be given the responsibility for pro-
posing the plaus for their programs. The responsibility of the
central planning staff is to set the basic guidelines for such
planning; review and direct adjustment of the parts of the
plan to insure their mutual compatibility; review the parts of
plans for quality of plamning technique and achievement of
basic goals; and — if the plans are found wanting in these re-
spects — to direct refinement, if possible, by the program staffs
concerned but, if necessary, by the central staff.

For the very reasons that planning should use program
staffs, major dependence upon consultant staffing should be
avoided. ..

9 Robert P. Huefner. “Strategics and Procedures in State and Local Planning,”
Planning and Effecting Needed Changes in Educstion, eds. Morphet and Ryan,
(New York: Citation:Press, 1967), p. 2L
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Boarn or EbucaTion

The State Board of Education, through its policy-setting role,
plays an important part in planning. Decision-making and problem-
solving which must be carried out by the Board will be improved
and facilitated through assistance provided by planning techuol-
ogists. Figure £2 illustrates a simplified representation of a state
cducation agency as it may be effected to include a planning office
directly under the chief state school officer.

FIGURE No. 2

ORGANIZATIONAL CHART OF STATE EDUCATION
AGENCY WITH AN OFFICE OF PLANNING SERVICES
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ter 5 contains a more

Execumive CounciL

Within the policy framework established by the Board, plan-
sing decisions should be made by an Executive Council composed
of the Superintendent, Associate Superintendent, and/or Assistant
Superintendents. An Administrative Assistant may be designated to
serve as Executive Secretary to the Council to prepare agenda,
and perform other similar activities (sce Figure £3). Under this
arrangement, all divisions and subdivisions of the agency are
represented through their top-level administrators. The chief state
school officers serves as chairman, with decisions based on con-
census rather than on voting. Essentially, this group takes action
on recommendations which come to it through the Planning Coun-
cil, with affirmative decisions constituting a commitment of re-
sources as well as an approval of plans. Planning activities upon
which decisions are based will have been completed in all necessary
detail when recommendations reach the Exccutive Council. Chap-
gp:pl)letg description of the specific processes

g } i oy -2 1
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FIGURE No. 3

SEA ORGANIZATIONAL CHARY
DEPICTING THE EXECUTIVE COMMITTEE (PLANNING:
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Pranxing Councit,

Although the Planning Unit lends feasibility to the improve-
ment of planning, it is the Planning Council which becomes the huly
of the planning process within the agencey. Figure £4 suggests the
composition of the Planning Council comprised basically of the
heads of all operating divisions. Assistant chief state school officers
are also members of the Planning Couneil, providing an overlap of
personnel with the Exacutive Council. The assistant chief state
school officer for planning becomes the Chairman of this Council.
Again action in this council is based on consensus rather than vot-
ing. At all points in the planning process where matters are to go to
the -Exccutive Council for decisions, recommendations concerning
those decisions are first developed by the Planning Council. This
group also approve the specifie allocation of personnel and re-
sources to plans which are approved for development and/or im-
plementation. The chief state school officer can be represented on
this Council by an-administrative assistant.

Procray Review CoMMITTEE

In order to expedite the work of the Planning Council, a sub-
committee should be organized and designated as a Program Re-
view Committee (see Figure £5). This committee can serve to
screen all proposals and plans coming to the Planning Council.
Such screening would determine the adequacy of the plan prepara-
tion prior to its submission to Planning Council. It is particularly im-

~_perative at this point for the Program Review Committee to insure




32 Utah

FIGURE No. 4
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that appr | .iate cost/benefit analysis have been made to guide
choices between altermative strategies for meeting a given objec-
tive. Membership in this committee may take a variety of configur-
ations. Figure £5 illustrates one possibility, i.c., that an assistant
CSSO be chainnan, with the Administrative Assistant again being
designated as exceutive secretary, and with representation from
two or more of the Divisions. One of the members will be a plan-
ning specialist from the planning unit.

FIGURE Na, 5

SEA ORGANIZATIONAL CHARY
DEPICTING THE REVIEWING COMMITTEE
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’

OPERATING DivisioNs

Every staff member will parti  pate extensively in the plan-
ning processes. It is anticipated that. although the planning unit
will provide coordination and technical assistance for panning.
each operating division will be fullv involved in all aspects of
planning related to its responsibilities. Such involvement is critical
in the ideation stage of the planning process. It is also highly de-
sirable as an assist to the plumers during preliminary and detailed
planning. Involvement during the planning process of program
personnel improves their” understanding and commitment to the
new program and subsequently it is a substantial aid in the im-
plementation process. To improve the quality of such involvement
and to ease the task of communication between planners and pro-
gram personnel, all personnel will need t be trained to some extent
in the utilization of planning technology.

Task Forces

Developmental and implemental task forces will be assigned
to selected groups designated as Task Forces. Personnel participat-
ing in a Task Force will be selected because of the applicability of
their expertise to the particular problem being attacked, and/or
because of their potential role in the implementation of its solution.
They may come from a single division, may come from several
divisions, or from Loth the state agency and other agencies. In some
eéxceptional instances, personnel for a task force could be drawn
exclusively from agencies outside the state education agency. A
task force would be assigned ¢a1 an ad hoc basis. Upon completion
of the special assignment the tusk force would be dissolved.

TOTAL rLaNNING STRUCTURE

In review, the planning structure for the state education
agency described above involves agency personnel in an agency-
wide planning process. As experience is gained it can be anticipated
that the role of the agency could more and more become that of
program leadershiip as a result of carefully developed long-range
plans rather than a supervisory role dealing with immediate opera-
tional problems. The purpose and sccpe of the activities of present
organizational clements would be changed or at least a major por-
tion of the time of such elements would be devotzd to planning
considerations. For example, me:t state education agencies have
an administrative council. This council would become the planning
council with the responsibility of directing the work of the planning
unit. It would also make recommendations to the Executive Coun-
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cil on all program plans designed for the improvement of educa-

tion. Figure =6 portrays the agency in such a planning matrix. The

lanning unit, as catalyst an(T facilitator, is placed at the center
o b4 J

with two-way arrows indicating a flow of information, .echnical
assistance, and coordination, to and from all organizational sub-
divisions as well as to individual staff \nembers. Agencywide repre-
sentation in both the Planning Council and the Executive Council
is intended in the illustration. “Task Forces” are represented as
consisting of personnel from all segments of the agency as well as
from outside the agency.

FIGURE No. 6

A FUNCTIONAL REPRESENTATION OF BOTH THE
INTERNAL AND EXTERNAL SEA PLANNING MECHANISMS
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INTER-AGENCY RELATIONSHIPS

No state educational agency can conduct effective planning
for educational improvement solely within itself, particularly if
that planning is designed to achieve statewide change. Working
relationships specifically for planning need to be cultivated with
related agencies, both educational and non-educational, at various

levels. -Roe, -describine: his-idealized:-state=educational-agencv.sfor
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the imaginary state of Nova, suggests planning ties with other
agencies:

Planning and Development. Not only is it necessary for
the state education agency to look ahead at needs in education,
but it has to consider the long-range future of socicty generally
and work closely with other local, state and national agencies.

Events have shown clearly that a governmental urit can-
not live by itsclf, and that society’s problems transcend city
and state boundary lines. It should be apparent, therefore, that
planning and development cannot take place in the vacuum
of agency administrative authority. There is urgent nced for
interlocking relationships with many levels of society.

This necessary broad dimension was added when the state
education agency’s planning and development office was cre-
ated and charged with establishing formal working relation-
ships with: (a) the state government planning and develop-
ment commission; (b) regional rescarch laboratories; (c¢) re-
gional state education agency study and development groups
made up of state educational agencies which have formed an
interlocking association; (d) The Education Commission of
the States; (e) The Study Commission of the National Council
of Chief State School Officers; and (f) the U.S. Office of Edu-
cation and its regional officers.

Planning and development is now realistically tied to all
levels of society affecting the education of children. By the
same token, with broad formal relationships established
through the planning and development function, the state is
making a strong contribution to the development of national
policy!®

EpucaTioNAL AGeNCIES WITHIN THE STATE

State-Level. Few state educational agencies currently have the
jurisdiction over the full scope of educational programs within. the
state. In most cases, their assigned scope of activities is K-12 edu-
cation, while higher education may come under a separate board or
just be separate without a central board of control. In some states,
vocational-technical education is also under a separate board.
Where such separation of authority exists, there should be full co-
operation to correlate programs between the various entities. It
seems. logical that responsibility for such coordination should rest,
either by legislative fiat or by mutual agreement, with the state

10 William II. Roe, “The State Edueation Ageney of the Future: A Preview,”
Planning and Effecting Needed Changes in Education, ¢ds. Morphet and Ryan,

~ __{New Yprk:,,Citation,l’rcss,_196_'1),.!). 254,
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educational agency. Perhaps the ideal toward which to work is a
state agency with integrated jurisdictional responsibilities climinat-
ing the split authority which now exists. Figure #7 portravs a
means whereby greater state level educational planning liason
could be realized. The greater the coordination the greater the po-
tential for articulation betwecen common programs of different
jurisdictions.
FIGURE No. 7

STATE.LEVEL EDUCATIONAL PLANNING LIAISON
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i STATE-LEVEL EDUCATIONAL PLANNING LIASON

Multi-District Service Agencies. The nature of intermediate
educational agencies, when considered nationally, is undergoing
rather drastic change and evolution. One of the clearly identifiable
trends (for example, in Texas and California) is to assign a plan-
ning responsibility to agencies which serve a number of school
' districts, sometimes encompassing several counties within the area
of their responsibility. Even in states which have previously elimi-
nated the intermediate agency, a perceptible trend — fostered by
multi-agency projects of ESEA IIT — toward a new concept of
multi-district service agency is identifiable. Sometimes the plan-
; n g aspect of such service agencies is relatively limited, but it
always exists to some extent. State education agencies should nur-
ture area service agencies to provide services to local education
agencies that they are unable to afford individually. Such regional
service agencies could provide an important linkage between the
state education agency and the local districts in a statewide plan-
ning structure. Through such a linkage, the local needs could be
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represented on a multi-district basis and they could be heard more
effectively through the regional service planning component in
statewide planning. The regional service agency could provide
plamning leadership and technical pluming assistance to local
education agencies and harmonize regional programs with state
priorities.

The future may very well see the formalization and expansion
of this planning function in both existing and emerging multidis-
trict service agencies. Where such a planning capacity exists, the
state agency should seek the development of structural linkages
and procedures to effect a planning liason with these agencies (see

Figure #8).

FIGURE No. 8
PLANNING LINKAGES: STATE EDUCATION AGENCY;

REGIONAL SERVICE UNITS, ond LOCAL
EDUCATION AGENCIES
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Local. School districts should be encouraged to develop a spe-
cialized planning capacity to whatever extent is feasible in their
specific circunstances. In large districts. it should be possible o
develop a separate planning unit staffed with skilled planners,
while in small districts the assistance of highlv trained planners
may have to be provided through the pooling of resources by
several districts or through an intermediate agency. In any educa-
tional agency, all professional staff members should be regarded
as having a planning responsibility and should receive training in
the specific skills of planning. Whatever the size or circumstances of
districts, they should be involeed in a planning liaison with the
state agency. with other districts, and, where tuey exist. with-multi-
district service agencies. Figure #8 illustrates some of the kinds
of two-way linkages which should he involved.

Non-Public Schools. With the cncouragement of federal sup-
port programs, especially E.S.IE.A. Title IT1, the traditional gulf be-
tween public and non-publie schools has been narrowed slightly
and a few shaky bridges established across the chasm. In a dav
when the education of all is the concern of all, it seems imperative
that these tenuous efforts be continned and strengthened. Non-
public schools must be invited to participate in regional and state-
wide plamning through the regional service agencies or directly
with local school districts. Genunine planning liaisons can indeed
be mutually advantageous.

INTER-STATE AND FEDERAL EDUGATIONAL PLANNING

An education which prepares one for living only in a relatively
restricted geographical area, if ever legitimate, is nothing short of
absurd in this age of population mobility. Students educated in
West Virginia may end up as citizens of Ohio or Texas or Utah or
California or all fowr. The citizenry of cach state has a vested inter-
cst in the extent and quality of the education program in other
states. There is a great amount of common ground in the educa-
tional problems faced by the various states. Joint planning by states
for the improvement of education makes a great deal of sense in
theory. Its value in practical application is being demonstrated by
several multi-state cfforts now extant, including the multi-state
project reported herein — “Comprehensive Planning for State Edu-
cation Agencies,” an cight-state project — “Designing Education
for the Future,” the “Education Commission of the States,” ESEA
Title IV Regional Educational Laboratories, and others. In many
cases, the U. S. Office of Education is a participant as funding
agent; in all cases, liaison for joint planning with the USCE scems
not only commendable but also likely to produce muteally advan-
tageous result. It is to be hoped that plamning liaisons between
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states, and between states and the USOE can be further expanded
and strcugthcuc(l.

StaTE GOVERNMENT PLANNING

Education does not take place in an environment stripped of
all other factors or influences. Often the coneerns of statewide
education are intimately related to the concerns of other state-level
agencies. Certainly this is always true of the joint concern over
apportionment of the state budget among the programs of various
state agencies. Workable linkages should be cstablished between
these agencies for purposes of coordinating planning to the opti-
mum extent. Ideally, a state planning agency should be given the
responsibility for establishing structure and procedures for such
planning liaison. In simple form, Figure Z9 portrays the idea of
state government coordination for more effective state-level plan-
ning. It is mandatory that the major governmental departments
inform one another of major activities that may have a direct bear-
ing on the programs of other agencies. The planning office associ-

FIGURE No. 9
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ated with the administrative branch of state governmient should
serve as the vehicle for such liaison. The teclnical planning of pro-
grams for each of the state governmental departments mnst he left
to that agency. IHowever, hmc demographic data for the state,
labor and ceonomic statistics and other information can and should
be commonly shared by all.

State priorities must be developed on a cooperative basis by
a careful analvsis of the needs of cach agency. This should not
ceeur in the administrative hranch of st.lte government nor in the
legislative branch without extensive cooperative effort on the part
of all departments (agencies) involved. In harmony witl: this
approach a subcommittee of the 1961 Governors” Conference pre-
pared a poliey statement relative ©o state planning which recom-
mended that cach state:

... create a central planning unit that can take into ac-
count all state development efforts and help coordinate and
integrate these into an overall plan. . ..

. . . reexamine the need for pl.mmn" units in its ma]or
operating agencies to strengthen existing units or establish
new onces \\rhue they are considered desirable. . . .M

1t is just this tvpe of relationshin which- is advocated here and
toward which some states are already moving.

Statewide comprchensivc plamning should induce major and
needed improvements in the legislative and administrative pro-
gram for education in the state. Otherwise. planuing is reduced to
an academic exercise, interesting and revealing but not rewarding.
To be elfective, therefore, planning must not onlv be tcchmcall\'
preficient, it must also affect the political and administrative pro-
cesse: which detennine the fate of education. Educational plans
shonld lead to improved action programs. Specifically. the targets
of planming should be:

(1) ‘The state legislative program, particularly its policy en-
actments and funding programs;

(2) The executive action programs, both at state and local
levels.

Ilence, pLunnnur organization should serupulously involve action
agencies in the pl.unnugr process. The technical planner poses ques-
tions. and confronts action agencies with plausible alternative
means to improve action prograns,

11 Sub-Committee on State Plmning, ‘The Governors” Conference, State Planning:
A Poliey Statement. (Chicago: The Council on State Governments, 1962),
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PROFESSIONAL ORGANIZATIONS

A great deal of planuing for educational improvement is cur-
rentlv being done, and has been for some time, by the numerous
professional associations within ceducation. Even though these
associations represent to some extent vested interests, the planning
potential they contain should not be overlooked. Tremendous ad-
vantages can accure through planning linison with these groups.
To the extent of their involvement with related planning, liaison
should also be established with teacher organizations and with the
organizations representing other classifications of school personnel.

THE PUBLIC

The citizenry should not be overlocked in the planning. Al-
though they are officially being represented by boards of educa-
tion, there are other effective wavs for involving lav eitizens in the
planning process. Citizen advisory groups have long heen utilized
by wise educational leaders. This cffort should be expanded and
improved, with citizen advisory groups involved wherever practi-
cable in the planning process. The role of business and industry
also must be enlarged; there are potential henefits from this source
which are relatively untapped. Citizen groups and the hosts of com-
munity organizations should be given clear opportunities for ex-
pressing their points of view, with assurance that those opinions
will really be listened to and will be carefully considered in the
planning process. Each state should develop and implement a broad
public information service that generates concemn for the problems
to be resolved through planning, as well as developing interest in
the plans that emerge as a result of the planning process. So import-
ant are effective relationships with the public for purposes of plan-
aing that it would indeed seem wise for state education agencies
to employ public information specialists who can maintain open
communication channels and interrelationships for effective plan-
ning.
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CHAPTER 5

A Strategy for Planning

THE PLANNING PROCESS

Three distinet dimensions of inquiry are inherent in the plan-
ning process. These are:

L. To what extent can it be demonstrated that the goals and
objeetives of the educational svstem are relevant to the
persistent and compelling social, cultural, and cconomic
problems of the state, region, and nation?

1o

Given relevant goals and objectives to pursue, to what ex-
tent can it be demonstrated that these goals and objectives
are in fact being achieved by the educational system, both
short and long term?

3. To what extent can it be demonstrated that the educa-
tional system is efficient, while achieving its principal
objectives?

(a) To what extent are resources used optimumly?
(b) To what extent are individual pupils benefiting from
the system’s programs, scivices, and organization?
(c) What undesired or unanticipated consequences re-
, sult from the system’s operations?

There arc certain identifiable steps or phases in the planning
process. This is true even though there is considerable divergence
in planing quality, in the specific activitics undertaken in plan-
ning, and in the depth and thoroughness of planning. The major
phases of planning can be represented as shown in the flow chart
model below. Additional phases could be added or other varia-
tions could be shown. However, for most planning tasks these steps
would be sufficient if each one was adequately developed. Subse-
quent pages will detail further the tasks represented by each of the
blocks in the flow chart. (See Figure 10).

1.0 IpExTIFY PROBLEMS
There are three major steps in identifying problems which
[MC need attention for the development of solutions: 1) determine
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FIGURE No. 10
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“what should be,” 2) identifv “what is,” and 3) determine the
discrepancics, i.c., the differentials between “what is” and “what

should be.”

Determine “What should be”: The foundation upon which all
clse is, or % ould be, based is an operatioral philosophy of educa-
tion, i.c., a philosophy which is functionally used as a guide in plan-
ning various aspects of education. Ergo, the first step in determin-
ing “what should be” is to accept or develop a statement of phil-
osophy and the attendant values which are to underlie the
curriculum. The superordinate objectives of education should be
readily derivable from the philosophic base which is accepted;
they in turn can be broken into subordinate objectives to any re-
quisite level.

Much information and several planning tools are already avail-
able to assist in this step. From California’s “Operation PEP” has
come guidelines for developing philosophy and values.' Bloom
and others have provided taxonomies which can be voxy helpful
in the formulation of objectives.' Also of particular value in de-

12 Jofferson N. Enstmond, Developing An Operational Philosophy of Education
(Burlingame, Californin: Operation PEP, 1968).
12 Benjamin S. Bloom, et al, Taxonomv of Educational Objectives, Handbook I:

Cognitive Domain (New York: David McKay
David R. Krathwobl, ¢l al, Taxonomy of Education
- Affective:Domain:(New:=York: :David-McKay-Co.;:In¢., -1964). -

Co., Inc., 1956).
al Objcctives Handbook 11:
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velnping objectives are books by Mager and others on preparing
ohyoctives plvased in behavioral terms.” Current reports in the
literature shed light on societal requirements, student character-
istics. and on futuristic trends. Rosove' has identified twentv-one
methods for forecasting the future. including brainstorming, Delphi
techinque, expert opinion, literary fiction, scenarios, historical
analogy, historical sequences, content analysis, social accounting,
primary determinant, time-series extrapolation, contextual map-
ping. .morphological analysis, relevance trees, decision matrices,
deterministic models, probalistic models, gaming, operational sim-
ulation, cost-henefit analvsis, and input-output tables.

The process of determining “what should be” must never be
considered simply as an academie exercise. It is, without question,
the most basic and likewise the most important part of the planning
process, as well as the most neglected. The results obtained here
determine the direction, the relevance, and the validity of all the
cfforts which follow. Determining “what should be’ must he a con-
timtons and thorough activity if education is to fulfill its vesponsi-
hility to society and to individual learners.

Determine what is. Using available methods or specially de-
veloped means of appraisal best suited to assessing current pro-
grams, the next step will be to determine how well education in the
state achieves the objectives, values, and ph'. Lophy which have
been laid out. While undue “bad mouthing” o existing programs
is undesirable at this point, the apraisal process must be conducted
with a tough mindedness which aceepts the fact of fallibility and
is ready to recognize and declare that shortcomings do in fact exist.

Determine the Discrepancies. With what should he and what
is hoth identificd, determining the perceived diserepancy between
the two is all that is necessary to pinpoint possible unmet needs, or
problems. Obviously, this is an oversimplification of the probiem,
both in terms of the sophistication of present instrumeuts to mea-
sure adequately, as well as the assumption that once a future goal
or objective has been established that that goal remains fixed. Un-
doubtedly, changes in society’s hopes and aspivations, emerging
new technology, and numerous other influences will result in
changes in what ought to be before the original goals are achieved.
H Robert F. Mager, Prepming Instructional Objectives (Palo Alto, Culif.: Fearon

Publishers, Ise., 1962).

Robert F. Mager, Developing Attitudes toward hearing (Palo Alto, Califonia:
Fearon Publishers, 1968).

12 P, E. Rosove, A Provisional Survey and Evalnation of the Current _Forccusti.ng
State of the Art for Possible Contributions to Long-Range l;(lucat|(3||al Poh_c_-,v
Making. (Santa Monica, Califomia: System Development Corporation,  1967),

-z :12-16-(mimeographed; Teeh-Memo-3640/000/00). . - - - - -
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Establish Prioritics. Nonetheless, once the identification of
problems has been achieved. there must follow an assessment or
apprisal of their relative importance in order to establish prioritics
and to select the “target” problem(s) upon which solution cfforts
will be coneentrated. Speeific suggestions as to how this shodt be
accomplished include reviewing the problem lor accuracy and
validity, then considering such factors as the amount of discrepasicy
between what is and what ouglit to i,e, as well as the relative criti-
cality of each problem, and the feasibility of solving suchi-problem
under circumstances existing at the time of consideration.™

2.0 ANALYZE PRoBLEM

Perhaps the most rigorous and time consuming part of the
problem solving process is that of problem analysis. The first step
is to determine the major functions that must be undertaken in
cffecting a solution to the problem. This step, using the system
approach, is called mission analysis, an overview of this and subse-
¢uent means for analyzing the target problem includes:

—Perform Mission Analysis which: (a) identifies the major
objeetives involved, (b) details the performance specifica-
tions required, (e¢) identifies the constraints, and (d) re-
quires the preparation of a mission profile (a sequential flow
chart of the major functions invelved).

—Perform Functional Analysis which is the process used to
determine what jobs must be done {» accomplish the plan-
ning objectives.

—Perform Task Analysis which is a further hreakdown of cach

| job into the tasks that specify how cach sub-function will be
: accomplishcd.

, —Perform Method Means Analysis which identifies the alterna-
: tive methods and/or means by which the tasks and conse-

H quently the cntire mission can be accomplished.

8.0 GENERATE ALTERNATIVE SOLUTION STRATEGIES
The system analysis of a given problem results in identifving
‘ the clenients — the raw material — for solving that problem. But it
is still necessary to develop the configuration into which those cle-
ments will be molded. This involves a creative process of synthesis
{ to arrive at various possible strategies, or general plans for utilizing
X various resources to solve that problem. It should be emphasized
Q
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16 Jelferson N. Bustmond, “Teaching Notes for the System Aproach to Need As-
sessment and  Problem Definition™ (Burlingame,  California: Operation PED,
1968) pp. 14, 15 and 18 (mimcographed, 1968).
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that greatly detailed plans are not necessary at this point, but that
this step requires only generalized teacriptions of the strategies
suggested. Enough detailing is required to permit cost-efleetive-
ness analvsis to the degree possible so that suggested strategies may
be effeetively compared with each other in term of cost vs. henefi.

40 Seneer Sorurion Straricy

On the basis of preliminary planning and cost-cffectiveness
analvses, one strategy is selected as appearing to contain a more
promising solution than the others. This decision is not made by
the plam: rs but by the decision-makers hased npon the data
prepared by the planners.

50 Dreviror Deranen PLay von SELEGIED Straticy

Utilizing the principles of svstem synthesis or system cn-
gineering, detailed plans are developed” for implementing the
selected strategy. Network management svstems (e.g., PERT -
Program Evaluation and Review ‘Technique, and CPM ~ Critical
Path Method) and other planning and management techmiques
will e highly useful at this point.

60 ImpLEMENT PLAN

Once the plan of operation has Leen worked out in detail and
accepted by the appropriate decision-makers, it is ready for im-
plementation. Oft™ - a pilot program or ficld trial will be the first
step in the implementation process. Some of the management
systems utilized in the previous step will continue to provide con-
siderable assistance during this phase of dovelopment.

7.0 Derensuxe Stratecy Ersecriveness (Evaruare)

Technologically-based plamning is incomplete unless a feed-
back loop exists to bring malfunctions to the attention of the
appropriate managers, and unie-s that feedback is translaied into
modifications to eliminate, or at least reduce, the mudfunctions.
This is in fact the last step of the planning and developmerit
process.

80 Dirruse

This step is actually part of another process, but is included
here to show where the planning leads. Suceessful strategies will
be disseminated and diffused by vasious means to schools within
the state, and perhaps elsewhere. Ev..ioation and feedback for
revision will continue in order to maiatain a dynamic system.
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A PLANNING PROCEDURE

In the left hand column on Figure 11 is listed the organiza-
tional units of a state education-agency may incorporate as a part
of its planning mechanism. Listed near the top of the illustration
are the functions of the problem solving process discussed on
previous pages as the system approach. The activity circles and
the direction of flow arrows show the planning process, and formal
procedures by which those involved will fulfill their responsibil-
itics in that process. The chart is necessarily limited in its capacity
to depict, e.g., while the circles on the chart designate the respon-
sibility for each plamning function, there is nothing to show, in
most cases, how others in the agency may be involved. Arrows
show the ideal flow from beginning to end, although it is recog-
nized that there will be exceptions. The long boxes at the top
and bottom are intended onlv to illustrate the idea that there
should be correlation and interaction during the planning process
with the groups named.

A description to further clarify the conceptualization of the
illustration follows.

Assess NEEDS

Coordinated by the Planning Unit, an assessment of needs is
actually a never-ending process. At stipulated points, the data
and information collected at that time will be coinbined and
analyzed to provide requisite information for the identification of
problems and the establishment of priorities. McLure'™ provides
a framework for the basis of a needs assessment. Data for the
process would be collected from all sources available to the agency

including the public.

RecOMMEND GoaLs AND PRIORITIES

A relatively thorough consideration of the information pro-
vided by needs assessment would be made by the Planning Coun-
cil, which -would develop highly specific recommendations for
submission to the Executive Council of the agency.

Esrasrisii-GoaLs AND PRIORITIES

Action on recommendations of the Planning Council would

be taken by the Executive Council, which may request additional
information from the Planning Unit or make suea modifications as
they deem necessary in the goals and priorities as reccived by

17 William P. MeLure, “Statewide Techiques for Survey and Analysis of Educa-
tional nceds” (Uri):mn, Illinios: College of Education, University of Nlinois
1968). (hii()lgogqag!\qq.)
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them. The final list of priorities would be used agency wide and
where appropriate statewide as the priority programs for educa-
tional improvement in the state. This list would be widely dis-
seminated as a call to action to resolve the priority educational
problems.

Perronra SYSTEM ANALYSIS

Beginning with the top priority roblem, the Planning unit
would make a carcful and thorough system analysis of cach prob-
lem assigned to it by the Executive Council.

DELiMIT AND ASSIGN PrOBLEM

Taking into account the information accumulated through
system analysis, the Planning Council would determine whether
the problem should be dealt with in its eatirety or reduced to
some part of the whole. The portion selected would then be as-
signed for continuing solution cfforts. Although occasionally the
problem would be assigned to a division, normally the initial devel-
opmental aspects would be coordinated by the Planning Unit.

COORDINATE IDEATION,

Coordinated by the Planning Unit, this step provides for the
creation of solution strategies based on the analysis information,
other related inputs, and the creative skill of those involved. If
the problem specifically concerns one or more divisions, their
personnel would be worked with dircctly. If it scems desirable, a
special ad hoc task force would be formed for ideational purposcs.
Individual staff meinbers and divisions agency-wide would be en-
couraged. to submit ideas. Proposals gencrated by individual staff
members divisions would enter the procedural flow at this point.
The information produced via system analysis would be inade
available to all divisions and individuals working on potential
soluiion strategies.

LEA Proposals. Proposals submitted by local educational
agencies for federal funds administercd by the state educational
agency may also enter the procedural flow at this point. If pro-
perly utilized, this procedure could save a great deal of the time
and effort now wasted in preparing competitive proposals which
are not funded. For example, the proposals subinitted at this

oint could be preliminary in nature and limited to a relatively
Few pages. During the first screeniig process, the proposals
selected for further development would constitute just a few more
than the total to be funded — certainly no more than double the
amount to be funded would be encouraged. This approach would
_permit.the retention.of the values. of competition, elinminate .most.
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of the time and cffort that would otherwise have been expended on
the screened-out proposals, and would give those devcloping de-
tailed plans a better chance for funding.

CoormNaTE PRELININARY PLANNING

As solution strategics are generated, the Planning Unit staff
wonld assist proposal originators in preliminary planning accord-
ing to guidelines which would have been developed. The initial
development would be limited to a minimum for presenting the
proposal clearlv and intelligently. At this step the fccus is on the
preparation of the idea for initial screening and not the prepara-
tion of detailed plans. However, broad estimates of personnel
and resources in a budget format would be included. Tentative
identification of specific agency personnel for conducting the
program should also be included.

Screen Prorosavrs

The Program Review Committee, a subcommittez of the
Plamiing Council, would review preliminary proposals to ascer-
tain that guidelines have been appropriately followed, that ade-
quate information is provided for the Planning Council’s considera-
tion, that cost-cflectivencss analysis have been made to permit
selection from among alternatives, and that all available proposals
related to the same priority are being submitted together. The
Reviewing Committee may return the proposal with a request for
additional information or it may transmit the proposal to the Plan-
ning Council immediately. The Program Review Committee does
not make recommendations to the Planning Council. Its major
role is that of processing proposals to see that adequate planning
has” occurred and that sufficient information is available to the
Planning Council to enable it to fulfill its function.

RecoMMEND PROPOSALS FOR DEVELOPMENT

In the Planning Council, alternative proposals for solving the
same problem would be carefully considered and recommendations
would be prepared on each. Proposals may be returned for further
information or modification, or they may be submitted to the
Executive Council with either a recommendation to continue de-
velopment or a recommendation to shelve the proposal. Since of-
fices and divisions are represented on the Ceuncil by their ad-
ministrators, a recom:nendation to continue development is a ten-
tative commitment to the allocation of the neccessary resources
of the agency. Specific personnel and other resources for develop-

ment would be tentatively identified at the time of the approval

NrvnrecahwvethinPlanninunninAailn
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SELECT ProrosaLs ¥or DEVELOPMENT

The final selection of proposals for further development would
be made by the Executive Council acting on the recommendations
of the Planning Council. The Exectuive Council may accept, reject
or modify those recommendations. It mav also rcturn a proposal
for modification or further information. Although the Executive
Council may temporarily delay action on a proposal, those pro-
posals not recycled must eventually be ecither selected for further
development or disapproved and shelved. A decision for con-
tinuance also constitutes a definite commitment for the necessary
resources to conduct the program, including the specific personnel
and other resoures already tentatively identified by the Planning
Council.

Fory DEevELOPMENTAL TaAsk Forces

A Task Force would be formed following the approval of a
proposal, utilizing personnel assigned by action of the Planning
Council and Executive Council. This could include a variety of
combinations, e.g., persomnel from a single division, personnel
1 from several divisions, or personnel from the state educational
5 agency together with those from other agencics, especially local
; education agencies. The task force planning director would also
be appointed at this time, and the time commitment for Task
Force members would be specified. Every developmental task
: force would have assigned to it one staff member from the Plan-
ning Unit.

EE——
¥

DEvELOP DETAILED PLAN FOR SELECTED STRATEGY

Detailed plans for implementing the selected program strat-
egy would be developed by the assigned Task Force. Specific
requirements for this detailed plan would vary, depending upon
the nature of the solution strategy. The important requirement is
that plans be developed in sufficient detail to be readily imple-
mentable. The Planning Unit would be responsible for providing
sufficient technical assistance to assure high quality planning with
an appropriate attention to detail.

«

SCREEN DETAILED PLANS:
REGOMMEND PLANS TO IMPLEMENT
SELECT PLANS TO IMPLEMENT
AssioN PErsONNEL TO TAsk Force

Q , These steps listcd above are essentially the same as those
ERIC { followed in the initial screening process, except that the decision
‘ at this point would be whether or not the detailed plan would be

B "~ - - accepted:andzimplemented: If-the-imvnlementation-involves-school. -~ - - -
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districts or other agencics, such agencies would also be involved
in assigning personnel and/or other resources to the implementa-
tion Task Force.

Connuct ProjJeCT

Normally in the course of development, this step would in-
volve a pilot or field trial of the plan. Plans have been. made in
detail; personuel and other resources have been allocated; all
that remains is for the task forceto translate the plans into action.

EvaLuaTe aANp Revise

A good plan will have the basis for evaluation carcfully built
into its objectives and performance specifications. As the project
is implemented, the cvaluation machinery would also be set up
and implemented to be coordinated by the Planning Unit. Results
from the evaluation would be the feedback which would be taken
into account and result in a modification of the plan if desirable to
climinate malfunctions of the system. The Planning Unit would
also be given the responsibility for coordinating such revisions.
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CHAPTER 6
The Planning Unit:

As has been noted clsewhere in this part, the kind of planning
proposed in this report, i.c., comprehensive, statewide, long-range,
and systematic, requires a specialized plaming capability. Hansen
has pointed out that,

“Planning is inherently time consuming and cxpensive —

though not as expensive as failure to plan. It takes sub-

stantial amounts of money. Planning must be directed
carefully and deliberately Dby expert and often high-priced
people; it is not something that can be done by a person
who is told to do a little bit of planning in his spare time.”

“Moncy, manpower, and data are essential parts of the support

system for organized planning.”*

Every staff member of the state cducation agency should
develop some degree of plamning skill and should participate in
planning, at appropriate times. However, if the responsibility for
plaming becomes a generalized assignment, it becomes in effect
an assignment to no one. Some unit within the agency must be
given the primary responsibility for planning. There are many
organizational possibilities for planning. In this report the element
assigned the responsibility for providing leadership, coordination,
and technical planning capability is referred to generically as a
planning unit.

PURPOSES OF A PLANNING UNIT

Because of the needed specialized planning expertise of Plan-
ning Unit personnel and because of the allocation of their time
specifically and exclusively to planning functions, the unit would
be assigned to coordinate the achievement of the following
objectives. To:

Faciuitate DEcisioN-MAKING .
Facilitate rational decision-making by providing the kinds,
amounts, and quality of information pertinent to identifying

’S_I:’::nneth I1. Hansen, “Planning and Change: Design — Decision — Action,” Co-
operative Planning for Education in 1980 (Denver: Designing Education for
the Future, 1968), p. 61.

e
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and making a selection from the available alternatives for cach
decision. This may relate to any part of the planning v cess
which requires decision.

DEveLor Praxs
The unit will develop and/or assist in devel, g solution
proposals and detailed plans for the operation and manage-

ment of a project or progrim or any other solution .stlatu;v.
. i~

Coxnucr EvaLuaToNs
The unit will provide coordination and/or assistance in the
cevaluation of projects, programs, or other solution strategies.
Plans developed by, or with the assistance of, the unit will
contain in them the specificitions upon which cvaluation
will be based.

CoorpiNaTE SEA PrANNING STRATEGY
The unit will be responsible “or implementation, coordina-
tion, and facilitation of the planning strategy developed for
internal functioning of the state education agency.

Senve as Liaisox 1IN Pranyine
The unit will serve in a liaison and inter-planning function
with other agencices, institutions, organizations, and individ-
nals in order to (1) correlate programs, functions, and in-
tou,stq, and (2) facilitate the implementation of plans.

FaciraTe PranNing Carapirries v LEA’s
The state education agency planming unit will seck to en-
courage and stimulate the (lev(,lopment of a planning capa-
b)hty in intermediate agencies and local school districts.
Direct assistance to fledgling units will also be provided
through training and consultative assistance.

COMPOSITION OF THE PLANNING UNIT

OrcaxizarioNal. ELEMENTS

The chicf state school officer should be considered the chief
plamer for the state education agency and all staff members
should be expected to participate in the planning process as it
relates to their assignments. It has alreadv been pom*ed out,
however, that this does not censtitute adequate provision for an
effective planning function. A specialized planning unit must be

(=}
developed and specific time, allocation of persomnel, and other

. resources.musthe.made.fothe planmning functien. -~ =~ =
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Three basic sources have been proposed for providing the
manpower for the agenevs planning functions. They are, (1)
Committees and/or task forces, either permanent or ad hoc, (2)
consultants from outside the agency. or (3) permanent staff mem-
bers assigned to the planning unit.

Commitiees and/or Task Forces. Hansen has delineated cer-
tain instances in which the specialized planmning function may Le
accomplished by cither temporary or permanent coalitions of staft
personnel whose major assignments are in areas other than
planning:

The specific mechanisms for getting plaming started and
making it cffective vary a great deal with the organization
and the people involved, the problems that are faced, and the
structural level within the total social system.

For example, if an awarencss both of the need for, and
the possibility of, procctive planning in a local school district
is focused on an area f specific curricular change, a simple
committee structure (properly supported . . .) with the as-
signment and authority to carry out the initial planning may
be all that is required.

At the state level, an adequate plamning organization will
require much more elaborate mechanisms. If the planning
unit is concerned only with limited facets of education . . .,
a group of experts under the chaivmanship of a competent
leader might meet the minimum reqnirements or organiza-
tional necessity .. ."

However, it is the authors contention that if a committec or
a task force planning assignment is made, it is imperative that a
definite allocation of time is made for each staff member assigned
to the project. Released time must be provided or the planning
function will be secondary to ongoing responsibilities. In addition,
dependence solely on committees for task forces will jeopardize
any hope for a comprehensive planning capability. Reliance on
ad hoc committees has been the major reason planning has not
been very effective in the past.

Consultants. Using “outside” consultants to provide the spe-
cialized planning capability desired has been suggested by some.
Certainly such a plan would make it possible to utilize personnel
from a wide varicty disciplines, with highly specialized ex-
pertise in those disciplines, and with a greater degree of personal
detachment from the internal operations of the agency. To depend

19 Kenneth H. Hansen, “Planning and Change: Design — Decision — Aetion,” Co-
operation Planning for Education in 1980 (Denver, Colorado: Designing Ed-
- aneationifortbesTnlnre. 31968)..0.:60 - - - - - - - -
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upon consultants exclusively, however, results in sporadic plaming
devoted to putting out “fires.” 1t does not lend itself to the devel-
opment of an ageney planning capability designed to achieve
compreliension statewide planning.

Permanent Staff. Consensus of the recommendations for state
education agencies is that a planning unit with at least a minimumm
of three full-time staff he established in each SEA. A permanent
unit of this nature will provide greater cohesiveness to the spe-
cialized planning capability, permit better continuity, make tech-
nical assistance more readily available, and provide more adequate
coordination of the total planning process.

Recommendations. Each of the possibilitics described above
has both advantages and disadvantages. The most cflective ar-
rangements will probably strike a balance utilizing cach of the
three elements to some extent. It should he possible to capitalize
on the advantages of each element and Hll, by utilizing all
three, climinate many of the disa ~atag zs they pose when used
alone. Whatever pattern an agency may cstablish its operation
should be guided by at least the following major principles:

1 Specialized planmning capabilities should bhe available, i.c.,
some SEA personnel should have expertise in current
planning technologies.

Definite allocations of time for planning should be made.

The nature of the planning unit should be determined by

the planning strategy, or “plan for planning,” adopted by

the agency.

4 Necessary support in terms of money, manpower, and data
should be made available.

[/~ I

PERSONNEL FOR THE PLANNING UNIT

No consensus was possible concerning the specific skills nec-
essary to constitute a plauning unit. One point which became very
clear, however, is that personnel with specialized skills are neces-
sary to carry out the new planning functions for which the unit
is designed. In general it is felt that a comprehensive planning
office should procure a broad spectrum educational-genesalist as
its director. This should be a person who is a futurist with excit-
ing ideas regarding the direction education must take, get a per-
son seasoned as a practitioner, knowledgeable concerning the daily
operation of the schools and possibly the most competent adminis-
trator in the state education agency. In addition (within resorrces
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and needs), a cadre of senior planners with areas of expertise-in
such specialties as systems analysis, information system, economics,
and sociology.

The planning unit’s first requirement may well be an exten-
sive and intensive effort for stafl training. The systems person
mav well have a background in research and seek new com-
petencies in systems design, factor analysis and simulation tech-
niques. A politico-cconomic specialist might have trained as an
cconomist and should seek further training in Programming-
Planning-Budgeting System, as well as economic forecasting. and
the subtleties of the political-legislative process. An infonmnation
systems specialist may have training as a data specialist or a com-
puter systems man and seck further training in evaluation modes
and dissemination techniques.

A socio-edcationalist may have basic training in school cur-
riculum and curriculum development and may broaden his capa-
bilities to include school plant planning, human relations tech-
niques, or the psychology of learning theory.

The size of the planning staff ane the degree of specialization
of each member will be dependent upon the size of the agency
and the resources available to it.

N [
CreaTiNG NEw ROLES FOR PLANNING

Each agency establishing a Planning Unit may wish to create
personnel roles more or less different than those utilized by other
agencies. Perhaps this is as it should be; in any case, the two
major points which should be kept in inind are:

Identifying the Roles. Principles of effective planning should
be utilized in determining the nature of personnel needed. Chap-
ter 7 describes the essential steps in establishing a planning unit.
If those step are followed carefully, they will produce cleasly
stated objectives for the unit and a list of specific responsibilitics
to which it will be assigned. That list of responsibilitics will be
the key element in determining the new roles needed.

The next important consideration is the number of persons
which available funds will employ. In many cases this will me
combining the skills required so that one person is expected to
have expertise in several areas, or it may mean selecting full-
time personnel with expertise in certain areas while retaining
sufficient funds to employ 'part-timc' consultants with expertise in
the other fields or as seens practical it may be desirable and nee-
essary to utilize a combination of both those alternatives.

Personnel and the New Roles. It would be much less than

- - realisticztozexpect:thatztrained:people will-be-readily available-to- - - -
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fill the new planning roles. The concept is too new and already
the demand far exceeds the supplv. In many cases, personnel with
some expertise will be emploved and given opportunities for
additional training to fill any voids which may exist. In other
cases, personnel with promising potential may be seiected and
proviicd training opportunities in scveral technological fields.
F Each phase of the planning pracess must begin — for cach
problem ~ with the development of a strategy for achieving that
phase for that problem. The answers should be determined to such
L questions as: who will be involved and what will they do? what in-
put resources — consultants, researth, literature — will be utilized
in accomplishing this step? how will the work be done, i.c., what
procedures will be followed, what activitics will be involved? when
is the task to be completed? what criteria can assist in determining
if the task is-adequately done?

ERIC

Aruitoxt provided by Eic:




CHAPTER 7

Estal)lislling A Planning C apalaility

Therc is no better way to achieve an effective planning capa-
bility than to apply planning principles and technology to its de-
velopment and subsequent implementation. The processes that
have heen proposed for use in solvi: ¢ other educational problems
arc equally efficacious in solving the problem of establishing a pro-
gram for planning. Although cach ageney indertaking the task will
undoubtedly approach it differently, the steps deseribed in this
clapter can serve as general guidelines. or as a basic methodology,
which any agency may modify to suit its own circumstances. The
steps are deseribed in rather general terms, with no attempt to
develop the detail necessary when actually establishing a planning
program. It should also be noted that the steps cannot be com-
pletely separated, but in many cases will overlap or be conducted
concurrently rather than consceutively. (See Figure #12).

PHASE I — THE DECISION TO DEVELOP PLANNING CAPA-
- BILITY

STEP 1 — MAKING THE INrTIAL DECISION

The process leading to the development of an agency planning
capability is most difficult to describe in its carliest stages of germi-
nation. What, after all, are the processes in initiating any significant
change? Someone reads an article or a report, attends a conference,
or is involved in a discussion, from which he picks up an idea which
generates excitement. His enthusiasm infects co-workers, additional
information is sought, and eventually the idea engenders enough
interest and support that it is incorporated into the activities of
the agency. This is probably much the same way in which a de-
cision to do something about improving planning capabilities will
come about. In that process, however, the major considerations
are to involve as many staff members as possible and to make
certain that agency commitment is made Ey top-level decision-
makers, i.c., the chief state school officer and his assistants. Who-
ever is filling the catalytic role leading toward that decision should
arrange for dissemination of information throughout the agency

B2Q. a o - - - -
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and even to con~erned groups outside the agency, xsplaining the
nature of plaming capability and describing plauning programs
previously developed in other agencies. It is naportant that concur-
rence in the initial decision includes as many members of the staff
as feasible at this point, but it is particularly imperative that a
majority of agency administrators concur and it is absolutely
essential that the chief state school officer make the decision.
The initial decision to develop an agency planning capability
nced only be a commitment to allocate the requisite resources for
conduecting activities intended to achieve that capability. The
commitment is completely internal and is on a general level, rather
than l)cing a commitment to ud()pt any spccific mechanisms, tech-
nologics, or a complete plamning program as it operates in another
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agency. It is undoubtedly preferable that the specifics of an agen-
cv’s plamning program be developed through its own carcful
planning. Thus, the initial decision will commit agencey resources
to the process delincated in phases 11-V of this chapter. The initia-
tion of cach new phase will be contingent upon successful (i.c..
appropriately approved) completion of the preceding phase. In
fact, in a number of instances the initiation of cach new step may
also depend on successful completion of the preceding step. T here
is in the initial decision, therefore, no commitment to implement
a plan until that plan is accepted and appropriately approved for
adoption.

PHASE II — DETERMINING HOW TO PRODUCE A PLAN-
NING MODEL

STEP 2 — ASSIGNING PrE-PLANNING REspoNsiBILITY

It scems readily apparent that before a plamning program can
be established a plan or model of how that program will operate
must be developed. But it must also be recognized that the pro-
duction of any significant pln nust itsclf be preceded by “pre-
planning” to determine how the plan will be produced. Somcone
has to have the basic responsibility to do the preliminary investi-
gation to estimate and identify the resources necessary to devclop
the planning model. Thercfore, the first question to be faced and
answered is: who will get the work on the plan started and have
the overall responsibility for its successful completion? Somcone
has to do the detail work, so the next <uestions will be: who will
actively direct the work? and, who will participate in the task? As
the chicf state school officer determines the assignments to be made
in answering thesce questions, he should consider such potcntial
alternatives as the following;: .

Assignment Possible Alternatives
. Chief State School Officer
. Deputy Chief State School Officer

1. Project Coordinator
(arrange assignment and in-
clusion of other personnel;
be responsible for successful  ¢. Asst. Chief State School Officer
achievement of the
total task)

[o . o]

2. Project Director a. Agency administrator or statf
(responsible to direct, ad- memker
inister, g
minister, and participate b. Planning specialist employed by

actively in the work of pro- . e
ducingya nolan for planzing”) the agency for this responsibility
¢.' Outside consuliant on a parttime

‘basis
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3. Project Staff and Participonts Any combination of the following:
(must analyze the environ-
mentol needs for plonning,

Agency personnel

survey the literature and b. Outside consultants, e.g.,
develop alternative proposals — university
for a planning model) — consultant firms
— specialists in pertinent
disciplines

¢. Other education agencies
d. Business and industry

e. Laycitizenry
Ster 3 — InexTirving NEEDS For Provucing A Prasxying MobeL

Once a central task group is established, they in turn can
analyze the problem, or task to which they are assigned, to deter-
mine the functions for accomplishing their assignment. As des-
cribed in the previons chapter, the mission (proji-t) objective
should be formulated, performance specifications thoroughly de-
lineated, constraints identified, the missicn profile developed (the
major steps outlined ir sequential order), and both functional and

task analyses completca.

SteP 4 — IDENTIFYING POTENTIAL RESOURGES AND ACTIVITIES

The required functions having been identified, it is appropriate
to seck out and catalog the methods and means available for carry-
ing out those functions. This process was partially initiated in Step
2 when personnel to conduct the project were identified. Additional
sources of information and ideas need to be located. Training
opportunities which could assist in the development of a model
shonld be arranged for project staff personnel. Available literature
whick: might assist in developing the planning model shouid be
identificd, as well as i:dividuals having pertinent expertise. If a
multi-disciplinary approach is to be incorporated in the planning
model, it would be important to not only identify persons whose
expertise is specifically in educational planning but to also locate
experts in other ficlds who could be utilized in determining how
their specific disciplines might contribute to educational planners.

"Possibilities encompass professional planners in government and

industry, economists, social and cultural anthrapologists, social
psychologists, and a number of other professions.

- Inaclosely related activity, it is important to identify agencies
and organizations which should puticipite somehow in develop-
ing the planning model. The ideal will be to involve in the pro-
duction of the model all those groups which will eventually partici-
pate in the operational planning program. Although practicalitics




PAFulToxt Provided by ERIC

- e

A Syncretic Model 63

may limit acteal participation, everv cffort should be made to
identify all those agencies that might participate in some wav.
Actually, this particular aspect of identification will undoubtedly
continue on into the phases following.

Also to be identified at this point are the-activities which could
be used in producing the planning model. A long list of possibilities
can be produced. including meetings, conferences. seminars, svm-
posia, training. visits to exemplary programs. review of the litera-
ture, use of sub-committees, use of advisory committees, critiquing
of draft proposals by various individuals within and outside the
agency, and many others. This is also an activitv which, although
initiated at this point, will continue on in the next phase.

Finally, it is important to determine the funds which will be
made available for travel, publications, training, consultants, and
other needs. The avia.ability of seeretarial services and other sup-
port services should also be determined.

STEP 5 — DEVELOPING AN ACCEPTABLE STRATEGY Fonr PropucinNG

THE MODEL

The point has been reached at which selections of specific
resources to do the development task can be made and alternative
overall plans for their utilization can be developed. From a con-
sideration of all relevant factors, including cost estimates of
alternative aproaches, one overall plan or strategy must be selected.
Duaring this process, the requisite interaction must be had with
agency decision-makers to obtain acceptance of the proposal for
developing the plan and approval for action.

When a selection has been made, the strategy chosen will be
developed in detail to determine who would be responsible for
each aspect of the design and how that responsibility would be
fulfilled, who will.assist or be involved and how they will partici-
pate, when the assigned task is to he completed, which resources
and activitics will be used, who will make decisions as to the ac-
ceptability of each part and of the totality of the design, and who
will mandate its implementation. The plan for planning the model
has now been completed.

PHASE III — PRODUCING A PLANNING MODEL

SteP 6 — ORGANIZATING FoRr THE TASK

It is quite likely that the basic task group which has conducted
the pre-planming can and will continue through Phase IIT as that
phase invelves using the strategy and resources identified and
selected in phase II. However. there may very well be additions
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to the task force, sub-committecs may be formed, and advisorv
groups organized. Liaison and llnl\'l"es would be established an
0|gamz.1tmnal arrangements made f01 their interaction and inputs
to the planning model's development As noted catlier, individuals
and groups who will participate in the planmn«f program should
also participate to the greatest extent feasible in the production
of the planning model.

SteEP 7 — OBTAINING PERTINENT INFORMATION

The literature identified earlier as containing potentially
valuable information can now be obtained and reviewed thorough-
Iv to glean ideas for the planning model. The consultaitsand others
with expertise who have been selected from among those identi-
fied can now be used to gain their inputs and their interaction for
the development of new 1deas Any: training that has been deter-
mined to be necessary would be provlded at this point. -

Ster § — CoxsrnructinG OBJECTIVES AND DETERMINING RESOURCES

This step requires the detailed developiiient of a mission an- .
alvsis, a functional task analysis, and a methods-means analysis.®
The mission (project) objective should be stated in porfonn-mce
terms which describe what the planning program that is to be de-
veloped is expected to accomplish. Concomitant performance eri-
teria or specifications (the measures of quantity and quality ) must
be developed in detail to provide guidelines by which the degree
of success of the planning program that results can be judged.
Since this description of the product determines the direction of
- all later planning, it should be developed with utmost care.

Constraints and limitations which may adversely affect or even
prevent achievement of stated objectives must be identified. Ex-
amples might be budget limitations, personnel, or time restric-
tions; others may include attitude toward, acceptance of and pro-
bable performance in the planning program; or they may involve
any of a number of ather factors. Once identified, their real limi-
tations can be explo=d and they can be appropriately dealt with
in planning.

Ster 9 — Ipentiry PoTENTIAL COMPONENTS OF THE PLANNING
MobEL
Once the desired product has been carefully described and
the potential hurdles or barriers have been identified, the functions

°A mission analysis includes four elements. (1) The development of the mission

Q .
E lC obicetive, (3) a detailing of the performance requirements of the model, (3)
identification of the constraints, and (4) tht development of a mission proﬁ c,
e, the major logically sequential functions that must be performed to achicve

__the.development of_the madel. ] . S .
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and tasks required to obtain the product must also be identified.
Major functions will be identified first and flowcharted in a mission
profile similar to that shown in figure #12. Each major function can
in turn be broken into sub-functions by asking, “What must be done
to accomplish this function?” First-level sub-functions can be simi-
larly broken into successfully lower levels until the desired level
of specificity has been reached.

The model of a planning program is the product now being
considered. The potential resources and methods-means for oper-
ating sucl a planning program would now be identified. Adminis-
trative procedures, organizational modifications, linkages or ar-
rangements, planning expertise, training programs, data, support
systems, finances, equipment and materials constitute a brief repre-
sentation of the types of considerations which should be identified.
Insofar as posible, all resources potentially available should be
identified in this process, with no particular regard at this point
for the likelihood of their use.

StTEP 10 — DEVELOP ALTERNATIVE PLANNING MODELS

Potential clements or building blocks for an agency planning
program would have been identified in Step 9. These now form
the basis, through a process of selection and synthesis, for con-
structing a planning model. The initial step, just as in constructing
a building, is to develop the general framework. The “dimensions”
of a planning program are delineated by determining the scope and
configuration of the program.

Scope: The nature and extent of involvement within the
agency is a basic issue to be considered. Will the entire agency
be involved in the planning program or process that is developed,
or only some part of the agency? How deeply will those divisions
of the agency affected be involved? What portions of the work
of the total agency and its divisions will be included in the planning
program? The nature and extent of involvement by agencies, or-
ganizations, and individuals outside the agency must be similarly
determined. Funding and services provided to support the planning
function will be a chief determinant of its scope. Other related
issues affecting the determination of the scope for the planning
program should also be resolved at this point.

Configuration. Developing the “shape” of a planning program
requires identifying the functions or processes required and/or
utilized in planning, then describing the organizational and pro-
cedural arrangements for conducting them. Major functions might
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Directing, i.c., administering planning activities
Coordinating the use of agency expertise and other re-
sources

3. Applying cuirent planning technology to agency problems

4. Participating in planning in ways other than those noted
above

5. Providing information to facilitate planning
6. Making decisions concerning plans and planning
7. Implementing the plans produced

o=

The development of a general strategy would include the identi-
fication of vehicles or organizational elements to be used in per-
forming cach function at this point through identifying several
alternatives in each case. An idea of the kinds of alternatives avail-
able may be gained from previous chapters of the syncretic model,
as well as f-om the reports of models developed by project states.
Some gross-level procedures would be developed to facilitate the
linkage between selected organizational elements. The linkages
should enable them to operate independently where necessary but
they should be developed to assure harmonious program develop-
ment and a sharing of resources.

Step 11 — SELECTING A PLANNING MopeL FRAMEW -k

Choosing a framework for the agency’s planning model re-
quires attention to two major aspects: first, selection from among
alternatives for the scope of the program and for each major com-
ponent of the model; second, but accompanying the selection of
major components, would be a concern for the interrelationships
of the components as they join to form a total planning configura-
tion. Planners will seck to determine, by considering relevant fac-
tors when comparing alternatives, which components and which
total configuration appear to offer promise of greatest success when
placed in operation. A cost:benefit analysis could very well be used
to provide important input for differentiating between alternatives.

StEP 12 - DEVELOPING DETAILS OF PLANNING MODEL

With the general outline established, it would then be possible
to fill in the details. Organizational aspects, procedures, and all
other elements would be worked out to that level ¢ specific detail
necessary to provide operational guidelines for im .ementing the
planning program. Steps to be taken in the transition from a plan
or model to operational reality would also be spelled out at this
point.

In most instances, decisions pertaining to the possible develop-

-ment-of-a-planning-unit-would:-be-most-crucial:since:so:manv:other.- -
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aspeets of the model would hinge cither directly or indirectly on
the formation of such a unit and the nature of it. As carly as pos-
sible, therefore, a determination should be made as to what form
the wnit might take, the responsibilities to be assigned to it and
the extent of resource allocation to such a planning unit. Figure 10
showed some of the forms that a planning unit might take, but the
recommendation is now repeated that, wherever possible, the
core of the plzmning unit be thiee or more full-time personnel with
expertise in planning. Especially important would be the develop-
ment of the internal structure of the unit. This can be initiated by
listing the elements of expertise needed, based on planning re-
quircments of the model. Using both realistic judgment and cre-
ative imagination, these elements should then be synthesized to
form job specifications for the number of personnel to be included
in the unit. The organizational structure can then be adapted to
the number and kinds of personnel who will compose the unit.

Details of other organizational elements would be sinmilarly
worked out, as well as the interrelationships between such elements
and the procedures to be utilized in working together. All other
details of the planing model would be identified at this time in
preparation for putting it into action. The major product of this
step would be a document containing a thoroughly detailed plan
for a statewide or an agency planning model whichever scope was
selected.

STEP 18 — OBTAINING APPROVAL AND ACCEPTANCE OF PLANNING

MonEeL

The bridlge.between completion of the detailed planning model
and its i~ entation is approval by appropriate decision-makers
to mandate 1 on the plan. If the decision-makers were involv-
ed in the development of the model, this step would be a final re-
view of the madel. Many alternatives would already have heen con-
sidered and set aside as the most feasible elements and procedures
were explored. A concumitant should be a genuine acceptance of
the plan, not only by the decision-makers, but by a major portion
of the professional personnel agencvwide.

PHASE [V — OPERATING THE PLANNING PROGRAMN

StEP 14 — MAKING ORGANIZATIONAL CIIANGES .

Although organizational changes are sometimes difficult to
effect readily, the degree of smoothness by which such changes
occur in implementing the planning model would be directly pro-

~ portional hoth to the plan’s quality and to the genuineness of plan-
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ning involvement by those who are to be affected. Details of the
changes would be included in the final plan; it would be helpful
if that plan provided for the specific steps to follew in making the
necessary changes. This would be especially true if the planning
program is to be implemented in stages

STEP 15 — EMPLOYING PLANNING SPECIALISTS

Since many of the roles “or educational planning specialists
are relatively new and the techuological skills are only now cmerg-
ing, educational planners are virtuallv non-existent. Two solutmn.s
to this problem seems possible.-One would be to select interested
staff members or applicants trained as planners in other fields who
seem to have the background and talent to become educational
planning specialists. Arrangements would have to he made for them
to receive the necessary training to master one or more of the
educational planning skills called for in the planning model. An
cducator would head the tecam. Another alternative would be to
utilize the special expertise of selected consultants as their skills are
needed to apply to specific planning problems.

SteEr 16 — MoBnizinc OTHER PLANNING RESOURCES

The nature of this step will depend on what the details of the
__planning model call for. One c\ample might be an information
system such as that discussed in part in the |ep0|t of Puerto Rico’s
planning model. If a sophisticated system is to be developed, it
would require a comprehensive data base and collection system
as well as an advanced computer capability. Other resources needed
would also be obtained and/or developed, as called for in the “plan

. »
for planning.

Step 17 — INrrIaTING THE Procray AxD PropuciNG PLANS

A strategy for establishing the planning mechanisms would
have to be included in the model. Necessary plans for getting the
planning function started once the components of the model have
been mobilized and brought to a state of readiness. Since the
agency planning capability would probably involve the use of a
dynamic and cyclical planning process, an important concern would
be to determine at what point in the cycle planning would be
initiated. Actually, it may be entirely feasible to commence plan-
ning at several points, theoretically at all points, in the planning
process. All organization clements can also begin functioning, can
begin doing the things they were designed to do. Initial efforts will
be cumbersome and undoubtedly inuch less than perfect. Advances
will be made in sporadic mevements ahead. It will take time to




Q

ERIC

Aruitoxt provided by Eic:

N

PR

e AT

Y RE BT S0l O e 5 o

TS S b o i e w0 s
i

A Syncretic Model . 69

develop the competence to smooth out the procedures and to de-
velop confidence in the planming process.

As the machinery begins to move, the eventual vesults will be
the production of various plans. Initiallv the products of the new
planning program would not be of much higher caliber gencerally
than the general quality of preceding plans. However, with experi-
ence, the quality of planning would be greatly improved.

PHASE V — COMPLETING THE PLANNING CYCLE

STEP 18 — IMPLEMENTING PLANS

Since planming which does not result in action may be con-
sidered “an exercise in futility,” an important part of an agency’s
planning capability is to establish the mechanisms which provide
for the ready translation of plans to action. An earlier chapter des-
cribed how the usc of task forces, coordinated by an agencywide
Plaming Council, provides one possibility for implementation
vehicles. :

x

StEP 19 — EVALUATING Procrans, PLANS, AND PRroOGESS

Quality educational pl.aning will permit, through skilled use
of serformance objectives and performance specifications, a degree
of accountabiltiy not previously achievable. Any part of the prob-
lem-solving process with which educational planning is concerned
may be readily delineated in the beginning. As iar as the planning
process itself is concerned, the clearest and most relevant inputs
wiil come from an evaluation of its products. In the final analysis,
this devolves about the operational program which is the end re-
sult of planning. Such programs can be evaluated in two genceral
ways:

1. Major focus will be upon how well a given program
achieves the performance requirements imposed upon it
in planning. Then an attempt should be made to deter-
mine Jie extent to which both the successes and failures
are directly attributable to the quality of planning.

2. The degree of success achieved by new programs needs
to be compared with the success of the program(s) to
which it is the successor. Necessarily, the con parison will
be in terms of the objectives and specifications which the
new program is designed to meet.

The intermediate product of planning is the plan itself. Al-
though in-a real sense a plan is meaningless until acted upon, the
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technology of planning 1s already at a level which will permit
planning experts to assess the quality of a plan and aseribe some
kind of ranking to that qualitv. Admittedly, the usefulness of such
an evaluation will improve as the state of the art evolves to higher
levels and educational planning becomes more and more a speci-
fic discipline. Plans can be evaluated on the basis of the quality of
plamning done in each aspect, ¢.g., how precisely and completely
the performance objectives and specifications are formulated, how
adequately related factors have been identified and dealt with,
how and what alternative solutions were produced, the bases for
selection of a solution, how thoroughly detailed operational guide-
lines have been developed, and other similar points. A plan can
also be evaluated on the basis of how well it meets the objective
and criteria which initiated and guided its own development.
That is, every plan developed should begin with the objectives and
criteria for the production of the plan itself. This chapter contains
an example of what is meant, by showing that a preplanning ac-
tivity is necessary in order to determine how the plamning model
- (or plan) will be produced. It is from the criteria established in
this pre-plamning that the initial product of plamming — the plan —
can be assessed.

Finally, the planning process itself can be evaluated. As prin-
ciples of educational planning come increasingly into focus, théy
can forn a legitimate basis for critiquing the processes used in
planning. With what is presently known, such an assessment could
now include consideration of such aspects as the planning skills
utilized, the expertize brought to bear on the problem, involvement
of decision-makers and potential implementors in planning activi-

- ties, adequacy of coordination within and outside the agency, and
other relevant requirements of good planning.

ot
1]

Step 20 — RevisiNG THE PLANNING MODEL
The information produced through evaluation should be
utilized as feedback to the planning model and should serve as the
basis for making revisions. This means that the model itself should
never be regarded as completed, but that it should retain the
dynamic characteristics whiech will permit it to change as needed.
Evaluation should be a continuous process (although it will very
likely be much more extensive and/or intensive at some points
than at others) and so should produce a continuous feedback flow.
As rapidly as possible when malfunctions or deficiencics are identi-
fied, action should be taken to 1) do the planning necessary to
Qo appropriately modify the planning model and 2) alter operational
arrangements in accord with those modifications. It is this cyber-
netic aspect of the process which will not onb; prevent a l)lzuming
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program from becoming static and stale but will also permit it
to have the dynamics tc constantly keep abreast of and, indeed,
to lead in making relevant change.

SuMMARY

Too often in education a problem is identified and a solution
method! is immediately sclected by the decision makers for the
resolution of that problem. As noted before, each of the states
participating in this-project have suggested a model for planning.
However, states are not encouraged to adopt immediately any one
solution strategy.

The “Syncretic Model,” described in tn. part of the report
has included wany of the best features of the participating states’
models. However, the “syncretic model” is not intended to be the
ideal solution for any one state to the problem of developing a
comprehensive, statewide planning capability. Rather, a state con-
cerned about developing an educational planning capability is
advised to study the problem carefully using steps such as those
described in this chapter as a guide. The suggested elements of a
planning mechanism then become possible means for a solution.
Other alternatives must also be considered and evaluated in terms
of feasibility within the resources available, the social-political
environmental context, and the objectives for the planning function.

Planning for change requires the systematic application of the
collective intelligence of those concerned with and influenced by
the change process. To be effective, a means (structural as well as
process ) must be established that facilitates the systematic applica-
tion of intelligence to the resolution of educational problems in a
truly comprehensive apy. >ach.
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GLOSSARY OF EDUCATIONAL PLANNING TERMS!

BEHAVIORAL
OBJECTIVE

BenEeFIT-COST
ANALYSIS

BeneFIT-CoOST
RaTtio

BRAINSTORMING

BubpcETING

A goal described in performance terms.
The performance, the performer, and/or
the terminal behavior can be observed,;
thus, the achievement of the behavioral
objective can be measured. Behavioral
objectives are specific and unambiguous
so that everyone- involved interprets
them essentially the same.

A quantitative method designed to as-
sist decision-makers to make the most
efficient trade-offs between financial re-
sources and competing programs. The
total cost of each program, both direct
and indirect, is estimated and the pro-
grams may be cvaluated in terms o’ the
advantages, outputs, or results (bene-
fits), both short-run and long-run, which
each is estimated to have. These esti-
mates are expressed quantitatively.
{Since both, program costs and their
benefits have specific values, several
alternative cours’s of action may be
systematically compared and evaluated.
(SBC)

An cconomic indicator of efficiency,
computed by dividing benefits by costs.
Usually, both the annualized benefit
stream and the cost stream are dis-
counted so that the ratio reflects cffi-
ciency in terms of the present value of
future benefits and costs. (USG)

A form ot group dynamics designed to
encourage creative and imaginative
thinking about the future via an unin-
hibited exchange of ideas. (SDC)

Budgeting is the process of translating
plamning and programming decisions

into specific_projected_financial_plans_for.
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relatively short periods of time. Budgets
are short-range segments of action pro-
grams adopted which set out planned
accomplishments and estimate the re-
sources to be applied for the budget
periods in order to attain those accom-

plishments. (USG)

A svstem which readjusts itself continu-
ously by means of its inherent capacity
to detect directional differences. It is
self-regulating or feedback regulating,
Evaluative feedback on the performance
of the system is used, for example. to
modify the system. (Smith)

Plamning which involves:

1. Consideration of all relevant factors

2. Participation of all agencies and per-
sons who should contribute to the
development of a given plan

3. Intensity and sophistication of plan-
ning

4. Longrange planning (Iowa)
Broader coverage — not simply piece-
meal planning), but comprehensive co-
ordination of the whole educational en-
terprise — including non-formal educa-
tion — so that its various levels and parts
will grow in balance, thereby avoiding
serious wastes and maximizing educa-
tion’s contribution to national develop-
ment. (IIEP)

Hurdles (real-woid boundaries) that
already exist (are already established).
which may jeopardize in whole or in
part the successful accomplishment of
the mission or its specified performance
requirements. (PEP)

Abstracting from content — speeches,
novels, art forms, etc. — generalizations

_-or-trends-pertaining. to-a. wide.range .of.
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phenomena such as public attitudes,
values, political ideology,national style,

etc. (SDC)
Milieu; environment. (Webster)

An analytical approach to solving prob-
lems of choice which requires the de-
finition of objective and identification
of the alternative that yields the great-
est benefits for any given cost, or what
amounts to the same thing, that yields a
required or chosen amount of henefits
for the least cost. The term usually ap-
plies to situations in which the alterna-
tive outputs can be quantified in dollars.
A chiet characteristics of cost-benefit
analysis is that its aim is to calculate
the present value of benefits and costs,
utipoct to specified constraints. See also
v LZectiveness analysis. (USG)

A graphical representation of the rela-
tionship of cost to another variable, suck
as output. It is conventional to con-
struct these curves withvcosts along the
vertical axis and the reluied variable
along the horizontal axis. (USG)

An analytical approach to solving prob-
lems of choice which requires the de-
finition of sbjectives, identification of
alternative ways of achieving the objec-
tive, and identification of the _lternative
that yields the greatest effectiveness for
any given cost, or what amounts to the
same thing, that yields a required or
chosen degree of effectiveness for the
least cost. The term is usually used 'n
situations in which the aliermative out-
puts cannot easily be quantified in dol-
lars. See also: Cost-henefit analysis.

_(UsG)

o

o Yo
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Premises on which priorities are estab-
lished among alternatives in order to
measure relative degree of desirability.
(USG)

» ™ERT., and other network-based

sment systems, that sequence of

ats and activities that has the great-

est negative or least positive slack, or

the longest path through the network.
(Cook)

Self-regulation of activity through a sen-
sory-feedback organization of T)e]mvior
in relation to both intrinsic and extrinsic
variables. (Smith)

A method of allocating resources, deter-
mining priorities, or selecting goals by
graphically displaying the relationships
of multiple interdependent variables in
two or three dimensions. For example,
one dimension of a decision matrix in
education might be available funds while
the other dimension might be faculty
and administrators’ salaries, mainten-
ance costs, library costs, ete. (SDC)

A variable over which one can exert
some control, whose value one can
choose as a result of a decision. The de-
cision variable might be the amount of
food one must eat to satisfy hunger. If
the relationship between the values of
the decision variable and the level of
goal attainment can be defined, one can
then find t.. -alue of the decision vari-
able that maximizes the attainment of
the goal. (USG)

A procedure for systematically soliciting
and collating the opinions of experts on
the future of a preselected subject by se-
quential individual interrogations, usual-

_ly by questionnaires. An effortis made to__
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Utah

achieve consensus of convergency of
opinion by the feedback of results to the
participants. (SDC)

A deterministic model is 2 mathematical
abstraction of real world phenomena. It
is a set of relationships among quantita-
tive clements of the following tvpes:
parameters, variable inputs. and variable
outputs. The development of computer
technology has made possible the imple-
mentation of models which are too com-
plex for non-computerized solutions.

(SDC)

The processes bv which an innovation is
adopted and placed in operation.

The distribution of information, osten-
sibly about a prog-am, projuct, or ac-
tivity worthy of emulation.

See Educational Plamning Specialist

A person skilled in the application of
planning technology to the solution of
educational problems, and whose job
assignment is concerned wholly or in
large part with educational planning.
(ITIEP)

The performance or output received
from an approzch or a program. (deally,
it is a quantitative measure which can be
used to evaluate the level of performance
in. relation to some standard, set of cri-
teria, or end objective. (USG)

Activitics undertaken in an attempt to
determine the value and/or success of a
program, project, teclmique, ete.

The opinions of qualified specialists
about the future of the phenomena with-
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in the field in which thev have renown or
the recognition of their peers. (SDC)

In planning. feedback is the cvaluative
information which describes the func-
tioning of a system and when there are
malunctions, is used as a basis for re-
vision or modification of the system.

A pictorial description of a plan show-
ing the interrclationships of all required
events. (Cook)

The process used to determine what
functions or jobs must be done to ac-
complish the mission objectives, i.c., de-
riving all the WIIATS that have to be
done to assure with predictability the
successful achievement of the program
objective. (PEP)

In the context of the svstem approach,
those things (actions) which must be
done to accomplish the overall job are
referred to as functions. ( PEP)

N -0 be confused with game theory,

+ - es a simulated operational pres-
en. or future environment structured so
as to make possible multiple simultane-
ous interactions among competing or co-
operating players. Games may be en-
tirely manual in nature, or a computer
may be used in some tvpes of games to
provide simulated inputs to the players
and to record and analyze their perform-

ances. (SDC)

Relating to or characteristic of a whole
group or class: general (Webster). A
generie problem-solving model is one
which ostensibly may be applied to the
process of secking a solution for all prob-
Tems of the kind for which the model is
designed.. . _ . __
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Utah

Inferring the similarity between attri-
butes or processes of two.or: .more dif-
erent Listorical developments, social con-
ditions, or societies on the basis of other
presumed similarities. (SDC)

Formulations of the independent recur-
rence of similar sequential social, cco-
nomic, and cultural processes and con-
ditions in different societics or nations;
or the treatment of sociocultural phe-
nomena, in general, in terms-of logico-
historical sequential phases or stages of
development. (SDC)

To carry outr fulfill; esp. to give practi-
cal effect to and ensure of 'lctual fulfill-
ment by concrete measures. (Webster)

Individualized instruction consists of
planning and conducting with each stu-
dent a program of studies that is tailored
to his learning needs and his character-
istics as a learner. (Gl-1 Heathers, in
Catalyst)

Educational innovation is a new or dif-
ferent concept, methodology, organiza-
tion, or program that is systematlc'xllv
introduced into the’ classroom, school
system and/or the state. (Catalyst)

Models of an economy which is disag-
gregated into scctors and in which ex-
plicit account is taken of sales and pur-
chases between sectors. One set of para-
ineters which is common to all such
models are technical coefficients; the
technical coefficients of an industry are
the number of units of input of each in-
dustry which are required in order to
roduce one unit of output of the giv
industry. (SDC)

A surface forming a coramon boundary

of two bodies, _spaces, or phases (Web-

e ¥
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ster) In the svstem approach, the term
applies to the specific relationship and/
or interaction between elements or com-
ponents of the system.

>

A time intervening. (Webster)

A behavioral objective that constitutes
one step or phase in the achievement of
a given terminal performance objective.

A process for calculating a desired re-

sult by means of a repeating cvcle of

operations, which co:1es closer and clos- .

er to the desired vesult. (USG)

The process of checking for internal con-
sistency. (PEP)

Novels or other forms of literature which
imagizmti\'ely cr creatively construct fu-
ture social systems or conditions. (SDC)

Planning which looks beyond the im-
mediate problems of the next year or
two. The specific length of time con-
sidered is an arbitrary matter; various
writers have stipulated such periods as
five, ten, or twenty years.

A design for implementing the opera-
tions model. It includes 1) administra-
tion requirements: allocation of areas of
respersibility for function, 2) tasks: flow
of operations (PERT) 3) costs, budgets,
and evaluation: sensing and adjustment
of system performance, planning on a
continuous basis, PPBS. (PEP)

The identification of all bossil)le methods
(strategies) and means (vehicles) for

implementing cach strategy, and- the

listing of the advantages and disadvant-

ages of each for achieving one or more

of the_specified performance require-
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ments identified in a svstem analvsis.

(PEP)

The job to be done. be it a product a
complctcd service. or a change in the
condition of somethine or somcl)od\
(PEP)

The first major function involved in the
analysis of a problem. Mission analvsis
includes 1) defining the overall mission
objective, 2) dctcrm)mng the mission
pcrfonn.mce requirements, 3) determin-
ing mission constraints, and 4) determin-

ing the mission proﬁ]c. (PEP)

A precise statement expressed in opera-
tional terms which identifies the overall
intent of a mission (or the job to be
done). PEP)

The major mutu ly exclusive functions
which must be performed to accomplish
a mission. These functions are arranged
in logical sequence and depicted in flow-
chart form. (PEP)

Sce “Mission Objective”

A generic pattern which may be applied
to a specific process or to a related set of
processes. (YOWA)

A schematic representation of the rela-
tionships that define a situation under
study. A model may be mathematical
equations, computer programs, or any
other type of representation, ranging
from verbal statements to physical ob-
jectives. Models permit the relatively
simple manipulation of variables to de-
termine how a process, objcct, »i concept
would behave in different situations. A

__decision nodel is a model which, in ef-
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fect, performs management’s planning
and control functions — to the extent
that management so delegates when the
model is constructed and implemented.

(USG)

A discrepancy or differential between
“what is” and “what should be” (i.c.,
“what is required,” or “what is desired”).
(PEP) In cducational planmi-  “need”
refers to problems rather than solutions,
to the student “product” rather than the
resources for achieving that product. to
the ends of educe -on rather than to the

means for attaining those ends. N =

(0-E) > 0

A flow diagram consisting of the activi-
ties and events which must be accom-
plished to reach the program objectives,
showing their planned sequeaces of ac-
complishment, intcrdependencies, and
interrelationships. (PERT Guide)

Goals, or results that the decision-maker
wants, or should want, to attain. Hence.
the end product or output of a program.

(*JSG)

The exercising of operators of a svstem
in their actual cnvironment by the use of
selected simulated inputs to provide edu-
cation and training to the system’s oper-
ators and/or to facilitate.-analysis and
understanding of the system’s operations
for evolutionary design and devclop-
ment. The inputs may represent the
worid of the future. (SDC)

A design for producing the system pro-
ducts. It includes procedures. tasks, jobs,
designs, cquipment, method-means, and
performance criteria. (PEP)

The use of analytic methods adopted
_from mathematics.and. other disciplines.
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for solving operational problems. Among
the comr: m techniques used in operat-
ions rescarch are: linear programming.
probability theory, information theorv,
Monte Carlo methiods and queuing tech-
niques. (USG)

A value which is held constant during
scme calculation. The parameters of a
system or model are characteristic, some
of which may be assigned selected values
while examining the effects of variation
in other characteristics of the ystem.

(USG)

A budget based upon functions, activi-
ties, and projects, whose principal ana-
Iytical orientaiion is the measurement of
efficiency of operating units. For ex-
ample, such a budget in an agency
might require computation of the cost
per unit of maii processed for one branch
of the agency and the cost per loan ap-
plication processed in another branch.
See also: Program budget. (USG)

See “Performance Requirements”

The exact criteria by which success (or
failure) of a task or mission is meas-
ured. They may include such things as
how the product is to perform, condi-
tions under which it is to perform, pro-
duct design requirements, and perform-
ance specifications. They tell us what the
product will look like and/or do. ( PEP)

See “Performance Requirements”

]

P.EK.T. (Program Evaluation and Re-
view Techmique) is a set of principles
methods, and techniques for effective

.plaming. +f .objective-oriented- work -
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thereby establishing a sound basis for
effective schcduhn" costing, controlling
and replanning in th(, man'wcm(,nt of
programs. It emplovs a plO(]ll(.t oriented
avork breakdown structure, a network
flow plan, elapsed time estimates and
identification of critical paths in the net-
works, a schedule, and an analysis of the
interrelated networks and other com-
ponents. (PERT Guide).

A system of philosophical concepts; a
theory underlying or regarding a sphere

“of activity or thou&ht the behefs con-

cepts, and.attitudes of an individual or
group (Webster).

A systematic and logical approach to
phnning for the future. There are two
najor -aspects to planned c]mn&e 1)
prediction, the accurate sensmg of
chan&,mg needs as reflected in societal
goals, and the determination of neces-
sary modifications in performance that
will successfully accomplish these rede-
fined goals, and )2 design, translating
the predicted changes into specific indi-
vidual behaviors relevant to successful
completion of the goals. (PEP)

1. A process of preparing information in
the form of a set of alternatives, and
the probable consequences of each
alternative, to aid in decision making,
(IGWA)

Developing  detailed  operational
guidelines for use in the implementa-
tion of a project or program.

o

The organizational, proeedural, techni-
logical, and support arrangements by
which an dgency has the capacity to
apply problem-solving processes to any

.problem-which-it-may-face.
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: PranNING An individual's skill in the utilization of
CoOMPETENCY modern plaming technologies.
P.P.B.S. P.P.B.S. (Provramming-Planning-Budg-
. - . eting System) “Systematizes the (1) ap-

praisal: and compar ison of various gov-
' . ernment activities in terms of their con-
tributions to objectives, (2) determines
how a given objective can be attained
with a minimum expenditure of re-
sources, (3) projects govermnent activi-
N : ties over an adequate time horizon, (4)
compares the relative contributions of
private and public activities to stated
objectives, and (5)-allows for continuous
revision of objectives, programms and
budgets in the light of experience and
changes in circumstances.” (Novick)

! PROBABILISTIC A probabilistic model is a mathematical
MobELs representation of the interactions among

a number of variables in which the value

of at least one variable is assigned by a

y random process. The numerical results
of repeated exercises of the model will

yield different numerical values. The

values of variables may be based on esti-

mates of future conditions. A computer

facilitates ruming innumerahle exercises

of the model. (SDC)’

ProBLEM The requirement for a strategy or means
to reduce or climinate a need. (PEP)

ProGrAM A major agency endeavor, mission ori-
ented, which fulfills statutory or execu-
tive requirements, and which is defined
in terms of the principal actions required

", to achieve a significant end objective.
(USG)
Q 5 I\
]:MC Procram CATEGORY A classification within a prograni struc-

ture which expresses the purpose ¢ of the
.. e -- - - =program._:({-USCG)- -
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A subdivision of a program category
which comprises the specific products

‘that contribute to an ugcncy’s objec-

tive(s). If an agency’s operating pro-
gram is distributed over several pro-
gram categories each part of the operat-
ing program identificd by a discrete pro-
gram category is a program clement.

(USG)

The imaginative construction into the
future of a logical sequence of events
based upon cwrrent conditions. (SDC)

A procedure by which different judg-
ments are ‘made about the value of a
parameter and then an analysis is run
with each of the different values to sec
~at different effects result.. The tech-

,ue may be employed when the data
base is non-existent or of such poor qual-
ity that other analytical methods cannct

be employed reliably. (USG)

*

An  straction or simplification of a rral
world situation. Hence, in its broadest
sense any model is a simulation, since it
is designed to replicate some existential
condition(s). Simulations may take the
form of either deterministic models or
probabilistic models. (USG)

An cffort to conjecture about the future
of a nation, social system, or institution
by determimag the “sum” of a series of
independent factors, a, b, ¢, . . . » which
comprise it at time t, resulting in profile
A, and then r - gressing to series a’, Y, ¢,
... 0" at tune t, vesulting in profile B.
(SDC)

A careful p]an' or method. (Webster)

Any given part of a total system, which
could in its own context be considered a

system. of its. own..

'
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SYSTEM

SYSTEM ANALYSIS

SYSTEM ANALYST

SYSTEM APPROACH

SYSTEM SYNTHESIS

TArGET Group

Tasks

TAsSK ANALYSIS

TERMINAL

Utah

The sum fotal of parts working inde-
pendently and in interaction to achieve
previously specified o])]ectwcs (PEP)

The process of dctenmm.lg the parts of
a system and the way in which thev re-
late one to the other and with the total
system. It is used dunng the problem-
solving piocess for (1) identifying prob-
lems, and (2) analyzing a problem and
setting goals. (PEP)

A technologist skilled in the use of the
system approach to prob]em-soﬁriﬁg.

A technological method of problem solv-
ing, systematically utilizing formalized
principles of analysis and synthesis. A
system approach to education would at-
tempt to consider every element in any
environment related to a definitive prob-
lem.

The process of determining the most

effective | ~levant) and most effective
( practlcal) way to achieve a mission ob-
jective. (PEP)

A group within the genelal popu]ahon
toward which a program-is aimed or on
which it has a significant impact. (USG)

Elemeuis of a function which, when per-
formed by people and things in proper
sequential order, will or should resolve

" the parent function. Tasks may be per-

formed by people, equipment, or people/
equipment combinations. (PEP)

The process of identifying the units of
performance to be accomplished in order
that the function from which they are
derived may be accomplished. (PEP)

A part that forms the end: extremlty,
#ormination. EWaeheator): -- -
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TerMizaL PErrorMance A behavioral objective applicable to the

Opjec1ive (TPO)

TiME-SERIES
ExTRAPOLATION

VALUE
VARIABLE

CSS.0.

ZSEA

EP.D.A.

HEW.

N.D.EA.

S.D.E.

SEA

US.O.E.

end product. In one context, terminal
performance objectives may applv to the
student product as he completes grade
teietee; in another, thev may apply to

2 student at the end of a course; and
$O on.

The extension of a series of measure-
ments of a quantity over a period of time
from the nast into the future. (SDC)

Relative wo.  utility, or importance.
( Webster)

A quantity that may increase or decrease
without other essential changes. (USG)

Chief State School Officers, ie., State
Superintendent of Public Instruction,
State Commissioner of Education, cte.

The Elementary and Secondary Educa-
tion Act (Public Law 89-10) of 1965,
amended since by other federal legis-
lation.

The E¢:..cation Professions Development
Act (Public Law 90-35) of 1968.

Department of Health, Education and
Welfare in the exec live branch of the
United States government.

The National Defense Education Act
(Public Law 85-864) of 1958.

State Department of Education

State Edncation Agency

United States Office of::F_ducation, A,
Dept. of Health, Education and Welfare.

The, Vocational Education Act (Publie
Traw RR2010):10R%. -~ - - - -




Catalyst

Cook

LLE.P.

Towa

—~

Novick

P.E.P.

Pert Guide

S.D.C.

diomeitn:Lono=Ranoe=Fducationalz=Policu-

Utah
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INTRODUCTION

!

A

Every plan is a bridge with two foundations, one in the
present and the other in the future. The plan itself is a structure
designed to overcome the difficulties anticipated in moving from
the present to the future. Before this structure can be built the
foundations must be firmly established and there must be a clear
definition of where one is and where one wants to go. As in the
case of a physical bridge, these foundations must be firm enough
to support the structure and to anchor it sccurely. The case is
exactly the same in the preparation of any plan, including a plan
for comprehensive planning,

Our first task in the Comprehensive Planning Project was to
determine where we were. The second was to determine where
we wanted to go. The third was to construct a bridge. None of
these tasks were easy, but the first proved- to be at least possible.
The second we were able to do only in part. On the third we have
made a bare beginning; beyond that, we can say only that the
work will continue.

In the report which follows, “where we are” is the subject of
the first two chapters. The first describes the problem which
makes it necessary to do educational planning in Puerto Rico; the
problem of not enough resources to meet the most urgent needs *
for education. The second chapter describes how far educaticnal
planning has advanced, ie., where we are now and what we
were already doing when the Comprehensive Planning Project
began. -

The third and fourth chapters of the report describe where
we want to go. The third describes our general and long range
goals and the fourth tells what we see as the next necessary steps.
Some parts of the bridge begin to be described in this fourth chap-
ter, but only individual sections, not the bridge as whole. In the
final chapter we describe how we plan to organize for comprehen-
sive planning. We describe an organization that may eventually
build a comprehensive planning bridge.
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INTRODUCTION
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Every plan is a bridge with two foundations, one in the
present and the other in the future. The plan itself is a structure
designed to overcome the difficulties anticipated in moving from
the present to the future. Before this structure can be built the
foundations must be firmly established and there must be a clear
definition. of where one is and where one wants to go. As in the
case of a physical bridge, these foundations must be firm enough
to support the structure and to anchor it securely. The case is
exactly the same in the preparation of any plan, including a plan
for comprehensive planniug.

Our first task in the Comprehensive Planning Project was to
determine where we were. The second was to determine where
we wanted to go. The third was to construct a bridge. None of
these tasks were easy, but the first proved to be at least possible.
The second we were able to do only in part. On the third we have
made a bare beginning; beyond that, we can say only that the
work will continue.

In the report which follows, “where we are” is the subject of
the first two chapters. The first describes the problem which
makes it necessary to do educational planning in Puerto Rico; the

problem of not enough resources to meet the most urgent nceds '
for education. The second chapter describes how far educuticnal
planning has advanced, ie., where we are now and what we

were already doing when the Comprehensive Planning Project

began.

The third and fourth chapters of the report describe where
we want to go. The third describes our general and long range
goals and the fourth tells what we see as the next necessary steps.
Some parts of the bridge begin to be described in this fourth chap-
ter, but only individual sections, not the bridge as whole. In the
final chapter we describe how we plan to organize for comprehen-
sive planning. We describe an organization that may eventually
build a comprehensive planning bridge.
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CHAPTER 1

The Problem: Puerto Rico’s Educational
Delemma and the Need for Planning

Evererr W. REIMER®

GENERAL BACKGROUND

Committed to satisfying a popular demand for education,
both as an objective of social justice and as a means to furthering
economic <ievelopment, Puerto Rico, has assigned over thirty
percent of its public resources to its school system for nearly thirty
years. Even before 1940 expenditures on schooling represented
the largest single items in the insular government’s budget.

After 1940, this high rate of public investment in education
was maintained in the belief that it would provides greater returns
in social and economic growth than would various altemative
investments.

During the 1940-1950 decade, efforts were made to provide
schooling to the greatest possible proportion of the school age
population. This pre-occupation produced rapid and sulistantial
increases in the enrollment of Puerto Rican public schools. Tables
T'and IT illustrate aspects of this growth.

TABLE 1

PERCENT OF THE SCHOOL-AGE POPULATION ATTENDING SCHOOL,
Puerto Rico 1939/40 - 1965/66

Age Bracket 1939/40 1950/51 1960/61 1965/66
6-12 64.3 73.3 89.2 96.6

13-15 44.9 66.3 81.2 81.8

16-18 13.2 32.4 43.2 44.1
6-18 49.3 64.4 78.6 81.6

® As indicated on the title page, this report has three co-authors:

Reimer in his capacity as Project Coordinator conceived the general out-
lines and content of the report, and was principal anthor of chapters 3 and
5. Lauria wrote chapters 1 and 2 and Santiago wrote chapter 4, in addition
to his duties as Project Director, which involved setting the bases for many
o}f] the temporary or transitory planning instrumentalities described in the
chapter.

Miss Aida Spanoz-Maldonado prepared mcst of the tables which appear
in the text. The participation of Mrs. Aurora R. Canales, as Executive Sce-
retary to the Coordinator, and Miss Luz M. Texidor, as Project Administrative
Assistant should also be acknowledged. Miss Wilma Rivera and Mrs. Teresa
Camara valiently typed and re-typed drafts of the report too numecous
to mention.
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TABLE II

ENROLLMENT IN THE PUERTO Rican PusLic ScHOOLs,
By LEVEL, SELECTED, YEARS, 1939/40 — 1966/67

Grades 1939/40 1950/51 1955/56
1- 6 oo 240,023 340,047 409,301
7o Qe 35,386 68,418 " 92,760
10-12 ......... 10,658 31,209 43,184
Total ..... 286,067 430,687 545,195 '
Grades 1960/61 1965/66 19686/67
I- 6. 361,923 413,138 492,482
Te Q. 125,412 131,083 134,295
1012 ......... 60,661 86,647 89,343
Total ...... 577,996 630,868 646,120

Accompanying this rapid increase in enrollment ratios —
especially during the 1940-1960 period — were corresponding
strains on the quality of educational services, very heavy increases
in pupil/teacher and pupil/classroom ratios, and even a period
of decline in cumulative retention rates. The level of training,
experience, and duration of employment of publie school teachers
decreased. At the same time, the use of double and interlocking

* sessions,! a tactic which had been used since early in the century
to deal with the pressure of studen’s on teachers and classrooms,
continued. ‘

An additional factor coniributing to the quantitative pressures
on the schools was the growth of the sc(:})ool-age population.
Puerto Rico had experienced high rates of population increase
since 1900. The 1950-196( period showed much lower rates of
overall increasé, but; after) 1960, the rate of population growth
showed a tendency to again increase. The school system thus has
had to find resources to both expand the range of educational
services, and to meet population expansion.

1 “Regular sessions” is defined at a Jevel of 6 hours of daily instruetion, In “double
sessions,” originally one teacher provided 3 hours of daily instruction to two
groups of students in one or more grades, onc group during the morning and
another in the afternoon, using the same classroom. In an inereasing number
of cases, 4 hours of instruction are provided to some groups. Title I ESEA
funds are used to Yrovidc specialist teachers, principally in English, who offer
the fourth hour. This also represents a considerable increase in the quality of
the teaching available to students enrolled in this type of organization. In
“interlocking sessions,” two teachers offer, 5 hours dnify instrnetion to each of
two groups, one group in the morning and the sccond in the afternoon.
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Until recently, major emphasis was placed on resolving this
quantitative dilemma. Resources were -devoted, simultancously.
to the maximum expansion of the number of pupils, and to an at-
tempt to reduce teacher/pupil and pupil/facility ratios to figures
traditionally accepted as representing proper standards of service.”
Tables HI and IV indicate the progress of these efforts in terms
of the proportions enrolled in regular, interlocking, and double
sessions, and the corresponding teacher student ratios obtaining
for various school levels.

Until 1963, priority in the reduction: of double sessions was
given to the urban arcas and, generally, to schools serving sectors
of the population already favored by higher family incomes and

Jevels of living. At present, double sessions are basically a feature

of the rural and agricultural areas (especially those portions of the
rural area otherwise characterized by low levels of living) and
of the urban slums. Howcer, there is also appreciable pressure on
facilities in the rapidly growing suburban zones of the capital
city — schools which serve middle-income families, and, with the
dispersion of public housing, an increasing number of lower-
income households.

It should be emphasized that double sessions represent an
attempt to extend schooling, no matter how meager, to the largest
possible number of students. In many isolated rural neighbor-
hoods, where the total enrollment was very low, double sessions
were used to extend some modicum of educational services to
such areas. At present, busing is being used in rome communities
to resolve this type of problem.

A massive effort to expand enrollment and enrollment ratios
permitted the achievement of near-universal enrollment of all cle-
mentary school-age children by 1954. There were also correspond-
ing escalations in secondary enrollment ratios. Yet, despite these
efforts it became increasingly apparent that these developments
were not accompanied by commensurate increases in educational
output, either qualitatively or quantitatively. Studies and fore-
casts of manpower showed that the quantitative expansion of cdu-
cational facilities and the number of graduates would be in-
sufficient to meet -the needs of the Puerto Rican economy.

————— g

2 Recent policy has been to experiment with a wider varicty of solutions to the
cducational dilemma, recognizing that previously accepted indices of service
do not necessarily mateh the most rewarding and cffective educational stra-
tegics and tactics.

Just how traditional and hoary some of these standards of service are is
illustrated by the aged formula of “one teacher for every thirty children.”
This figure was originally based upon the classroom configuration imposed by
Sumerian engineering six thousand years ago, in which rooms built with the
type of brick then in nse eould accomodate 30 young students and no more.
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6 Puerto Rico

Retention rates remained too low to meet either the: estimated
manpower requirements for an educated labor force or the goal
of universal secondary education. (Tables V-1, V-2 and V-3 il-
lustrate changes in cumulative retention rates during the period
in question.) Inputs to education were substantially increased

TABLE V-1

CumuLATIVE Rerention Rates, 1st- 612 GRADES, ScrOOL
Years 1943/44 - 1955/56, PusLic Day ScrooLs

First Grade Enrollment Sixth Grade Enrollment Five Years Later

School Number of School Number of %E(:lt;tl)fltnﬁ;:tde

Year pupils? Year pupils ] Five years earlier
1943/44 63,717 1948/49 28,205 44.26
1944/45 71,880 1949/50 32,096 44.65
1945/46 73,509 1950/51 35,480 48.26
1946/47 74,044 1951/52 38,128 5149
1947/48 74,441 1952/53 39,481 53.03
1948/49 73257 1953/54 41,827 57.09
1949/50 75,163 1954/55 45,469 60.49
1950/51 81,195 1955/56 50,051 61.64
1951/52 74,779 1956/57 49,542 66.25
1952/53 81,095 1957/58 54,879 67.67
1953/54 87,052 1958/59 59,148 67.94
1954/55 78,372 1959/60 56,404 71.96
1955/56 175,712 1960/61 53,892 71.18
1956/57 74,035 1961/62 53,817 72.69
1957/58 173,676 1962/63 52,480 71.23
1958/59 71,522 1963/64 50,543 70.66
1959/60 76,778 - 1964/65 53,151 69.22
1960/61 78,636 1965/66 55,644 70.76
1961/62 80,805 1966/67  58,059° 71.85

Source: Enrollment figures: Statistics Division, Officc of Planning and Educa-
tional Development.

1 Enrollinent in Sixth month of School year (January).
2 Enrdllment in final month of School year (May).
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TABLE V-2 >

CumurATIvE ReTENTION RATES, 7TH - 12TH GRADES, ScHOOL
Years 1943/44 - 1965/66

Seventh Grade Enrollment Twelfth Grade Enrollment Five Years Later
School Number of School Number of %ngir'(l)tl?m(i;atde
Year pupils Year pupils? Five years earlier
1043/44 18752 1048/49 7,108 37.90
1944/45 21,378 1949/50 8,123 37.99
1945/46 21,555 1950/51 8,048 37.33 .
1946/47 21,580 1951/52 8,119 37.60 '
1047/48 22,831 1952/53 8,127 3559
1048/49 23,197 1953/54 8,442  36.39
1949/50 24,479 1954/55 8,985 36.70
1950/51 28,530 1955/56 10,277 36.02
1951/52 29,931 1956/57 10,967 36.64
: 1952/53 32,523 1957/58 11,542 35.48
1953/54  $3;851 1958/59 13,425 39.65
g’ 1954/55 36,330 1959/60 13,891 38.93
: 1955/56 38,838 1960/61 14,790 38.08
| 1956/57 42,628 1961/62 16,337 38.32
i 1957/58 43914 1962/63 17,407 39.63
'ﬁ 1958/59 48,142 1963/64 19,415 40.32 {
1959/60 52,008 1964/65 22,146 4258
: 1960/61 50,285 1965/66 22,516 44.77
5 1961/62 49,821 1966/67 23,187 46.54

Sourde: Enrollment figures: Statistics Division, Office of Planning and Educa-
tional Development.

1 Enrollment in Sixth month of School year (January).

o v A o~ o "

2 Enrollment in final month of School year (May).

D S o _- e, L .o e oo - e .
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TABLE V-3

CumuLAaTIVE RETENTION RATES, lsT- 12TH CRADES_.- ScHooL
Years 1943/44 - 1966/67 PusLic Day ScooLrs

First Grade Enrollment Twelfth Grade Enrollment Eleven Years Later
% of 1st Grade

School Number of School Number of Enrollment

Year pupils Year pupils? Eleven years earlier
1943/44 63,717 1954/55 8,985 14.10
1944/45 71,880 1955/56 10,277 14.29
1945/46 73,509 1956/57 10,967 1491
1946/47 74,044 1957/58 11,542 15.58
1947/48 74,441 1958/59 13,425 18.03
1948/49 73,257 1959/60 13,891 18.96
1949/50 75,163 1960/61 14,790 19.67
1950/51 81,195 1961/62 16,337 20.12
1951/52 74,779 1962/63 17,407 23.27
1952/53 81,095 1963/64 19415 23.94
1953/54 87,052 1964/65 22,146 25.43
1954/55 78,372 1965/66 22,516 29.73
1955/56 75,712 1966/67 23,187 30.62

Source: Enrollment figures: Statisties Division, Office of Planning and Educa-
tional Developmcnt

1 Enrollment in Sixth month of School year (January).

2 Enrollinent in final month of School year (May).

after 1957, when the disparity between educational output and
estimated manpower requirements was demonstrated, and were
even further increased after 1960. However, retention rates did
not respond to these additional resource allocations; ‘after 1960,
rapidly increasing units costs for teacher and classrooms limited

the effect of budget increases.

DYNAMICS OF THE PROBLEM

At this point, around 1960, the following conditions and
contradictions dominated the development of Puerto Rican public
education.

Enrollment of Underprivileged Children

As in other developing societies, ihe expansion of enrollment
meant that children from underprivileged social classes, previously
marginal to the schools, were being incorporated into them. The
schools were not adapted to these children, nor were these children
adapted to schooling® This factor alone would tend to cause an

3 This is not to imply that the cducational cfficiency and cffectivenes< of the school
system, when it catered only to the more privileged segments of the society,
was what it should be.
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increase in dropouts and a decline in retention rates. Declining
retention rates would appear first in elementary schools and then
in secondary schools, being more elastic in the former.

The clieiitele of the public schools was increasingly derived
from the less privileged segments of society because of two factors:
the expansion of enrollment and’ services, and the tendency for
the more prmleged families to send their children to private
schools. The public school system was ill-prepared to properly
communicate with its new clients, the children of the poor; the
pupils in turn, were ill- equxpped to deal with schocling to their
best advantage.

Concurrently, the proportion of children from more privi-
leged homes attending private schools increased both absolutely
and relatively. This trend continued throughout. the entire
decade of the 1950%s, leveling off at about 11% of total private
and public school enrollment arcund 1963. There were several
causes for this tendency. One the one hand, there was the desire
of both the existing and the newly developing middle income
groups to consolidate their position and to use private education
for prestige purposes. There was also a reaction to the real de-
crease in the quality of the public schools.

TABLE VI

INDEX oF INCREASE IN ENROLLMENT IN THE PusLic Schoous,
Recurar Procram 1956/57 - 1965/66

1956/57 = 100

Total Elementary Intermediate High
Year (1-12) (1-6) (7-9) (10-12)

1956/57 .............. 100 100 100 100
1957/58 .............. 100.9 1004 106.0 106.4
1958/59 .............. 102.8 98.5 1134 1177
1955/80. ............ .. 103.5 96.8 120.7 126.0
1960/61 ............. 104.3 96.1 125.3 i32.3
1961/62 .............. 106.4 96.7 128.8 - 1448
1962/63 .............. 107.9 96.9 128.8 160.2
1963/64 .............. 109.7 98.0 128.5 173.2
1964/65 ....coencecee . 1119 99.8 1287 183.2

1965/66 .............. 113.9 101.3 131.0 188.9
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TABLE VII

INcrEASE IN Per Carita Costs, PusLic Day Scroots,
1956/57 To 1965/66 1

Index of Increase

Year Per Capita Costs ($) in Per Capita Costs
1956-57 = 100
1956/57 ............. tereeeeeans S $ 89.37 100
1957/58 ceeer e, .. 9578 107.1
1958/59 ... evemennneas 103.00 115.2
1959/60 ...........co........... e 107.34 120.1
1960/61 ... S 125.59 140.5
1961/62 ................... S ~.. 139.08 155.6
1962/63 .................... ranareean 152.11 170.2
1963/64 ..................... ereerenenenn 165.07 184.7
1964/65 ..o 181.08 202:5
1965/66 ... 200.92 224 8-
1 Cost per capita based on total enrollment; costs of physical facilities not included.
TABLE VIiI

TeacHING PosiTioNs FILLED BY ProvVISIONAL
TeacHERs 1953/54 - 1967/68 Pusric Day SCHOOLS

Provisional
- Total Number Total Number Teachers
: School Year Provisions! Teachers  Teachers as % of Total
g 1958/54 ..o, 1,554 9,643 16.1
i 1954/55 ..o e 2,082 10,178 20.5
1955/56 ...coeveeeeann. 2,790 10,779 259

1956/57 oo 3153 11,302 27.9
1957/58 ......... s 2,940 11,881 24.8
1958/59 ..o 3,749 14,142 . 26.5
1959/60 ...coeoeereerrenneeee. (no data available)

1960/61 ......... S (no data available)

1961/62 ... SO 2,793 14,771 18.9
1962/63 ..o 2,370 15,403 154
1963/64 ...................... 2,429 15,957 152
1964/65 ... 2,301 16,700 13.8
1965/66 ......... raeeeseesees 2,273 17,431 13.0
1966/67 ................... e 2,494 18,672 13.4
1967/68 ................... e 2,563 19,318 133

g
;
!
H
4
{
{
i
{
i
i
{ Note: Coneentrations of Provisional Teachers are higher in the Rural Elementary
Schools; concentrations after the mid-1950’s are highest in the intermediate
and high schools, running above the system average.
Source: Data for 1953/54-1957/58, inclusive: Hayword, B, Toward Comprehensive
Educational Planning in Puerto Rico, Tabie 2 (Department of Edueation, Hato
§ Rey. 1958), data_for 1961/62 et seq: Preliminary Report on Enrollment by
: Grade, Level and Zone, Classroom teachers by Level and type of Certificate,
3 First School Month for corresponding years eompiled by Division of Statisties,
§ O.P.E. D
2
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Teaching had been predicated upon a set of communication
patterns operating between children from the privileged class and
teachers from similar classes. At the same time, many features
of the school systen - including the pre-1948 requirement to
teach in English rather than in the Spanish vernacular, made it
extremely difficult or even impossible for children from lower
class backgrounds to survive in school. Thus, the educability of
the newly incorporated segments was relatively low, given the
nature of the school system and the teaching to which they
were being exposed. This situation was further aggravated by
several other tendencies characteristic of the period.

Double Sessions

The continued use of double sessions as a means to ac-
comodate the increase in enrollments meant that a child who com-
pleted elementary school in double sessions received only half
the instructional time of a child who graduated after six years
of afull program. The child completing sixth grade in a double
session school had received instructional hours equivalent to those
received by a child completing third grade in the single session
sciol.

The problem was made much worse by the tendency for
double sessions to be concentrated in “culturally deprived” com-
munities. Thus, those children who required more time to meet
minimum performance standards were given the least amount of
time and other resources for their elementary schooling.

Teacher Shortages

There was, for a time, an over-all decrease in the quality of
the teaching staff and of the curriculum. Tables VIII and IX,
showing the increase in the proportion of provisional teachers
(those officially defined as incompletely prepared) and the
unsatisfactory levels of teacher turnover, illustrate several di-
mensions of the problem. The demand for more teachers led
to a decrease in levels of training and preparation of those enter-
ing the profession. The salary schedule remained low in an era
when the demand for educated manpower guaranteed Ligher pay-
ing jobs; at the same time, middle class income expectations in-
creased, and the use of the teaching profession as a temporary
stepping stone to other employment continued. None of these
factors encouraged teache: retention.
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Increasing Educational Costs

There was, however, a steady increase in educational costs
occasioned by these development.’ In the first place, it cost
more to teach the clientele of the public schools, whose students
were coming increasingly from homes in which the parents were
themselves uneducated.” Furthermore, the expansion of educa-
tional services to groups with successively lower levels of living
required that some of the resources of the public schools be used
to offer ancillary services to these groups, in the form of school
lunch programs, distribution of shoes to the needy, transportation,
and scholarship aid.

PROGRAM SOLUTIONS TO THE PROBLEM

Beginning in 1960, a number of new programmatic solutions
to these problems were initiated, in an attempt to reverse -the
trend of diminishing returns resulting from previous strategies
which simply multiplied the number of teachers, classrooms, and
textbooks. These new efforts were intended to increase the depth
and improve the quality of the curriculum, improve the training
of teachers, and widen the base of teacher recruitment via pre-
service and inservice training programs. Among the most im-
portant of these are:

The “Exemplary School”

Beginning with the secondary schools, a series of integrated
objectives and guidelines were established-to undergird a program
which would serve as an example and a challenge to improve the
quality of education. All aspects of education are involved, in-
quality of education. All aspects of education are involved: cur-
riculum content — with special emphasis on other than traditional
subject-matter; staff training and motivation; school-community
interaction and cooperation; local initiative and emulation; and
the use of new technologies and teaching resources. This program
acted as a device for the diffusion of a minimum level of acceptable
service throughout a mass cducational system.

Special High School. Program

The Special High School Program was designed for incor-
porating new standards of academic performance and content, and
stimulating creative and critical thinking in the secondary school

4 Compare Tables VI and VII showing indices of the increase in- enrollment and
'r capital costs in the publie sehools from 1956/57 to 1965/66.
5 Failure and grade repetition rates inereased to the point where over half the chil-
dren required seven years to complete elementary school.
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curriculum. This curriculum permitted able students to accelerate
their progress, doing four years work in three, and permitted
significant reductions in class hours per subject, allowing both
teachers and students to devote more time to creative activities.
The program also broadened, decpenced, and individualized leamn-
ing by providing more study time and increased library and other
study facilities. It emphasized making basic materials, original
sources, and the like directly available to students. Finally, the
program emphasized a wide variety of techniques, including the
introduction of seminars and other special types of class organiza-
tion. This program was incorporated into the Ford Foundation
Sponsored Joint Project described below.

The Joint Project in Curriculum Improvement and Teacher
Education

The Joint Project in Curriculum Improvement and Teacher
Education, involving the Commonwealth Department of Educa-
tion and the School of Pedagogy of the University of Puerto Rico,
was partially financed by the Ford Foundation. In addition to
further development and testing of the special high school pro-
gram discussed above, this project involvedp a.new teacher training
program based on careful selection and a two year, half-time ap-
prenticeship which provided greater contact with teaching and
with public school sudents during the training cycle. The pro-
gram’s organization permitted:

—the recruitment of more able students into the pedagogical
curriculum by offering financial and other incentives.

—improved self-selection of the teaching profession via the
introduction of students to classroom teaching in the fifth
rather than the eighth semester of undergraduate work.

.—improved teacher training by offering four semester rather
than one, of practice teaching under master teachers, and by
integrating education courses more completely with practice
teaching,

The Joint Project has served as a model, both for the exten-
sion of the curiculum improvement to the entire system and for the
expansion of the pre-service teacher training internship program.
The expanded program began in Fiscal Year 1968 aided by funds
from Title I1I of ES.E.A°

¢ The Joint Project devoted considerable attention to adequate evaluatica of its
two sub-projects. Furthemore, the large number of Title 1 projee*~ also in-
volved the development of evaluation procedures and applications. Both
experiences have been significant in the ‘-evelopment of the Department’s
present program evaluation capability.
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Pre-School Education Programs (Kindergarten and Head Start)

There has been a gradual addition of kindergartens to public
primary schools, beginning in the urban areas, during the past
decade. Head Sart programs have been developed by several
agencics. The Department of Education provides Head Start
services during the summer months; the municipal government of
the city of San Juan. the largest urban arca; the Diocese of Ponce,
covering centers in several municipalitics; and the Evangelical
Church of Puerto Rico, which provides services to many parts of
the island.

ESEA Title I

Beginning in Fiscal Year 1966, the Department initiated a
wide variety of programs financed under Title I of the Elementary
and Secondary Education Act of 1963, to improve the quality of
educational services to disadvantaged children. All school dis-
tricts in Puerto Rico are defined as being eligible for Title I funds,
inasmuch as low levels of living characterize all geographic areas
of the island. The major program areas, each including a-number
of projects, are:

—massive lprograms of inservice teacher training. These
programs include training in technique and special training
in specific subject matters (English, language arts, sciences,
mathematics) and other means of improving teaching qualizv.

—the expansion and diversification of educational services:
curriculum enrichment, and regional curriculum development
laboratories, local centers for study and supervision for in-
service teachers; the pre-schocl programs; projects offering
cultural and recreational experier:ces, programs for the re-
tarded and the gifted child; programs for recovering high
school dropouts in late adolescence or early post-adolescence.

—quantitative improvements through an increase in teaching
hours. This involved transportation programs, classroom
construction, recruitment and payment of substitute teachers,
and the use of specialist teachers (specializing mostly in
English) to offer a fourth hour of instruction daily in schools
organized on double sessions.

—projects designed to providc general improvements in teach-
ing conditions, through the purchase of new materials and
equipment, innovations in teaching technology, classroom de-
sign and organization, etc.
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Post-Secondary Technical Education

Provision for post-secondary technical education, through
the creation of the Puerto Rico Institute of Teclwmology, offering
two year courses preparing technicians in critical fields.

EDUCATIONAL PLANNING AS A SOLUTION

The Need for Planning

In the quarter century between 1940 and 1965, the Puerto
Rican economy grew at a rate which has seldom been matched
anywhere in the world. Annual income was ten times greater at
the end of this period than at the beginning. Expenditures on
public education were twenty-five times greater. Obviously, such

increases in rates of expenditure cannot continue. However, it

seems equally unacceptable to continue to leave some children
without schools, to continue to provide only half-time sessions for
those most deprived educationally, to continue to pay teachers
less than what alternative employment pays, and to continue using
inadequate buildings and educational materials.

Educational planning in Puerto Rico has developed in re-
sponse to these realities. The history of present policies and pro-
grams has been a gradual proces: of development and institution-
alization of planning instrumentalities and of organizations with
planning responsibilities, within the context of an increasing com-
mitinent to medium and long-range planning, evaluation, and in-
novation.

Planning and planning-related activities were developed prior
to the installation of a formal division of planning in the Depart-
ment of Education. Many of the instrumentalities actually in use
were developed through the collaboration of the Department of
Education with the Plannning Board by the former Superior Coun-
cil on Education, and by the Committee on Human Resources.

The Committee on Human Resources

The Committce on Human Resources was an inter-agency
committee organized in 1953 to undertake manpower planning,
as a part of economic planning efforts that had begun half a decade
earlier. It was later to become the focus of the Commonwealth’s
initial attempt at systematic social planning. The Committee’s
principal published work in the area of educational planning
was Puerto Rico’s Manpower Needs and Supply, issued in 1957.
In the perspective of the current planning effort the report was
significant for several reasons:
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—it replaced impreeise and hazy notions of the relationship
between the output of the schools, on the one hand. and the
quality of manpower and cconomic progress. on the other.
with specific output targets and schedules of requirements.

—it established a major link between economice planning, and
educational planning.

~it led to the use of school client-population and retention rate
forecasts as standard instrumentalities, and stimulated a series
of improvements and refinements in the methodology of
such analysis.

—it stimulated- *a immediate attempt to raise retention rates.

—it pointed up the need to develop measures of the quality of
the cducational product.

—it stimulated the Department of Education to make its first
full stady of the possibility of instituting a planning unit in
the Department, and to begin to take stock of problems from
the point of view of quantitative plaming requirements.

The Office of Pedagogical Research of the Superior Council

on Education

During the period of its existence, 1942-1966, the Office of
Pedagogical Research performed a series of studies on educational
problems which- helped to orient educational policy and which
contributed to the development of several of the Commonwealth’s
educational planning instrumentalities, especially its evaluation
system. The work of the former research office included:*

—studies of the characteristics of the client population of the
schools and programs for adult education.

—direction of a large scale program for the elimination of
illiteracy

—studies in the language arts, with special emphasis on the
development of tests of reading proficiency and achievement

—studies related to the development and modification of
university entrance examinations, and student achievement
tests.

7The reorganization of the higher educational structure in 1966 converted the
Couneil into a body dealing exclusively with higher education in Puerto Rico.
The research office was transferred to the University of Puerto Rico. A use-
ful summary of the original officc’s work is contained in Dos decadas de
investigaciones Pedagogicas, (Publieaciones Pedagogicas, Ser. 2, Num 27}
Rio Piedras, 1965, published by the Council.
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—studies of the effects and potentialitics of radiv broadcasting.

—studies of human resources, devoted to the existing supply
of college educated manpower in the late 1950's; this work
was closely related to the manpower studies performed at the
same time by the Committee on Human Resources.

—projections of enrollment in public and private elementary,
secondary, and higher, educational institutions.

—2 massive study of the Educational System of Fuerto Rico.
commissioned by the Legislature in 1958, including an ex-
haustive inventory of problems, students, staff, curriculum
content, program services and the organization of public and
private education at all levels.

—ecnrollment  projections. A projection of enroilments was
included in the 1958 study of the ceducational system. In
1963/64, a series of enrollment projections were prepared in
conjunction with the Planning Board and .the Department of
Education; the former provided the official projections of
population which the enrollment forecasts used as a point of
departure, while the latter adopted the proj ;ctions as a plan-
ning basis.®

Current Perspectives

By the early 1960's, then, and before the establishment of the

Office of Planning and Educational Development in 1965, the
following aspects of educational planning had already been es-
sayed in Puerto Rico

e s s .

8The tables forceast grade by grade cnrollments, graduates, -dropouts and en-

rollment ratios at the pre-school, clementary, secondary and university levels
of the public and aceredited private school systems, For each of these para-
meters three projections were aceepted from among a larger number of cal-
culated altermatives. They were selected to represent minimum, eapecte
(official policy), and optimal levels of serviee :mdl output. ‘The method used:
the Planning Board’s Official population projection, issued in 1962, was the
point of departure. There were three sueh projections, whose major differences
resided in different assnmptions concerning emigration and jts cffect on
demographic size and composition, Beginning with an estimate of the popula-
tion of six year olds, an initial enrollment index was prepared on the hasis of
historieal trends, controlling for grade repetition (in the first grade only).
Retention rates were then applied to the estimate of first grade enrollment
in order to derive grade-by-grade enrollments and statements of the number
of graduates. Cummlative retention rates for elementary and  secondary
schools in five brackets were caleulated to cover the period 1965- 1980; from
these, specifie grade rates were cateulated whieh \\'oulld meet these estimates.
In each case, three projections were made. Calenlations of earollment ratios
— the proportion of the school-age population enrolled at each level = were
also prepared and projected as a check on the foreeasts based on retention
rates. Separale projections for university enrollments and pre-sehool enroll-
meats were also computed,
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—human zesource analysis, i.c., deterwining the need for, and
supply of, persons with various levels and tvpes of education
in the economy.

—forecasting of cnrollment, retention, graduation, and drop-
out rates, and similar projections.

—individuai evaluation by means of achievement tests; this
means was later adapted to program evaluation requirements.

—organization planning, leading to the establishment of junior
college and pre-school installations, and later to the develop-
ment of regional administrative offices and regional insitutions
for teacher training, curriculum development, ete.

—forecasting of teacher, and other resource availability trends.

—forecasting, planning, and scheduling of school construction.

This effloresence of various aspects of educational planning
grtivities in the Commonwealth had several sources. In part, it
reflecis organizational specialization in a very large, integrated,
schoolsystem.” Other aspects grew out of a basic interest in eco-
nomic planning, forecasting, and programming of public-sector
activititics common to all Puerto Rican Jovernraent agencies.
Present, also, has been a belief in planning as a desirable clement
of public administration.

However, the principal policy justification for planning today
is its absolute economic necessity. Withort successful educational
planning; Puerto Rico cannot organize and distribute its limited
educaticnal resources in a fashion which wilt meet its educational

goals.

Bricfly stated, the goals of our planning system, deriving from
this basic policy requisite, are to:*

i —develop procedures which will allow the department to

evaluate the effect of actual or potential educational tactics
(i.e., various combinations of different teaching techniques
and teaching equipment, curricula, physical facilities, forms
of school organzation, personnel specialties and qualifications)
upon optimal and maximal educational outputs (measured
fundamentally in terms of actual learnings, and retention rate
targets).

9 Among American systems, only New York City's is larger.

10 Major public specches of the Seerctary of Education reflect and desaribe images
of the well-educated citizenry, which are actual goals of the school system,
but which are beyond the scope of this brief discussion.
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—develop procedures which will permit the Department to
allocate its basic resources among these combinations, in-
creasing the quality or effectiveness of the more elastic re-
sources (e.g., teacher qualifications, ctc.), and optimally in-
vesting the less elastic resources.

—develop procedures which will link present and future
schooling to present and future parameters of the society,
economy, and polity in a fashion which will allow people
socialized through the school system to most effectively and
rewardingly adapt to, and mold, changing socioeconomic
circumstances.

Office of Educational Planning and Deuvelopment
The Office of Educational Planning and Development, headed

by an Assistant Secretary of Education, was organized early in
1965.4' It is charged with following major responsibilities:

—advise the Secretary of Education, and the directors of op-
erational and service programs, concerning the planning of
an integrated and comprehensive educational policy.

—perform those studies { of academic, fiscal, and social affairs)
nceded to systematize and implement the department’s plan-
ning function, and to develop a comprehensive picture of
Puerto Rico’s educational reslities.

—collaborate with other agencies of the Commonwealth.
especially the Planning Board and the Bureau of the Budget,
in formulating long-range development plans for providing
educational services in harmony with Puerto Rico’s actual
neec's and resources.

—program the utilization of the Department’s fiscal resources,
including both capital and operational expenditures.

—develop a system of continuous evaluation of the programs
carrie! .out by the Department in order to determine their
educational efficiency, to diagnose and identify problems and
difficulties, and recommend solutions.

11 As mentioned above, planning instrumentalitics were developed and effectively

ERIC
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used hefore this organizational innovation. The office itself bad bheen recom-
mended in a series of consultant and staff reports and memoranda stretching
back almose a decadr  These documents, although agrecing on the desirabil-
ity of creating such an organization, did not coincide as to the specific respon-
sibilities it would assume. But the actyal limiting factors on these proposals
were (a) fingacial and personnel limitations, and (h) state of-the-art limits on
planning inc .umentalitics. The best known studies were those prepured by
Beresford J aywiud (Toward Comprchensive Fduecational Planning in Puerto
Rico, 1958) and Osvaldo Rodrigues Pacheco (Some Aspects of Educational
Planning in Puerto Rico, 1963).
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—develop, compile, analyze, interpret and publish statistical
and other studies concerning public education and educa-
tional services.

The activities of the Office are distributed beween two sub-
directors, charged respectively with responsibility for Economic
and Technical Programming. Three units (the Evaluation Divi-
sion, the Statistics Division of Physical Planning of Research) are
assigned to the latter; the Budget Division of Physical Planning
to the former.

Division of Evaluation .
The Division of Evaluation traces its history in the Depart-
ment from 1928. It was originally organized as a joint operation
of the Department and the University of Puerto Rico. Is first
function was that of adapting achievement and intelligence tests,
designed and standardized in the United States, to Puerto Rican
conditions. Much effort was devoted to develop diagnostic and
vocabulary tests aimed at improving the teaching of English. In
fiscal 1938/39, the joint service was reorganized as the Bureau of
-Research and Statistics of the Department of Education, empha-
sizing again the use of standardized tests. Efforts were devoted
to the development of reading proficicncy examinations, and
measures of non-verbal general ability. In 1949/50, another re-
organization created the Office of Pedagogical Research and
Statistics, -charged with the development of educational rescarch,
measuring school performance, and publishing basic statistics.

In 1957, the Office of Evaluation was organized, as part of
§ the Office of the Secretary of Education, continuing the emphasis
on the development and application of standarized tests. In 1965
it was transferred to the new Office of Planning and Development,
and its functions began to take new directions. It became a
general evaluation office, charged with evaluating all of the
‘ general and special projects of the Department.'* Of special im-
i portance is the responsibility of carrying out the evaluation of all
‘ projects financed in Puerto Rico under Title I of PL 89-10. This
' task is very complex since all Puerto Rico’s school age population
j is considered cligible for Title I project funding, so that the
i geographic and demographic extention of Title I projects include
every public school, school teacher, and pupil in the island. The

| 12 Including, for example, the Ford Foundation projects mentioned above. The

new orientation i$ refleeted in the official definition of responsibility: “De-
! velop adequate instruments for determining the yield of the effort and re-
‘ sourees invested in the dcrnrtmcnt's programs, measured in terms of sehool
f ices, whieh permit the assessment of the produet

Q

EMC achievement and other ind

' of educational activities . . .
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computer-based system being developed to carry out this evalua-
tion forms the nucleous of the general data system which, in turn,
is one of the essential elements of the Departinent’s overall
planning system.

Statistics Division. The present Statistics Division was origin-
ally organized to compile statistics -on enrollment, attendance,
teacher preparation, and other factors. The information was used
to prepare periodic reports and special quantitative analyses. The
range of information and the resources available to the division
were widened considerably under Title X of NND.EA. It also
began to take on the functions of short-range enrollment forecast-
ing, adapting various long-term enrollment projections originating
in other government agencies.® Its present development target
is a statistical reporting system which will provide a flexible, de-
tailed basis for educational planning,

. Division of Physical Planning. The Division of Physical Plan-
ning (formerly the Division of School Planning) initially emerged
within the Personnel office of the Department in 1948, charged
with performing an inventory of physical plant as part of a Fed-
eral project; this project was completed in 1951 and led to the
creation of an administrative unit in 1954. Its responsibilities
were the location, construction, maintenance and custodial care
of schools and other physical facilities. There was no provision
for research and innovation in school design in response to new
educational needs and techniques. There was a capability, not
systematized, for short and medium term projection of population
concentrations.

Division of Research,** created in 1965, was charged with
the development of a program of educational research, coordi-
nation of all sources of data concerning the educational situa-
tion, and the performance of basic analysis for the elaboration
of educational plans and programs. Its major functions, so far,
has been that of initiating new planning projects, new research
programs, and new planning instrumentalities.

Budget Division. The Budget Division, originally located in
the secretariat for Administrative Services, was transferred to
Planning and Development as a means to more effective resources

13 The defunct Connnittee on Human Resources, the Research Office of the defunct
Higher Council on Education, and the Planning Board.

] 14 Research on education in Puerto Rico is performed by two organizations in addi-
1 tion to the Department: the Center for Pedagogical Research of the Univer-
i sity of Pucrto Rico, and the Social Science Research Cente: of the University’s
{ College of Social Scicnce. Within the Department of Education, a scparate
3‘ office of rescarch related to vocational education has been established.
i
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programming. In the overall planning picture, this Division, along
with the Office of the General Manager, forms the focus of the
proposed program-budgeting and cost-accounting system. These
are essential elements of the total planning scheme which, taken
together with the curricular and behavioral measures of the
Evaluation Division, will permit the assessement in detail of alter-
native combinations of educational inputs.

THE “STATEMENTS OF EpucartionaL Neeps,” 1965

Soon after its establishment, the Office of Planning and De-
velopment issued the “Six, Eight, and Ten Year Statements of
Educational Needs,” a set of schedules of resource requirements
for meeting some of the classic educational goals. These state-
ments served to drive home again, the saime two points:

—the inadequacy of existing resources.

—the even greater inadequancy of existing programs.'

15 The statements were relatively simple: The ‘official” projection of enrollments
in the elementary and sceondary schools provided in 1964 by the Superior
Council on Education was used. The number of additional teachers and
classrooms reqguired to provide a full-time school day and scheol year for all
students in the clementary and sceondary schools were ‘then ealeulated. The
inerements required were stated in terms of four factors, ie., requirements
to meet the increase in enrollmeni, to climinate half-sessions, to eliminate
interlocking sessions, and to climinate teacher absences (substitute teachers).

Requirements to provide a minimum quality of instruction for all sehools,
based on the standards of service nsed in the Exemplary Scheols, were also
stated. These requirements were stated in term of additional teachers, other
personnel, and facilitics neceded for pre-school programs, inserviee teacher
training time, programs for slow nn(f) advanced students, programs of art,
musie, theater, physical education, library, awiliary personnel, and facility
renovation. These statements were made in terns of annual inerements of
teachers and classrooms.

Caleulating from projections of income acerning to the Department, the
number of years nceessary to add cnough resourees to meet these minimum
targets was estimated to be ten years.

roua,




CHAPTER 2

The Information and Evaluation
Planning Systems
A 1968 PERSPECTIVE

Organization of the secretarint for Planning and Develop-
ment thus grew out of the recognition that the resources available
for education were not adequate to meet the needs. From the
previous account, it is clear that a great deal of planning had pre-
ceded this recognition, had in fact helped to bring it about. As
previously noted;.this was not the first time the idea of a planning
secretariat h{ld gccurred to any one. It was, however, the first
commitiuent By a Puerto Rican Secretary of Education to a major
attempt to solve the educational problem by means of planning,
research, and development. As such, it involved more than merely
an organizational unification of what previously were somewhat
independent elements of a potential planning system.

A substantial analysis not only of the problem, but also of
some of the required elements of a solution, preceded this organ-
izational step. If planning were to lead to a reallocation of re-
sources, in a form which would yield more educational output per
unit of investment, what would have to be done? First, the
product of the educational system would have to be defined and
measured. Second the major kinds of educational investent
would have to be defined and measured. Finally, the significant
relationships between various investments. or inputs of the sys-
tem, and its outputs, or products, would have to be discovered, so
that by shifting resources from one use to another an improvement
in ouput could be predicted.

The products (outputs) of a school system are its graduates
and dropouts. These are not too hard to count, but in addition to
their numbers we need to know something about their character-
istics. We need to know how much they have learned, how em-
ployable they are, how much they can earn, what kinds of parents,
what kinds of persons, they become. None of these are unim-
portant, none are casy to define or to measure. A system for eval-
uating these characteristics of graduates and drop-outs is clearly
needed as part of a planning process, but what kind of a system
would it be? Formulating a complete answer would obviously
take forever, but partial answers are not hard to find. Reading

24
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ability, mathematical ability, knowled&e of science and the hu-
m.\mtles and vocational skills are certainly some of the outcomes
we expect from sehool attendance. Measuring instruments avail-
able for some of them were already built into our evaluation
systems; others could be.

Economic returns from investment in education had Dbeen
measured by T. W, Schultz and his students. Citizenship, parent-
hood, and personality are harder to define, and have not been as
systematically measured as have economic characteristics, nor
have they been quanhtatwe]y trcated as products of education.
In plmc1pl(, however, this is possible, and in fact we know quite
a bit about relationships between vears of schooling and votmg
behavior, number of echildren per family, children’s success in
school, personal interests, social aehvmc.s, and consumption
patterns.

To summarize, Puerto Rico had m.ldc a start in measuring
its educational output. We would have to develop our ev raluation
system, initiate local studies, like those of T. W. Scliultz, and de-
sign other kinds of student f()ll()w -up studies and social survevs.

Some of the major inputs of the educational svstem are casv
to define. Teachers, classrooms, hooks. buses, are casy to count
and not too hard to characterize. Students are mueh more difficult
to charaeterize, partly because thev enter school at an age when
testing is not as routine as it later becomes Programs arc harder
to specify — even if they are defined in such terms as students,
teachers, facilities — par tly because time, and temporal as well
as spatial order, must he eonsidered .110ng with these other com-
ponents. One of our immediate practical problems in relation to
inputs was the lack of a cost-aceounting system, not only in Puerto
Rico, but elsewhere in edueational institutions. Since monev-
eost is one, and a vital, common denominator of educational inputs,
cost accounting was obviously an indispensable clement of
planning complex.

Another requisite was some system of measuring the effect of
home, class and community on the learning potential of a student.
We know from the Coleman report and other-data liow important
this influence is, and it is obviously important to have an in-
dependent measure of it if the effeets of sehooling and the eduea-
tional effects of home and community are to be disentangled.

The essential elements of a suceessful educational planning
system, one which actually results in more cfficient education, were
not fully defined at the time the Planning and Deve]opment Sec-
retariat was organized in 1965. They may never be. We did at
that time, however, recognize the need for the following neces-
sary, if not sufﬁcmnt components of such a svstem:
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—an expanded capability for achicvement and attitude testing,
—locat studies of economic returns to education.

—continued analvsis of the occupational requirements of the
cconomy.

—extension of human resources methodology to non-cconomic
roles.

~systematic studies of such input categories as students,
teachers, buildings, didactic equipment and materials, aud
programs.

—cost accounting.

—computer capacity sufficient to include and inter-relate
the data systems implied above.

—mathematical models which could simulate the educational
system and be used for resource allocation and research
guidance.

—a continuing research program.

The rest of this chapter describes the approximate stage of de-

. velopment reached in the above arcas at the time the Compre-

hensive Planning Project began. The material is presented, not
in the logical order of the preceding list of requirements, but in
terms of how these requiremnents were met organizationally.

THE INFORMATION AND EVALUATION SYSTEM
GENERAL )

The computer-based educational information, evaluation, and
analysis system is the central tool in the Department’s scheme
for planning. This system addresses itself to two basic objectives:

—it helps define the major problems concerning learning and
teaching in Puerto Rico, and aids in evaluating and designing
programs of action. which will resolve these problems.

—it assists in determining the most rewarding pattern of dis-
tributing Puerto Rico’s budgetary and educational resources.

With its computer servant, this system is designed to put
information about educational problems and possible solutions
to them at the disposition of planners and policy makers and,
eventually, in the hands of any interested person. A complex in-
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strument, it is a means for bringing together, in a single frome-
work, many types of data and analytic voutines.

The basic components of the system deal with the mapr
elements of the educational process. Tlie svstem provides histor
ical information and projections concerning the present and future
conditions of:

—pupils.
—staff personnel.
—facilities.

—programs (curricula projects; administrative, staff, and an-
cillary services).

—finances.

In cooperation with other Commonwealth agencies, the sys-
tem incorporates information which helps set goals for the
public school system by determining some of the educational
requirements of the society concerning:

—population.
—the structure of the economy and its manpower needs.

—personal incomes and productivity.

This new capability widens the range of the dialogue in which
planners may engage. The Educational Data Processing Center,
in replacing existing manual methods of data storage, retrieval,
and analysis, makes many kinds of planning economically feasible.
The system considerably shortens calculation time, and makes
possible relatively complex data analysis at an acceptable level of
cost. It will operate as an analysis and evaluation adjunct to field
experiments, or as a pure simulation tool.

It will assist in managing the Department of Education’s many
and complex routine operations and in making them more efficient.
But its most important function is that of increasing educational
effectiveness. Here, the system is a means to help us determine
the best strategies of teaching and learning, and the way in which
we must organize staff, students, and material to support these
strategies. As such, it is an instrument — albeit not the only in-
strument — which can effectively address itself to such questions
as:

How many students must we educate in the future? What should

be the content of the curriculm? What kind of teecher should

teach it? In what way should he or she teach? To whom? How
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much of each subject? How much student and teacher time
should be devoted to each objective? When? In which schools?
How much money should be spent on teachers salaries in a given
year? On scholarships for teachers or students? On classrooms?
On auxiliary instructional equipment? On books? Which books?
Which teachers merit promotion? How best can the abilities and
skills of teachers in service be maintained and developed? What
should they learn?

It is important to recognize that, while such questions can
be answered, the answers will satisfy only those who accept the
premises underlying the calculations. What these premises can
include is in turn dictated by the conceptual, informational, and
analytical apparatus available. The development of an information
and planning system is a program for extending the kinds of
answers that can be given the above questions and, thus, to
widen the group willing to accept these answers. One measure
of a planning system is, thus, the acceptability of the answers
it can provide.

ORGANIZATION OF THE SYSTEM

Basic data are colizeted from schools, district offices, and other
operating units. and transmitted to the computer center. The
information system operates in terms of several subsystems, each
with its integral procedures for data collection,. storage, and re-
trieval. Separate information systems exist for staff, pupils, facil-
ities, prograns, and finances, and the computer system is or-
ganized to make it possible to interrclate information fromn- then.
Data extracted from the pupil, staff, program and finance files will
tell, for example, which students are enrolled in a specific course
or project, how well they are doing, and how much it costs to
provide these services for them.

As noted above, the initial development of the computerized
evaluation system responded in part to the nced to evaluate
Title I projects. The initial development of the financial informa-
tion system, was partially in response to the nced to meet U.S.
Office of Education accounting requirements concerning projects
and activities developed under PL 89-10. Since these are priority
requirements, the system will not reach its full capacity to assist
the general planning process during its first few years.

Puprit. INFORMATION SUBSYSTEM

This is the most important and the largest file of data. After
the establishment of the system, this subsystem will contain in-
formation on all children who attend public schools, Head Start,
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and other pre-school programs in Puerto Rico. At present this
file merely identifies children through a student number. In the
future, it will be expanded to include items of information found
desirable in order to meet the basic purposes of the file, which
are to:

—replace the cumulative record card currently kept on school
children, by including information on grades, standard test
scores and performance on other test instruinents, medical
examinations, attendance, and other pertinent factors.

—provide information to assess those elements of the child’s

out-of-school experience which have significant effects on

learning in school. This includes information such as the

occupation and income of the child’s parents, residence, place

of birth, and characteristics of his home and community.
‘ This identifies the child as a member of a houschold, about
N which vital information will be stored elsewhere.

—provide information in a way which permits the Depart-
| ment to compare the achievement of the child with his
| brothers and sisters, other children in his commumity and
school district, and with any other person who attends or
; has attended public schools.

—provide information on the curricular, co-curricular, extra-
curricular, and supplementary education programs, to which
the pupil has been exposed® and the projects in which he has
participated.

—provide an identification number so that we can follow the
child’s career if he moves from school to school and, through
information concerning employment, income, and jobs after
he leaves school.

When extended to include follow-up data,® this file will en-
able us to tell what the actual pay-off of the school is. It will tell
us the amount and kind of schooling completed, the actual learn-
ing that took place, the individual's subsequent history of jobs
held and income received. This file will also permit us to tell
what influences, both in the school and out of the school, affect
the achievement of children. These data, in turn, will permit us
to evaluate and manage programs, projects and staff.

Apart from its aid to planning, this information system, if
properly used, offers unique opportunities for the educational and

l'I'h(}:x rogram or educational context files, and the project files are discussed

low.

2 Integration with Employment Service files is one possibility; with a proposed
Commonwealth Household Data Bank is another.
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career guidance of each student. It would be an element in
actually making possible the individual treatment of students
which is so highly recommended in theory and so little observed
in practice.

What the pupil file will not do by itself is, among other
things, to extend the scope of student experience, or the limits
of educational psychology. Its uscfulness will still be limited by
what we put in it, and this in turn will be limited by what we are
able to do for the student and what we are able to get from him
in the way of information. We have no present plans, for example,
to systematicall, vary the order in which educational tasks are
assigned, or the amount of time given each subject, or the rewards
and punishments impinging on the student.

STAFF INFORMATION SUBSYSTEM

This system will operate with data concerning each of the
active teachers, principals, supervisors, and technical personnel
in the school system. At the present time, payroll data for all em-
ployces of the Department of Education has been automated:
later, more complete information will be included, at least for pro-
fessional and semi-professional personnel. The purposes of the
file are to:

—replace existing record-keeping procedures.

—cstablish a basis for the assignment and scheduling of
teachers, taking into account teacher skills and preferences,
the availability and location of physical facilitics, and the
needs of different segments of the student body.

—provide information on the programs and projects which the
staff member serves.

—provide information concerning the actual functions per-
formed by teachers and other personnel, and the amount of
time devoted to these activities, in order to facilitate cost-
accounting.

—provide information which permits planners to compare
the effectiveness and performance of teachers (and other
personnel) for various significant characteristics (such as
training, experience, social and economic status, classtoom
style), as well as to discover other characteristics which are
of significance for these purposes. It will also permit the
development of this information in a fashion which yields
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effectively teaching students of different backgrounds and
for making teacher assignments on this basis.

—provide information for the formal evaluation of the per-
formance of individual teachers, and of the programs and proj-
ects in which they have participated.

—provide information which will permit planners to forecast
the need for the various skills required by the department,
their future availability and the best means for training pres-
ent and new staff to meet these demands.

Like the pupil information system, the ultimate role of the
staff data a- saratus is that of a tool for assessing the concrete
costs and gwns of the school system, placing emphasis on the
kind of staff member who gets the job done best. Its most im-
portant contribution lies in finding, for example, the kind of
teacher and the kind of teaching which is most cffective, and
the number of such people who will be needed. Its information
will also have great value both in (1) determining those policies
concerning selection, training, promotion, assignment, and career-
rewards which are best suited to encouraging the most cffective
teaching and in (2) deciding where and how to channel invest-
ments in the professional staff of the public school system.

As in the case of the student file, the kind and quality of the
inputs will determine the actual value of the staff file. In order
to record what teachers actually do, for example, we will need
observation systems not now in operation. And in order to know
what a teacher ought to do, we will need conceptuil systems still
to be developed.

FaciLiTies INFORMATION SUBSYSTEM

The data processing center will also store information con-
cerning the nature of facilities available, their location, and their
distribution among operating schools. This will include:

~basic fixed capital, i.c., the location, type, construction ma-
terials, and cost of existing classrooms, lunchrooms, lecture
halls, offices, and those under construction. As the design of
classrooms in use becomes more flexible and adapted to new
curricula and teaching methods, the nced for up-to-date in-
formation on this type of facility becomes more acute.

—built-in school equipment (laboratory and shop facilities,
and other fixed instructional aids and materials), their loca-
tion, capacity, age, cost, and utilization. *
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—movable and non-consumable instructional equipment and
materials (books, films, tape recordings, projectors, tvpe-
writers, computer terminals, typewriters, etc.): their tem-
porary location, cost, utilization, age and type.

Two separate dimensions are used in identifying the location
of a facilitv. First, there is a code number which locates the site
of the equipment — a fixed point in space. Second, there is a
code number which allocates the equipment to an operational
school umit, in the same fashion that staff and students are as-
signed to operating schools, according to a master file which
the data system constantly maintains up-to-date.

As processed through the evaluation and accounting systems,
this information will be used to project and appraise the location or
relocation, selection and acquisition of the entire physical ap-
paratus employed by the Department of Education.” The ac-
counting system will use it as the basic property inventory file.
This assemblage of data will inform plamners as to what facilities
are available, or not available, in specific places, to specified
groups of students and teachers. It will help discover what facil-
ities will be needed in each district and at each school site, de-
cide how best to schedule the use of existing plant, and determine
future sites for schools. Thus, it may be more readily decided
what kind of facilities, in what quantity and at what cost, are
needed to meet future demands and to replace obsolete equip-
ment. This information subsystem will also provide periodic
reports on the construction of new plant and the acquisition of nevr
equipment. Furthermore, decisions concerning the design and
selection of physicu! facilities can be made on the basis of & com-
plete evaluation of the educational effectiveness of various types
of facilities.

Drawing upon the files concerning facilities, staff, students,
and programs, for knowledge of the exact utilization. of facilities —
by whom, in what kind of combination with curricular elements
and programs, for knowledge of the exact utilization of facilities—
is a basic step in the process of evaluating the educational ef-
fectivenass of these operations. The same process will also yield
conclusions as to the cost of such operations. This will permit
us to answer such questions as: What kind of Inboratory and
classroom equipment obtained the best results? Which books or

3 An “Operating Sehool” is defined as: a single school environment comprising a
principal, a group of teacliers responsible to that principal, and a group of
students responsible for attaining the objectives ontlined by the teachers.
Generally, this single organizational unit utilizes the facilifies of a given
school plant; generally, also, these facilities are located at the same site.
However, several such units may use the same plant, and one school may
utilize facilities at more than one site.
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combination of hooks made available to students in a given grade
in a given tvpe of classroom organization were most effective in
assisting their learning to read or write or master the content of
specific subject matter?

It is important to remembe- that, although the analvtical pro-
cedures make it possible to sta> st in dollars and the effective-
ness in terms of learning and ower benefits of . given kind of
facility, the facility is not being assessed alone. What is really
being assessed is the use of a specific type of equipment or plant
feature, in combrmation with a certain kind of teacher, in combina-
tion with a certain kind of teaching technique, in combination
with certain programn clements. The evaluation svstem treats edu-

cational strategies, not isolated factors.

'PROGRAM INFORMATION SuBSYSTEM

In order to analyze and evaluate the degree to which factors
in the educational environment c~ntribute to educational pro-
gress, it is necessary to specify cl .ily their components and the
costs related to them, This includes al} activities, curricular and
otherwise, perforined direetly for students, as well as those activi-
ties carried out in support of such operations. With respect to
certain programs the information developed for this purpose will
include:

—what was done to and for each student.

—how it was done, where it was done, by whom.

—how much it cost to do it in money and in time.

—what the intended effect was of these services and activitics,

—what was the actual educational effect of these activities
(this will require using a carefully elaborated sct of evaluative
procedures and patterns)

This concept of program information -includes all of the
planned elements of the educational environment, not only the
subject matter course cfferings, but also services whose facilita-
tion of leaming may be relatively indirect. Full development of
this sub-system will require the joint use of three important
elements of the data system: a file concerning the content and
evaluative procedures of each project funded in Puerto Rico
under Title I of P.L. 89-10, a file component of the pupil data
system which describes courses, and the cost-centers of the ac-
counting system. These subsystems are decribed below.
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Curricula. Currently, the information system can classifv
some 825 courses. This information is coded in such a way as .
indicate the prog..m area, grade, level, and subject matter of the
course.? Thus, the computer can report:

—which courses a student has taken.
—where and when they were taken.
—who taught them to him.

Further elaboration of the system will add cetrain details:

—how the subject was taught when there are different syllabi,
textbooks, etc., for the same course (for example, the “new”

secordary school physics)

—a statement of the objectives of each curriculum elensent,
and of the evaluation procedures established to test the degree
to which leaming, and other aspects of student performance,
meet these objectives.

It will also be possible to calculate the costs associated with
these curricular components.

Projects. This component of the program information system
was originally designed to provide the data needed to evaluate
the 60-odd projects funded under Title I of PL 89-10. It can be
expanded to include the base for evaluating any project organized
by the Department, for example, the “Guide District” effort and
its sub-projects, funded under Title III of the federal Elementary
and Secondary Education ict. This file remains a separate ele-
ment because, given the scope of many projects, * ic ~acessary to
be able to evaluate the project as a whole, rau n merely
the activities which compose them; it is also necessary to meet
Federal reporting requirements concerning Title I. Data available
through the file will equip the Department to:

—determine the degree to which the goals of each project
are fulfilled,

—assess the effects of each project on teaching and learning.

4 These are the 23 major program areas covered in the curriculun:

Kindergarten Fine Arts Adult Sducation
Mathematics Schools of Music Technicad Education
Spanish - School Theater Trades and Craft
English Mentally Retarded Industrial Arts
French Gifted Students Agriculture

Science Physical Education Commercial

Social Studies Acrospace Education Home Economics

Health & Hygicne
These programs run the full range from pre-school to post-secondary levels.

- 4
.
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~find the costs of each project.

~compare the cost and the effectiveness of different projects.

This will be accomplished by:

—comparing the facilities, staff, pupils, and costs involved in
a given project with those involved in comparable units not
receiving special treatment.

—comparing facilities, staff, and pupils participating in one
project with those participating in another.

—comparing the effects of different projects upon comparable
sets of facilities, staff, and pupils.

In its final form, this file will specify items of information —
themselves actually stored in other files of the system — needed
to evaluate and control a specific project. The project file will
store-only the data needed to identify and describe the project
itself. Basic parameters include the objectives, activities, and
duration of the project; the districts, schools, staff and students
participating, the source and amount of funds involved, and the
norms, standarized tests, questionaires and other techniques used
in evaluating the project.

Finances. There are two objectives for the establishment of
a compnter-based financial information system. These are:

—developing a financial management information system for
budgeting and accounting purposes within the Departinent
of Education.?

—instituting a basis for cost analysis, and benefit-to-cost
studies, of the educational activities carried out by the De-
partment of Education.

Meeting these objectives requires that the financial manage-
ment and reporting system developed for budgeting and account-
ing purposes be organized so as to facilitate program costing
and evaluation at the same time. In order to this, the data sys-
tem is being elaborated to provide information on:

~financial transactions, providing accountability for all dol-
lars received and spent.

—what has been acquired or performed through the expendi-
ture of these dollars. This implies the capability of relating

5 As mentioned in our discussion of the developinent of planning instruinentalitics,
this new fiscal managemient and reporting systemt was initially developed
partly in response to the nced to nmieet certain reporting requirements of the
U.S. Office of Education.
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these financial and accounting data to the specific items of
information processed through the systems concerning pupils,
staff, facilities, and programs. This capacity tells the planner:

—what was done with the money, e.g., how many books were
bought, who used them, in what program.

—what were the educational effects of this consumption of
resources.

All of the Department’s accounts have been reclassified in
order to implement these reporting requirements. The diverse
accounting and financial control responsibilities of the organiza-
tion were centralized under a single compiroller.

A system design involving seven subsystems for the pro-
cessing and. circulation of information was adopted. These com-
puter “packages” cover:

—Appropriations-and Accounts Payable
~Payroll

—Inventory

~The General Ledger

—Fix. 5 rosets

—Accounts Receivable

—Cost Responsibility Centers

Basic information in cost-responsibility centers will, as the
system becomes fully developed, include:

—a center designation for each program component, project,
and activity undertaken within the department.

—a time budget for major program activities and system
inputs. The most important of these will state the proportion
of working time devoted by various personnel categories — to
specific program components, and task functions. Time can
further be used as an input factor by itself, in constructing
indices of levels of service. Measures of the time spent by
staff members on various functions can be translated into
percentages of salary, in order to perform uniform cost
analysis.

Summary. The ultimate aim of this program information
system is to be able to treat all of the identifiable activities of
the department in the same fashion as the model sketched in
these pages for evaluating and costing Title I Projects. The
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major objective of program information is benefit-cost analvsis,
to the extent that such analysis is possible in education. Insofar
as different approaches to achieving the same objectives arc
being tried, program evaluation will permit us to measure the ef-
fectiveness of such alternative approaches to major educational
goals. Information concerning costs will yield a concrete way of
comparing programs, according to the amount of money expended
per unit of output. It will also be possible to measure the per-
formance of operational units — schools, classrooms, districts —
on the same programs.

This sounds very impressive, and in the long run this system
should yield impressive results. Yet there are several caveats, dis-
cussed in greater detail in -Chapter 3. For example, the greatest
danger is the temptation to try to mcasure everything, corrclate
everything, and simulate everything. As for the “long-rur:” aspect
of the system’s productivity — some perspective on how long
this may take, is provided by repeating some of the questions
educational planners face, e.g.,

—what should be the goals of the system?
—what should be the priorities among goals?
—what shall we do for children who are not learning?

—what shall we do for Johnny today?

EDUCATIONAL SIMULATION MODELS AND
THE PLANNING SYSTEM

After examining many educational simulation models, of vari-
ous types, the Puerto Rican Department of Education concluded
that implementation of any but the simplest kind would require
data which were not available and which it would take much
time and.money to obtain. In consequence a very basic type of
simulation mode] has been programmed for the computer with
the intention of elaborating it as additional data become available.

The sub-systems of the present .nodel are:
—a student-flow and enrollment modcl.
=a staff requirements model.

—a facilities requirements model.

—an educational costs model.
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Each of these sub-models consists of a set of procedures, or
computer programs, by means of which some future hypothetical
state of the school system® can be simulated. The student flow
and enrollment model, for example, consists of procedures for
calculating the future enrollment of each grade, given the num-
ber of students entering the first grade and a schedule of promo-
tion, grade-repetition, drop-out and re-entry rates. New entrants
to the first grade are calculated by the computer from population
data as a by-product of this sub-model and the educational com-
position of the out-of-school population is also caleulated as a
by-product of this sub-model. These data provide a tie-in with a
computerized manpower demand model of the Puerto Rico
Planning Board.

The staff and facilities sub-models first calculate teacher and
classroom requirements based on student flows, and on assumed
pupil-teacher and  pupil-classroom ratios. These ratios can be
separately set for various school levels, various types of school
organization, and, in principle, for any part of the school system

\ which might have special needs. Requirements for non-teaching
staff and for non-classroom facilities are currently caleulated as
derivatives of teacher employment and class-room use, but a
slightly more elaborated model could calculated them directly
from student flows. Costs are for the present, as calculated from
salary and construction cost -schedules and other price lists, Com-
pletion of the cost accounting system will make possible more
sophisticated cost estimates, >

The present model does nothing that was not done before,
except to combine in automatic sequence calculations which were
previously performed separately. The advantages of combining
and computerizing these calculations is, nevertheless, very great,
We can do in an hour, at a cost of a hundred dollars, what used to
take years to do, at a cost of tens of thousands of dollars. Certain
estimates generated by the model had been made only once before,
because of the cost in time and money. They can now be repeated
whenever anyone wants to introduce a new assumption, or an im-
provement in the baseline data. In an hour it is possible to deter-
mine what the implications of the change are for a great varicty of
factors and for any time in the future where assumptions are
desired.

It is important to stress that the information obtained from
the model depends upon the assumptions fed into it. Some of
these are not very doubtful — for example, that birthrates will

6 Of the public day, and private aceredited, schools.
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continue to follow the gradual downward trend of the last
twenty years, that teachers salaries will continue to increase. None
of these are, of course, certaintics over a long period of time.
When to quantify these assumptions, as we must and specify
exactly how much a given rate will change, we are sure to be
at least slightly wrong. But the purpose of the model is not to
predict the future. It is, rather to tell us how much difference
something that might happen next year would make in the future,
if it happened. This is specially important for happenings which
are subject to policy decision. The real purpose of the model is to
tell policy makers explicitly what will happen if they do this or
that, making whatever assumptions seem reasonable about what
else will also happen.
While the present model is very simple and unpretentious it
can be claborated in a number of directions. It can, for example,
, be made more precise and sophisticated either by improving his-
; toric data series or by improving the detail and accuracy of cost
‘ accounting, achicvement testing, economic forccasting, demo-

i graphic analysis, or other parts of the model. The model can and

) will be progressively disaggregated by geographic region, by

i educational subject matter, by class of student, and in many other

: ways. We can also build in new aspects such as achievement test

scores, using historic averages by age, sex, social class, school

‘ level, subject matter, or, if desired, using assumptions rather than

? historic data. If we do this, our present model will become an

! output/effectiveness function” model by definition, but one of a .
\ very primitive kind, not the kind one usually thiuks of as belong-

X ing to this class.

A true output/effectiveness function model should contain
some assumptions based on educational theory. The one in use
: presently in Puerto Rico does not. If this model tells anything
§ about the effect of pupil-teacher ratios on pupil achievement it will
j describe only what was programmed into it in the first place. This
: is true of any model in the sense that once the axioms of a mathe-
matical system are written, everything that will ever be discovered
in that system is alrcady implied. A true (and good) output ef-
fectiveness function model is like a good mathematician. It will
i discover new implications derived from basic assumptions. How-
ever, the model in use in Puerto Rico will do that only in a trivial
sense. If, on the other hand, we have some true knowledge about
the relationship of certain educational inputs to student achieve-
ment, our model could estimate the cost and some of the benefits
of improving achievement levels by means of these relationships.

EMC 7A discussion of types of models for educational plamnniig appears below, as
Appendix 3.
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PLANNING INSTRUMENTALITIES AND
THE PRODUCTS OF THE INFORMATION SYSTEM

The immediate products of the information svstem — after the
information is. processcd — are evaluations, anal\'scs projections,
reports and studics, ie., planning instr umentalities actually used
in the formulation of po]1c1es These planning instruments inte-
grate materials provided by the Department’s information and
analysis system with data and analyses provided by other execu-
tive departments.

The planning instruments in operation are listed and briefly
deseribed below.  Taken together, these instrumentalities con-
stitute the planning system as it actually operates, or as it will
operate when planning instruments now under development be-
come fully operational,

In summary, these aspects of the planning system are:
—FPookkeeping and routine reporting
—Basic analyses of costs
—Manpower requirements, and cconomic growth projections
—Projections of student flow and envollment
—Estimates of the availability of staff and facilities
—Cost projections

—Projections of departmental revenue

BoOKKEEPING AND ROUTINE REPORTING

Reports on the operational and financial status of the principal
components of the educational system are issued periodically or
upon demand. They can be generated, for any significant unit or
level of organization, i.c., for Puerto Rico as a whole, by mz,ions'
districts, school or c]ass)ooms Topics covered by thcsc reports in-
clude: facilities under construction and dates of availability; con-
dition of facilities; transactions, transfers, loans, acquisitions and
inventories of equipment and facilities; equipment and operating
school utilization; master staff or student rosters; project status,
progress and evaluation reports; test scores, grade, and other
meaures of pupil performance; pupil report cards and transcripts
of record, budget status, utilization of funds and fund availability;
payrolls, and personnel records and certifications; staff qualifica-
tion lists, and so forth. These reports will be used for guidance
and control of all departimental operations.

4
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Basic Cost ANALYsIS

Periodic factor cost reports will be generated, when installa-
tion of the new accounting system is complete. These will include
costs for each of the major educationalinputs, e.g.,

—Costs per student, per teacher, per facility, or per program
or function

—More detailed breakdowns of costs by factor or organiza-
tional level (e.g., costs per secondary school teacher, or costs
per secondary school teacher in selected districts)

—Costs for a combination of any of these factors

MANPOWER ANALYSIS

Responsibility for analyzing the manpower needs of the Puerto
Rican economy lies with the Bureau of Economic and Social
Analysis of the Puerto Rico Planning Board.* The Planning Board
forecasts the growth of the Puerto Rican economy, and its com-
ponent sectors and industry groups, using an input-output model
of the economic system. Growth patterns can be translated into
manpower requirements by projecting the occupational composi-
tion of each.industry group; total demands in each occupational
group can be obtained by summing the employment projections
for the occupation in all industries. Recent procedural and con-
ceptual refinements allow the Planning Board system to project
employment for about 100 selected occupations in roughly the
same number of detailed industries.

The projected detailed occupational needs of the economy can
then be translated into estimates of the educational levels required
to sustain the desired level of productivity. Given this educa-
tional profile, which will be required of the men and women in
the labor force, output targets may then be derived for the vari-
ous educational programs.

Manpower planning yields several guidelines and targets for
the educational system:

—a set of output levels which should be reached by the various
educational programs by a certain date in order to provide a

8 At present this link to human resources planning is the only formally developed
tic between the cducational planning system and planning for other social
sectors; as such, it is the only elaborated articulation between educational
and socictal objectives.

The General Development Plan, another long-range planning instrumnent,
provides background orientation for the Economic Development mnodel and
public scetor activity. It is a general scheme setting forth probable trends
in population growth, national produet, national income, and similar aggregate
measures of the economy, projected 10 years in the future. The Development
Plan also provides some guidance to the private sector.
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labor force with specified levels of educational achievement.
At present, it is possible to specify needed outputs from the
regular day schools, the aduli Aucation program, the special
programs for post-adolescént and young adult high school
dropouts, and the post-secondary institutions.

—Personnel for Program Targets. In the case of the relatively
limited number of occupations and occupational clusters
where the school system and related institutions actually offer
training, it is possible to translate the manpower requirements
into specific program targets stated in terms of numbers of
specially trained personnel.” These are targets for the Tech-
nological Institute, the colleges and universities, snd — to a
limited extent — the vocational high schools and the work-
study programs for dropouts. The effectiveness of this type
of planning for craft and sub-professional levels in limited
because those trained in the vocational schools often find em-
ployment at higher levels or in other trades and crafts.

ProJecTIONS OF STUDENT FLOW, AND SERVICE REQUIREMENTS

These include: projections of student flow, of the educational
characteristics of the population, and of the demand for educa-
tional services (teachers, classroom, facilities and teaching ma-
terials). The nature of these projections and forecasts, and the
methodology employed in making them have already been de-
scribed in our discussion of the basic educational system simula-
tion model.

ESTIMATES OF AVAILABILITY OF STAFF AND FACILITIES

Estimates of the future availability of staff and facilities are
required to complement projections of the need for these ele-
ments. These are in the form of simple forecasts of the number
and type of teachers and other staff, classrooms and other fixed
plant and teaching materials which will be available each year
within the forecast period. In the case of teachers, these are based
on trends in the enrollments of schools of education; in the case
of buildings, on construction schedules and capital improvement
budgets. Such forecasts are not meant to be fully comprehensive,
detailing the complete list of possible items in the future resource
inventory of the Department of Education. Rather, these are

9O0ne of the hoped-for benefits of the information/evaluation system will be an
increase in our ability to relate the various kinds of schooling and other eduea-
tional exneriences to effectiveness, levels of skill in given occupations, and upon
the transferability from one set of skill to another. This in turn will increase
the responsiveness of educational planning and programs to manpower nceds.
The rescarch base for this type of analysis will come from the use of the Edu-
cational Infonmation System with data from other sources to follow up the
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relatively long-range forecasts concerning the availability of the
most important items, based on fairly simple extrapolations
from the current situation, and simulating the effect of various
policy alternatives. Short-range availability forecasts which proj-
ect no more than a year or two, will be made in greater detail
in conjunction with the routine scheduling and reporting functions

the information system. Either type of forecast can be made
tor various organizational levels of the Department.

Cost projections forecast the dollar inplications of meeting
the projected demand for teachers, classrooms, ete. The proce-
dures for arriving at cost estimates are discussed above, in the
context of the system simulation ‘model for forccasting student
flows and service requirements.

Projecrions oF DEPARTMENTAL REVENUE

Using data from the Puerto Rico Planning Board, the Bureau
of the Budget, and from sources in the Federal Goverment, shoert,
medium, and long-range projections are made of the funds avail-
able for education. Detailed short and medium range projection
procedures are currently being developed, as part of the Common-
wealth Four Year Development Plan, itself a central instrument-
ality in coordinated planning for all public agencies. These pro-
cedures yield working estimates of the yearly availability of funds
to the Department of Education.!’

10 Long range projections will depend on rough assumptions concerning the dis-
tribution of the governments total estinated revenue among competing pro-
grams, including education.
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CHAPTER 3

Long Range and Short Term Goals of

Educational Planning in Puerto Rico

PURPOSE OF THE COMPREHENSIVE
PLANNING PROJECT

This was a federally sponsored pilot project including six
states and Puerto Rico. Its purpose, at the federal level, was to
stimulate planning by State Departments of Education. Each of
the states in the project was, of course, unique in its history of
educational plamning, its planning needs, and its strategy for
meeting these needs. In three ways Puerto Rico was perhaps
more advanced in educational planning than most of the states,
(1) in contrast to all states except Hawaii, the Commonwealth of
Puerto Rico directly administers its school system, (2) Puerto
Rico has more of a history of économic, social and physical plan-
ning than most states, and (3) Puerto Rico has a relatively large
school age population and a smaller per capita tax base than
any state.

For Puerto Rico, thh2 Comprehensive Planning Project was an
opportunity to take stocs, to assess our planning status. The yosi-
tive results of this effort are expressed above; the negative re-
sults are discussed below. Taken by itself, the preceding exposi-
tion of our planning for plaming sounds impressive. In relative
terms this impression is justified. There are not many states, nor
many countries, that are as far along in educational planning as
Puerto Rico. In terms of solving the problem, however, of actuallv
increasing the efficiency of the educational system by means of
systematic foresight, there is a long way to go. A powerful set
of planning instruments is being developed. One of our problems
is to complete them, which in some areas will take a long time.
We will never, for example, satisfactorily measure the product of
the educational svstem, in all of its significant aspeets. But this
is not all. The system, elaborate as it sounds, is not conceptually
complete, as will soon be apparent.

No more is needed to expose our feet of clay than to attempt
to set forth the objectives of our planning ~ffort. So far we have

44
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expressed them in term: £ “more banz for a buck.” We want a
planning system that ws! give us more cducation per dollar in-
vested. But what kind of an educational “bang” do we want? Some
possibilitics have been suggested. A more productive labor force,
better citizens, better parents, better personal lives. Who can
define these things, even the first, unless dollar value is taken as
the sole criterion? Obviously, the same labor force is not equally
productive of cars, roads and houses, on the one hand, and of
health services, education, art and music on the other. While no
society can get along without some of all of these, the proportions
can vary enormously and the kind of labor force desired will vary
equally much. With this as a starter, it is clear that defining
educational goals for citizenship, parenthood, and personal life
is no snap.

So as not to get lost in this mire (and there are ways of
reaching compromises on such issues} suppose an operational
agreement on the educational product was reached. All that
would be needed to know would be how many ycars of cach
course — English, Spanish, mathematics, social studies, science and
vocational — would produce this product at minimum cost; at
wat age and in what order these courses should be given; by
what kinds of teachers; in what kind of space, using which educa-
tional materials and devices. In principle, data systems and ana-
lytical capacity have been established which will enable study
of these matters; however, data is obtainable only on what exists
in the system, and not even on all of that. It is, of course pos-
sible to develop a research program which would extend the range
of these data. The agency is actually doing so; but cncounters the
fact that, after a century of ssytematic research on learning there
is as mucl: difference as they is agreement about basic theory, and
the study of education is at least a century behind the study of
learning, in the formulation of theory.

A MODEL OF THE PLANNING PROCESS

But enough has been said to make the point. If we had to
wait for complete knowledge on even the most important aspects
of educational goals and educational theory before we could plan
for education, we might wait forever. Fortunately we do not.
Educational planning will, among other things, gradually help
us to perfect our knowledge of educational goals and educational
theory. We do, however, need at least a provisional statement of
our planning objective, of where we are going, a statement that
will provide more guidance than merely to say we want a more
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efficient educational system. We can wake such a provisional
statement by combining what we know about our educational
goals with what we know about planning. We can state educa-
tional planning goals partly in plaming terms. While this does
not solve the problem it does enable-us to keep on working to-
wards an apparent solution. This is all that humans can ask, or
at least all that they ever get.

There are many ways of stating educational goals in plan-
ning terms. Almost every planner would have his favorite method,
differing slightly from others. All such formulations have much in
common, however, and the planning model we have developed,
adapted from one previously published by Herbert Simon, is
paralleled in most of its essentials by others.

In this conception the planning process consists of six basie
components, ordered into three phases. These steps need not be
taken in the order listed; the order is based upon logical necessity
rather than time sequence.

INTELLIGENCE

This refers to the stage of plenning in which the problem
area is being studied and clarified. The notion of “inte]%igence”
is borrowed from military parlance, in order to emphasize what
is actually done: the transformation of raw information, gathered
in terms of a set ofessential information requirements, into pro-
cessed information, so as to be useful for certain ends.” The
planner must examine existing information, and establish: proce-
dures for organizing and analyzing it, and for flling information
gaps. On the basisiof this research, an analysis of the situation is
developed and goals for action are formulated. General policy
guidelines are also suggested,

DEsIGN OF OPERATIONAL ALTERNATIVES

Priorities between goals must be established. Courses of
action, and specific programs which could solve the problem must
then be designed. In addition, designs for evaluating the cffects
of these programs must be prepared.

RESOURCE ALLOCATION

The proposed courses of action must be translated into state-
ments of the costs attendant upon each possible course. Available
resources must be assessed, in the light of the nceds implied by
the program design. It is also important to design instruments
which will measure the possible benefits and benefit/cost ratios
of each alternative, in order to determine which of the possible
alternatives yields the greatest benefits.
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CHoIice

The alternative courses of action, and their implications as
to resource allocation ai:d acquisition.and possible benefits, must
then be discussed and a selection made ameng the alternatives.

IMPLEMENTATION
Although ziot properly a part of the planning process, im-
plementation is here included in order to emphasize the need

for close interaction between planners and other administrators.

EvavLuaTioNn

Evaluation should be a continuous process. Means and in-
struments needed to measure the effectiveness and efficiency of
the educational tasks must be designed and employed. The
findings of evaluation must be fed back into the revision of the
plan and its implementation.

Like all such mcdels, this one represents an ideal and, there-
fore a long-range objective. It is to be used as a set of direction
finders and. guide posts rather than as a blueprint for the con-
struction of a planning system. The reasons for this view become
apparent if one mal »s an attempt to use such a model as an
actual blueprint. ’

Begin, for example, with intelligence and consider how to
organize, budget, and staff to get it. No reflection is required to
recall that what we know about any significant educational prob-
lem is as nothing in relation to our ignorance of it. Intelligence, in
one sense, requires a research program that will last until the
end of the world. But, even the immediate problem of assembling
what is known about any signficant educational issue poses a
formidable task. In time, organizations like ERIC will gradually
make this problem more manageable. Most nations do not now
have the resources required to assemble all relevant information
on many problems of physical science and technology, areas
where data gathering and synthesis are far better than the pros-
pects in educational data are likelv to be for a century.

Analysis of each of the boxes would lead to similar results,
but let us take only one more to illustrate the point — resource
allocation. Cost-benefit analysis is the obviously necessary basis
for sound resource allocation, but the difficulties facing educational
cost-benefit analysis are not only enormous — some of them are ap-
parently insuperable. Consider the seemingly simple problem of
comparing the benefits of humanities with those of science courses.
Each .of several sets of problems — the philosophical problems of
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comparing unlike things, the psychological” problems of getting
humanists and scientists to agrec on definitions, the operational
problerns of constructing a common denominator — will yield solu-
tions only partially, and gradually over a long period of time.

CURRICULUM PLANNING AND RESOURCE PLANNING;
THE PROBLEM OF LINKAGES

This attitude toward planning did not develop (as might ap-
pear from the above) as a product of abstract analysis. It is
rather a product of the experience gained in attempting to plan.
This experience was brought tc a head with the initiation of the
Comprehensive Planning Project, which forced the agency to
take an inventory of its planning activities. Two things became
apparent, First, that the agency was engaged in the fairly long-
term development of certain instrumentalities — the computer sys-
tem, the cost-accounting system, the evaluation system — without
which planning could not advance. Second, it appeared that some
major planning efforts were going forward alnost independently
of each other. This appeared to be particularly true of curriculum
planning on the one hand and resource planning on the other.

Curriculum planning is perhaps the oldest form of educa-
tional planning, in Puerto Rico and probably elsewhere. It is
also the most basic kind of systematic educational planning. Cur-
riculum planners, who are more directly concerned with educa-
tional objectives than other planners, decide what to teach, how to
teach it, to whom, and with what r >urces. They really make

: the basic decisions on how educationa! resources, student time,
teacher time, classroom space, books and other materials, are
disposed or allocated. However, they do not do this explictly nor
effectively. They do not do it effectively because they do not
decide how many schools are built, how many teacliers are hired,
how many books and other materials are bought, or how many
students are admitted and retained in school. In small districts,
curriculum decisions and resource decisions may be made by the
same people, but even then they are more often made independ-
ently of each other than not. In larger systems, like that of Puerto
Rico, curriculum and resource planning decisions have probably

. been made in increasing independence of each other, even while

emphasis on planning was intensifying. This condition is an
inevitable result of specialization in planning and administration,

: unless explicit coordinating measures are adopted. We are not
aware of any place in the world where such coordination *as been
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systematically introduced. We are convinced, on the other hand,
that curriculum and resource allocation decisions are made more
independently in large, elaborately adiinistered educational in-
stitutions than anywhere else. There is even a mystique which
supports this separation. “True” educators, the ones who specialize
in curriculum decisions, are among the strongest voices claiming
that economic considerations prostitute the aims of education.
However, since resources are always limited, the result of his
argument is merely to absolve these educators of responsibility,
and to make their decisions academic, in the invidious sense.

It is interesting and instructive that the preceding account
of what Puerto Rico is doing in the development of a planning
system makes no explicit reference to curriculum planning.! Not
that curriculum planning has been static or ¢cven inactive. Dur-
ing the past four years a completely new high school curricnlum
has been pilot-tested and evaluated, with assistance from the Ford
Foundation. A new elementary curriculurh is currently being:
developed. Plans are afoot for a large-scale, island-wide, con-
ference to produce an entirely new integrated curriculum. What is
significant is that this curriculum planning has proceeded in almost
complete independence of the work in resource planning. At top
policy levels there is an acute awareness of resource limitations,
and at this level, economy has been one of the objectives of all
recent curriculum planning. Thus, for example, one of the features
of the special high school curriculum enables bright and ambitious
students to finish high school in three years. Given this interest
and awareness at top policy levels, it is all the more remarkabie’
that curriculum and resource planners have gone their separate
ways, scarcely aware of each others’ activities and the implications
of these activities each upon the other.

One reason for the grand canyon between curriculum and
resource planning is that curriculum & .d resource planners face
in opposite directions. Curriculum planners are concerned with
what ought to be taught, resource planners with what it takes to
teach it. Stated in this way the complementarity of the two activi-
ties is strikingly obvious. Yet curriculumn plaaners tend either to
ignore or simply to complain about resource limitations, while
resource planners tend to be unconcerned with what is taught.

Faced with this gap in the planning ranks, the Comprehen-
sive Planning Project in Puerto Rico took as one of its short-term
goals the reunion of curriculum and resource planning. The other
short-term goal of the project is merely to close other similar

1 The discussion of the information/evaluation system has many implications for
program and curriculum planning which, however, were not treated explicitly.
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gaps. The gap between curriculum and resource planners is not
unique. It is, on the contrary, characteristic of the educational
planning terrain, which is criss-crossed by similar faults. Planning
for teachers and planning for school buildings seldom have more
in common than the number of students to be taught, if that
much. With few exceptions, student characteristics and teacher
characteristics are dealt with in separate worlds. Joint considera-
tion of employment prospects and educational offerings is still an
exception, although Puerto Rico did this once, ten years ago, and
is just now doing it again.

Our second short term goal, therefore, is the construction of
bridges over all of these planning gaps. Not permanent bridges
— this would be impossible — but temporary ones. In the single
case of curriculum and resource planning, we are working on-a
permanent bridge. Once the distinction is made clear, it is easy
to see why a permanent planning structure cannot be built all
at once.

Planning requires techniques, or instruments. Even planning
a simple trip requires a map or time-table, or perhaps both.
Reasonably precise planning requires a good map and an accu-
rate time-table, but a crude version of either one is better than
nothing, provided the planners have a real joint interest in arriv-
ing at the same place at the same time. Crude maps and time-
tables will get them into- the same general arca during the same
season of the year, where they can find each other if they are
really interested.

S b

A simple example of an educational planning technique is a
projection of student flows such as that described above. If based
upon such a projection, the-number of teachers trained and the
number of classrooms built will be consistent, even if both are
wrong. Without such a projection, if teacher trainers and .class-
room builders are interested, and if general account is taken of the
movement of birth rates, retention rates and migration rates, the
number of teachers trained and classrooms built can still be
genera]]y within the same ball park. Besides reducing waste still
urther, a good student-flow projection has another advantage; it
can also compel a certain degree of cooperation from and hetween
teacher trainers and classroom builders. If they ignore such a
projection and are wrong, the finger will point directly at them.

Cooperation can be encouraged, if not compelled, by other
means, namely by organizing communication in a way which

‘requires people whose work converges to talk together about the

object of their joint interests. Such organizational arrangements
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are referred to above as temporarv plamning instrumentalities.
They do not indicate what each member of a specialized team
must do in order to act consistently with the others. They do,
however, provide for joint consideration of common problems.
The other side of the coin is that such organizational bridges are
relatively casy to build. They provide a means by which a com-
prehensive planning structure can be built within a short period
of time. Obviously, it will be jerrv-built, a temporary structure
guaranteeing nothing but the opportunity for coordination. Plan-
ning instrumentalities which clearly indicate the path for coordina-
tion take time to build; perfeet instruments require an infinity of
time. The sensible course is, thus, to build both kinds of planning
structures at once.

In the preceding chapters we have described Puerto Rico’s
éducational problem and the planntng instruments which had
been and were being devcloped to cope with this problem at
the time the Comprehensive Planning Project began. In the sec-
tions below we first describe our attempt to bridge the gap
between curriculum and resource planning by means of three
major planning instruments. These instruments were referred to
in the preceding chapters, but not as solutions of this problem.
Input-output, and cost-benefit analysis, described earlier, are
fairly new to educational planning; the other, evaluation, is a rela-
tively well established tool. It will be seen that these are mu-
tually supporting instruments.

A procedure for linking resource planning with existing
curriculum planning is discussed in Chapter 4. In the final
chapter we describe the agency’s attempts and intentions with
respect to an improved organization for comprehensive plan-
ning; i.e., for the development of a temporary communication
network which will have to serve for planning purposes while a
host of new planning instruments are perfected, developed, and,
in some cases, invented.

INPUT-OUTPUT ANALYSIS -

In its simplest form this is merely a listing of the sources
from which the components of a given product come, and of the
destinations to which the product itself is consigned. Applied to
education, one can ask: What are the inputs of the educational
system and from where do they come? What are the outputs of
the system and where do they go? The same question, of course,
can be applied to any subsystem.

The main inputs of the school are -entering students, teachers,
_buildings, materials,. money,.and. demands.from.parents,.employers,
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and legislatures for certain courses, standards, and time schedules.
The main outputs of the school are graduates and drop-outs.
with certain characteristics, the custody of students during certain
hours, certification to employers, parents. and other schools of
student characteristics, some extra-curricular prograns of service
and entertainment, and mostly in the case of higher institutions
of learning, some research results and additions to the store of
knowledge.

One of the important uses of input-output analysis is to
insure consistency, or realism. It can determine whether, in fact,
there are enough inputs to produce the planned outputs or, on
the other hand, whether there are uses for all of the planned out-
put. This use of input-output analysis could eliminate large-scale
unemployment among graduates; as well as the failure of certain
coursés of stidy because qualified teachers, appropriate aterials,
or properly prepared students were not available.

Another use of input-output analysis is to guide research and,
! thus, to verify or disprove present assumptions. All curricula, for
t example, establish prerequisites for certain courses but very little
' is k:town about how students who have the prerequisites do in

relation to those who do not have them. Neither do we know
| whether laboratories really make a difference in the learning of
science, or teachers who are native speakers in the learning of
; languages. Neither can these things be found out unless other
4 factors are rigorously controlled, i.e., unless all other signficant
input and outputs are known.

tion for cost-benefit calculations. In order to compare two com-

peting claiins for resources, we have to know all the significant
’ requirements (inputs) of each claim, as well as all of its significant
; consequences (outputs). The cost of a vocational school, for
‘ example, is usually higher and its graduates usually learn less than
f those of an apparently otherwise comparable academic school.
; Thus, in cost-benefit terms, few vocational schools would be built.
; Common sense takes account, however, of the unstated assump-.
: tions, e.g., that the student input of the two schools is equal. This
is usually not true. The students entering the vocational school
usually have less educated and less privileged parents and require
more educational input from society in order to be able to earn
equally.

{

l .

! For the above reason, input-output analysis is a pre-condi-
i

¥

Input-output analysis is an excellent educational crystal ball,

permitting planners to take into account predictable changes in the

future labor market, in the kind of homes from which future
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students will come, in the growth of the future tax base, and in
the popular demand for education of various types and levels.
Complete input-output analyses would still leave curriculumn and
resource planners something to argue about, but they would nar-
row the debate and would provide for it a common store of

relevant knowledge. Discussion of the technical problems. of -

applying input-output analysis to cducation is deferred to the
following scctions on cost-benefit and evaluation. This is ap-
propriate since the main difficulties do not lie in merely listing the
inputs and outputs of educational processes. They lic in quantify-
ing these inputs and outputs, i.c., in determining their costs and
benefits in comparable terms.

CosT-BENEFIT ANALYSIS

Broadly interpreted, rational decision making requires cost-
benefit analysis. Decisions can, of course, be right without being
rational. In this sensc “rational” means based on a logic which
the parties to the decision mutually dccept. Among free human
beings, the only -logic that consistently qualifies is that benefits
should exceed costs, and that the best alternative is the one in
which benefits exceed costs by the greatest amount.

To say this is almost to condemn man to irrationality, since
cost-benefit analysis is nearly as impossible as it is necessary. Not
quite, since there are cases where the same article is offered at dif-
ferent prices, or where a product of apparent high quality has
the same price tag as one of poor quality. These special cases
do not fit curriculum development very well, and yet it is clear
that signficant agreement on curriculum alternatives requires some
sort of cost-benefit analysis. Following are’some of the operations
required for such analysis:

—units of input must be-identified.

—costs per unit of input must be assessed.

—units of output must be identified.

—the benefits associated with these outputs must be estimated.

—procedures for relating inputs with outputs must be devel-
oped.

—some kind of common denominator for inputs and outputs
must be found.

It is not necessary, for some purposes, to reduce outputs and
inputs to the same denominator. Cost-benefit ratios can be com-

pared where the numerators are both expressed in terms ofm
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dollars, for example, while the denominators are both expressed
in students or class-hours. YWhether such ratios provide an accept-
able basis for decisions, however, depends on whether decision
makers agree that the students or class-hours in question have an
acertainable value.

Many kinds of educational costs are fairly easy to measure
but a few of the more important kinds are not. Take the boredom
of a student who is required to study a subject he currently dis-
likes. Einstein might have been deterred from the study of mathe-
matics by such an experience, had he been required to attend
school. Or take the frustration of a teacher required to teach un-
interested or unprepared students. Confucius might have become
a tailor, or Socrates a mason, with such altematives.

' Apart from such considerations, costs are relatively easy to
~ measure, and there are wide areas in which such measures are
! very useful. Within a system, the relative costs in variou~ regions
and districts of various subjects and of various grades or levels ave,
obviously, of considerable interest. Even more interesting are such
cost differences as those among different pedagogical altematives,
school organization, or methods of teaching.

Sometimes a knowledge of relative costs is decisive cven with-
out a measure of benefits. Ten years ago in Puerto Rico, for
example; providing for one more vocational school student meant
that four potential regular high school students would be left un-
provided for. Now, resources are not quite so limited. Still it is
not unimportant to us that we can teach adults to read for a
hundred dollars each, while children each cost five hundred. Even
more to the point, while we spend a hundred dollars a year on
rural, primary grade children in double sessions, we spend many
thousands on college post-graduates. One consequence is that
- many of these rural children drop out, so that over their educa-
tional life time we spend perhaps five hundred dollars. At the
same time, on the most privileged ten percent of the population
who graduate from the University of Puerto Rico we spend at
least fifteen times as much — in public funds.

e e Fana s At r

While disturbing to policy makers, however, such cost ratios
are not decisive. Without comparing the associated benefits they
cannot be. Our future leadership and technical cadre, for example,
comes from the upper ten percent: teachers, professors, doctors,
lawyers, businessmen, public administrators, political and labor

L leaders. Our criminals, welfare cases, dope addicts, and breeders
C of the next generation’s drop-outs, come largely from the group
S on whom we spend the least. Many of the problems of assessing
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educational benefits and of interpreting cost-benefit ratios are
implicit in these examples.

It is relatively casy, for example, to measure direct economic
returns to cducation. Using the method developed by T. W.
Schultz, with the aid of several of his students now associated
with the Brookings Institution, we have estimated cconomic re-
turns to education in Puierto Rico. They turn out to be substantial,
of the same order of magnitude as in the United States and
Mexico, and correspond well with the results of our studies of
manpower supply and demand. What these studies show is how
much additional life-time carning is associated with cach additional
year of schooling,

There are, however, several faults to find with this as a
measure of educational benefit. First the educational system is a
screening system, which does not very significan’'v alter the
economic status of its students. The ones who stay » 1ger in the
system, and thus qualify for the better jobs and higher life time
incomes, are the ones whose parents were also the best educated
and the best off economically. This results, as previously noted,
in the more privileged recciving far more than their share of even
the public investment in education and thus in the perpetuation
of privilege from one gencration to another. What the economic
returns to education would be if lifetime educational investment
were apportioned with reasonable equality is another matter. If
the number of well paid jobs continued to be limited and if the
children of upper and middle class parents continued to get them,
economic returns to education, as now calculated, would probably
drop to very low levels.

There is, however, another side of the story. Economic re-
turns to education, as now calculated, measure only the direct
income of individuals and do not take account of returns to society.
Positive returns to society may be reasonably well reflected in-
personal income. The income of medical doctors is high, for
example, and the benefits of their services to society are also pre-
sumably high. There might be a distortion as between medical
doctors in private practice and medical doctors engaged in re-
search or employed by the government, but this would not affect
comparisons between doctors and engineers or between doctors
and janitors.

Negative returns are anothcr matter. We mean by negative
returns the social costs of not getting an education, the costs of
crime, imprisonment, welfare, dope addiction and other personal
malajustments to the social order. 1f these were included in the
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calculations, the calculated economie returns to education would
increase greatly and might remain high even if educational in-
vestment were cqually apportioned among individuals. These
exampies are discussed somewhat fully because they illustrate the
difficult problems of definition and measurement involved in cost-
benefit analysis. Actually only the casier problems have been
discussed. Putting a value on poetry or upon the satisfaction of
a good life, which could be measured in the same scale with the
value of a scientific or engineering education is much more difficult.
In terms of the existing philosophical system, it is in fact
impossible. '

Abandoning cost-benefit analysis because it cannot deal with
all aspects of education is, however, like abandoning science be-
cause it cannot deal with all aspects of life. It is throwing out the
baby with the bath. For without cost-benefit calculation of some
kind, no educational decisions can be justified to anyone who d.es
not share all of the relevant biases of the justifier. Educa’” .« as
a pul)lic cnterprise 1'equires common assumptiOns about the costs
and benefits of education. As the public costs of edncation. in-
crease, the need to justify educational decisions will increase and
cost-benefit analysis will have to be refined and extended regard-
less of doubts about its’outer limits.. One of the best ways to do
this is to measure the direct outcomes of educational programs —
which brings us to evaluation. -

EvALUATION '

In general usage, evaluation is the assessuient of worth. In
educational terms, this would mean the estir.ation of the benefits
of education. Evaluation is not just a wurd, however; it is an
organized activity iz many educational s stems. Actually, evalua-
tion systems, including the evaluatio program of the Puerto
Rican Department of Education, 24 both more and less than
measure cducational benefits. What they do is to measure both
selected educational outcomes, und also selected educational in-
puts. The outcomes most comumonly measured are the skills and
knowledge presumably taught in certain courses of instruction.

In Puerto Rico, these include reading skill and achievement in
mathematics, science, and social studics. The principal input
measurement in Puerto Rico is student aptitude, which to some
people means native intelligence and to others is merely a measure
of what the student has already learned. In either case, it measures
the ease or difficulty with which further learning should occur.

Given equal access to other inputs of the school system, and equal

effort on the part of students, valid aptitude scores should predict
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future scores on achicvement tests. More exactly, since aptitude
tests are made up of sub-tests of verbal aptitude, mathematical
aptitude, etc., scores on these sub-tests should predict future scores
on specific achicvement tests in arcas such as reading, mathe-
matics, or science.

The preceding discussion of input-output and cost henefit
analysis indicates the principal needs to supplement current eval-
uation programs, if a comprehensive rational analysis of cducation
is to be achieved.

Measurement of outcomes is not very meaningful without
reference to costs. Neither are individual cost or henefit measurcs
meaningful, except in the context of all relevant input and output
measures,

Even as presently conducted, however, evaluation programs
can make a great practical contribution to the needed bridge be-
tween. curriculum and resource plamning. The complete brid:-e,
of course, requires input-output and cost-benefit analysis, but cur-
rent evaluation procedures provide a vital link in the measure-
ment of henefits. They do this because achievement testing pro-
grams, and, to a lesser degree, aptitude tests also parallel the
curriculum in structure. Achievement tests follow the subject
matter breakdown of the curriculum, and sub-tests of aptitude
also correspond roughly to broad classifications of academic subject
matter. More than this, however, achievement tests also follow
the curriculum in its finer structure, sub-tests tending to corre-
spond to teaching units, while individual items are frequently de-
rived from explicitly stated carriculum objectives. All this, of
course, is no accident. Achievement tests were plamed, in most
cases, to measure the achievement of curriculum objectives. The
curriculum is, in {act, the recognized base for the construction of
achievement tests.

One measure of benefits, in terms of the curriculum, is there-
fore ready at hand wherever an adequate set of achievement tests
exists. Since, in principle, costs can also be distributed to curfic-
ulum units, one very significant set of cost-benefit comparisons
can be made as soon as educational cost-accounting is brought
to the level achievement testing has already reached in many
educational systems. In addition, aptitude test results provide the
single most important input measure not provided by cost account-
ing, a measure of the quality of the student input, an indirect
measure of his social class and, therefore, of the educational in-
vestment made in him outside the school.
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The whole evaluation system, ay it now exists, fits so neatly
into our requirements for the rational’ planning of education as
to make it almost inconceivable that some of the architects of
educational cvaluation did not visualize the whole schema. It
may, indeed; he only our lack of familiarity with the educational
literature that leaves us in dovist. The one piece of evidence that
does not fit such an hypothesis is the absencs, everywhere, of
any serious attempt at educational cost-accounting, without which
the rest of the apparatus is relatively useless as a means for ra-
tional resource allocation. One possible explanation would be that
the opposition to cost-accounting is more than the proponents of
achievement testing could overcome. Another, more probable,
explanation is that achievement testing was designed to rationa-
lize the work of the student, the teacher and the counselor, rather
than that of the school administrator or the legislator. However
that may be, current evaluation procedures turn out to be equally
useful a: means of rationalizing educational decision-making at all
levels. h

Two caveats must be made, however. One is that evaluation
systems are woefully incomplete, even in terms of their current
functions. Few of thembegin to cover the cognitive aims of educa-
tion, while none of them make more than a stab at the non-cogni-
tive objectives. Even more significantly, however, few evaluation
systems work the way they were designed to work. Originally,
sub-tests may have been in correspondence with curriculum units,
but how many tests are kept in correspondence with curriculum
changes? Sub-test and item analysis is fairly standard procedure,
but how often are these anaiyses used as the basis of curriculum
evaluation and change? How often, indeed, are sub-test and item
analysis results used for student guidance, or for the evaluation of
teaching, or for any of their original purposes. One reason they
are not used more may be the recognition that the system is in-
complete. Without relatively complete analysis of inputs and out-
puts, reliance on test results is very risky. From legislator to
student, rational educational decisions require a conceptually com-
plete system of information. The blanks need not all be filled
in, and a reasonable degree of measurement error is not fatal, but
data on benefits without comparative data on costs, or vice-versa,
are not very helpful, and neither is one measure of inputs or out-
puts without other equally important measures to establish a con-

text. Even those elements which defy precise comparison with

others should be in the picture. People make comparisons every
day which computers cannot make. They prefer a flower to a
chocolate bai or a baseball game to a concert, and they can usually

- say why in terms which induce understanding x not agreement.
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CHAPTER 4
A Procedure for Linking Resource Planning

with Existing Curriculum Planning

From the description of the Information and Evaluation Svs-
tion in Chapter 2 of this report, the impression could easily be
gained that we have only to wait for the results of an sxhaustive
analysis of our present curriculum and teaching practices. While
the potential is clearly there, and while such an_analvsis has a
clear priority over alternative uses of the system, it might still
take a long time for this objective to be fully realized = much
too long to merely sit and wait. The procedure outlined in this
chapter has, as one of its purposes, the defintion of an intermediate
product which could be obtained much sooner. Another, perhaps
even greater, time gain could result, however, from using the
procedure outlined in this chapter as an immediate plan of work
involving all of the major plamning units of the Department. Com-
pletion of the Information and Evaluation System also, of course,
involves cach of these plaiming units, but in a different way; it
involves them in system building, not in substantive educational
planning. Significant benefits might result from pursuing both
goals at once. The Information-Evaluation System is, after all,
merely a planning tool.

At present, there are three principal instructional programs

in the Department of Education: the Regular Program of Instruc-

tion — which is by far the largest, dealing with the regular day
schools; the Prorgam of Vocational Education; and the Programn
of Adult Education. This section of the report selects one of these
— the Regular Program of Instruction — as an example of an
attempt to link existing resource plamning with the existing mode
of designing and organizing the curriculum.

LOGISTICAL ANALYSIS

Basic DEMOGRAPHIC STUDIES

Planning must begin with an analysis of demographic trends,
and the preparation of population projections. The Planning Board
has the primary responsibility for formulating these projections.

60
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Awnanysis or Scioon. Poruration
A moedel for the projection of school population has been
described in the fitst section of this report.

Projecrions or Furure Resounrck REQUIREMENTS

Physical Facilities. Estimates of the need for facilities are
gencrated by the previously deseribed model. This analysis should
be accompanied by an inventory of the present phyvsical facilities,
indicating the age and degree of deterioration of each. The com-
pleted analvsis would indicate the need for physical facilities,
stated in four categories:

—the needs emerging from the expansion of school cnroll-
ment, due to the growth of the client population and the
social demand for education.

—needs for the replacement of. inadequate, dilapidated and
obsolete structures.

—needs resulting from the elimination of double an< inter-
locking sessions.

—needs resulting from internal, largely rural to urban, mi-
gration,

Funds meeded for reconstruction, maintenance and improvement
of present facilities should also he caleulated.

Demand for and Supply of Teachers and Other Personnel.
Enrollment projections provide the basis for caleulations to deter-
mine needs for teachers and other personnel. The next step is
to determine the inventory of teachers in service, and the po-
“ential supply in training. DImportant variables to exaniine 2re
the age structure of the teaching foree, the number of vacancics,
the number of teachers without required preparation, losses due
to death, leaves, resignation, and promotion, and the supply of
graduates from teacher training programs. Demands for per-
somnel other than classroom teachers can be calculated on the
basis of indices specifying the number of cach category nceded to
support 100 teachers.

As.in the case of physical facilities, the need for tcachers can
be stated in four categories as follows:

—need for teachers because of the expansion of school en-
rollment, itself a product of the increase in school age popula-
tion and social demand.

—nced for teachers to fill vacancies caused hy turnover.
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—need for teachers because of the elimination of double
sessions.

—need for substitute and specialized teachers.
teachers.

Requirements for Equipment, Books and Other Educational
Materials. Here also, the enrollment projections are the basis for
the estimates. These must be coordinated, in greater detail than
in the past, with teacher and facilities planning.

Requirements for Auxiliary Services. The system provides a
number of auxiliary services to poor students, in order to facilitate
their participation in school.! As the objective conditions of the
poor change, the design of some of these programs will have to be |
modified, and new programs developed. To calculate these needs
for future years the planner should study both the trends in the

use of these services and the future characteristics of the client
population.

CURRICULUM ANALYSIS

The aspect of curriculum planning with major implications
for resource allocation is the time budget of the subject matter
taught in the schools. Note that, in the assignment of time to
each subject the planner is not only allocating resources, but is,
in effect, establishing priorities among curriculum components.
Systematic study of this aspect of the instructional program pro-
vides a tool for coordinating research, logistical planning, cur-
riculum planning and program budgeting.

ExXAMPLES oF EXISTING SCHEDULES AND THEIR IMPLICATIONS

The elementary school curriculum in Puerto Rico is divide
into five subject areas. The time allotted to each subject varies
according to different types of school organization. The official
time' table, according to circular letter number 49 of June 23,
1959, is portrayed in Table X.

I'These programs currently inelude: Sehool Luneh, Student Aid and Scholarships,
Transportation, Shoes, and Guidance.

e -
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TABLE X

EveMmeENTARY SchHooL DistriBuTioN OF TIME BY
SupJECcT AND BY TYPE OF SESSION

Subject DOUBLE SESSIONS  INTERLOCKING  SINGLE
1toIl Grade .HI° IVGrade IVtoVIGrade IlItoVIGrade

Spanish 50 40’ 50’ 60
Soc. Stud. ............ 25" 30'° 50° 60’
English 30 40’ 50° 60

Arith. ' 30° 50’ 60
Science ) 30 50° 60
Activities ) 20°° 40 40
Recess f 10 10 20

180’ 300 360

° Four days per week.
°® One day per week.

To sample the actual situation in the schools we studied
District C of Rio Piedras, and found a vari y of time allotments
in various elementary schools. An example of the results of the
study are shown in Table XI.

TABLE XI

ScHEDULED DistrisutioN OF TIME BY SuBJECT ELEMENTARY
Scroors of Rio Piepras “C” DisTRICT

‘SUBJECT SCHOOLS

#2 0 #3 #4 #5 #6 BT
Spanish 'S0 90 90 1000 90 60
English ....... ‘60 500 60 60 50 60
Mathem. ........... ' 60 60 60 60° 60 60
Science 60 40 400 30 40 60
Social Stud. ........ 60 40 50 400 40 60
Activities © 80 600 400  60°° 400 40
Recess Fo20 20 200 20 200 20

° Mathematics is offered 4 days a wecek; °° Activities offered 1 day a week.~

The vasiation found between schools, in the time allotted to
each subject, raises an important point of planning procedure.
Pedagogicai emphasis is on flexibility. Ideally, we want a different
distribution of time for every child. But, if this objective is
achicved, how can we plan? Or is planning incompatible with
a flexible use of time?
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Planning and curriculum flexibility can be reconciled by
means of new kinds of data systems. In order to plan we necd
to know the purposes for which specific resources are used and
how much ofp each resource is used for each purpose. This can
be inferred from official schedules, but experience in industry
shows that this is an unsatisfactory approach, even where opera-
tions are highly routinized. Facts always differ from theory and
effective planning should be based on facts. This means that we
need systems of observing and recording what actually happens
in the schools, on a sampling basis, of course. Until we have
reliable observations, schedules will provide a first approximation
for planning. The planning procedure is no different, however,
it will merely work better with better data.

Our study of curriculum included the intermediate and high
school levels but, while these are differently orgamzed than the
eleméntary schools, the differences are not significant for the
present problem.

THE ExcLisH CURRICULUM AS AN EXAMPLE OF ANALYSIS

We proceed, therefore, to an analysis by subject, using English
as an example of a major curriculum subdivision. The scheduled
distribution of time, in this subject-matter area, is indicated in

Table XII.

TABLE XII

TimME ScHEDULED DALy ror ENGLISH, BY GRADE AND
TypE oF PROGRAM AND SESSION

ELEMENTARY SCHOOL

Grades Single Interlocking Double Double
1to6 6 hrs Shrs 4 hrs 3 hrs
minutes 60’ S0'-60 60" . 40
JUNIOR BIGH SCHOOL
Grade Single Sessions Interlocking
7th, 8th, 9th with Urban  Rural Urban  Rwral
Vocational Subjects (minutes) 80’ 90 75 v
7th, 8th, 9th without

Vocational Subjects (minutes) 1000 100’ 1000 100
SENIOR HIGH SCHOOL

Grade Single Sessions Interlocking
10th, 11th, 12tl) Urban  Rural Urban Rural-
Academic (minutes) 50’ 50 50 50
10th, 11th, 12th

Vocational (minutes) n.a. na. na.
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CurricuLuM ORGANIZATION AND IMPLICATIONS FOR

REsoURCE REQUIREMENTS

The second step in curriculum analysis by subject involves
the break down of the general objectives of the subject. These
specific objectives should be expressed in terms of the skills, at-
titudes, and knowledges the student is going to learn or develop.

The general objectives of the English curriculum are to:

—develop in pupils the ability to understand, speak, read, and
write English, and -

—develop in pupils the habits of using English as a vehicle
of communication.

These objectives are further subdivided by grade levels. The
objectives for the Primary level — grades one, two, and three —
are to:

=arouse in the pupils a desire to learn English,

—develop in the pupils the ability to understand English,
suing the items of structure and vocabulary listed in the
courses of study for these grades,

—develop in the pupils the ability to produce English orally
using the items of structure and vocabulary listed in the
courses of study for these grades,

—help each child express himself in English, about everyday
experiences, in accordance with his own rate of language
grov:th,

—develop readiness for reading, by providing oral practice
on structures and vocabulary to be read, and

—initiate the pupils in the development of reading and writ-

ing skills”

The next step in the analysis involves the allocation of time
to each of the objectives. In the Ist ..ad 2nd grades, the time is
devoted to oral English. In the third grade, reading and writing
is added to oral practice. There is no required division of time
between reading and the teaching of grammar but the following
division of time is recommended by the curriculum division:

Activity Time - - -Materials
1. Language® 2/5 American English Series
2. Reading 2/5 Books for each grade
8. Enrichment 1/5 American folk songs, dramati-

zation, choral recitation, clubs
° (istening, speaking, writing)

-1 e
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When the analysis of the allocation of time between and
within subjects has been completed; the next step is the assign-
ment of books and other educational materials. The English
curriculum guides provide this information, recommending books
and audiovisual materials for teachers and for students.

Each course of study, as presen‘ly outlined by the curriculum
division, provides the following information, which logistical
planners can use in assessing resource requirements:

—time for each subject.
—time for each unit.

—equipment, books and materials, required or recommended.

In organizing the curriculum by grade, by subject, and by
specific unit, and in making specific assignments of time, the
curriculum planner establishes the basis for estimating resource
requirements.

CurricuLuMm Cosrs

The next step is to determine the costs of teaching an in-
dividual subject. This involves costing three elements: teacher
time, facilities, and other costs.

Teacher time. The time budgets for the various subjects are
translated into teacher time. The two major variables are the
school organization — single, double or inter-locking sessions and
the pupil/teacher ratio for each subject and by individual classes.

The following is an example of teacher costs per students in
arural elementery school:

ORGANIZATION: Double sessions, three hours of class per stu-
~.dent, six hours per day for teachers and physical facilities.

ENGLISH CLASS: 40 minutes

NUMBER OF STUDENTS: 35

TEACHER’S SALARY: $315.00 per month

Teacher costs for 40 minutes of English instruction for one day are:

$315.00 (monthly salary) -
120 (20 days per month x 6 hours per-day) = $2.63/hour
40 minutes of instruction = 2/3 of $2.63 = 1.75

The per-student teacher costs, obtained by, dividing 1.75 by
35, come to 5 cents per pupil per day for instruction in English.
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Besides the costs of teacher salaries, there are costs.associated
with salaries of other personnel and with other services provided
by the educational.system to the same students. “Other personnel”
include the school director, the district superintendent, the guid-
ance counselor, maintenance and lunch program personnel, office
personnel, supervisors, curriculum technicians, and administrators.
Their salaries can be distributed over the students they serve
and allocated to subjects by means of the program.

Physical Facilities. The costs of classrooms vary. Suppose
the rural classroom we are talking about was constructed by the
municipal government at a cost of $6,149.0C, and that we assume
it is going to last for 50 years. Then the costs of the education of
a child, associated with physical facilities, can be obtained as
follows:

$6,149 (initial building co.t) 199
50 years (estimated building ]ifé; = §122.98 per year

This is the annual share of the initial cost of the building.

Adding 10% maintenance per year:
$122.98 + 12.30 = 135.28 (annual cost)
$135.28 (annual cost)
200 (school days)
$.68 (cost per day)
35 (number of students)

= .68 (cost per day)

= .02 (cost per student per day)

Other Costs. Costs of materials, incliding books and other
instructional aids such as paper, erasers, pencils, and chalk, can be
estimated using aggregate annual consumption data. Costs per
student can be ‘obtained by dividing total costs by average daily
attendance. The costs of program-related materials can be allo-
cated to cost/subject by means of the subject matter program, as
in the case of salaries of auxiliary personnel.

Other costs which may be similarly treated include:

—costs associated with central, regional, and local administra- + _

tion and supervision.
—costs associated with curriculum planning by teachers.

—costs associated with services for students.
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~lunch programs.

—economic aid for students (shoe programs, transportation,

scholarships).

FiscaL ANALYSIS

The analysis of the fiscal base for public revenues, in order to
project funds available for future public education expenditures,
has been previously discussed.

MEASUREMENT OF EDUCATIONAL OUTCOMES

Curriculum analysis by subject and grade level not only pro-
vides a framework for allocating costs; the same breakdown into
subject-matter teaching units is also the basis for subdividing
achievement tests and for constructing different kinds of achieve-
ment test items. .

The following is an example list of items comprising a sub-
test of a standard achievement test in English at the IV, V, and
VI grade level:

Find the word that completes the sentence and mark the cor-
responding letter:

N

1. The pupil is absent

A) today
B) yesterday
C) tomorrow
D) before
E) never
2. is a piece 1, per.
A) His
B) Itis
C) He
D) Its
E) It
3. These are friends.
A) hers
B) yours
C) mine
D) my
E) ours
4. Mother is home.
A) o

7)o
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. ) C) at

D) over

E) under

5. My sister nceds umbrella.

A) an

B) a

C) on

D) at

E) and

These items are all designed to measure how well students have
learned to use the various parts of speech. The time allocated
to this objective is given in the curriculum plan. The associated
costs can be estimated by means of the procedures just outlined.
These costs-can be directly compared with the amount of learn-
ing which has occurred, as measured by results on the preceding
set of items. The distribution of leaming among students may be
as important as the average amount of learning. In some subjects,
high school mathematics, for example, «!l of the learning may
be concentrated among a minority of the students.

DATA REQUIREMENTS FOR INTEGRATED CURRICULUM
AND LOGISTICAL PLANNING

The preceding discussion has sketched methodologies for link-
f ing existing logistical planning procedures with existing curriculum
3 and program planning. This exposition has also outlined a basis
for a limited benefit/cost arialysis. These methodologies, although
i tentative and provisional, require a considerable- amount of in-
‘ formation to support them. Collection, organization, and analysis
of the necessary data can be facilitated by use of the existing
capacity of the computer-based information system, but its
availability does not depend upon completion of this system. The
basic requirements include information on:

‘ —unit costs

—fiscal trends .

‘ —projections of cost of living indices and price trends

| —staff characteristics and utilization

| —utilization of facilites

§ —expected levels of service, and the orgenization of programs
and curricula
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—pupil characteristics
—data on operating classroom

—program evaluation; performance and effectiveness
effectiveness

Unit Cost Data

Data on unit cos.s is to be provided by the financial informa-
tion system, using a sample of operating schools, and districts with-
in each region as well as all central and regional operations. Unit
cost information can be indexed to other data through the use of
the established cost centers and a code which identifies classrooms
and operating schools. These inputs should be classified as follow:

—personnel salaries, classified according to position (classroom
teachers, principals, superintendents and assistant ‘superin-
tendents, regional and central supervisors, and others.

—training costs for classroom teachers.

—building acquisition unit costs (land, design, construction,
further classified by each type of unit (classroom, laboratory,
lunchroom, etc.).

—fixed -equipment costs -( classroom, laboratory, lunchroom,
office, etc.).

—fixed equipment costs (classroom, laboratory, office, and
other uses).

—movable instructional equipment
—other movable equipment (vehicles, etc.)
—consumable supplies (classroom, laboratory, office and etc. ).

—upkeep, repair, maintenance and utility costs (buildings and
similar facilities, fixed equipment, vehicles, etc. ).

—scholarships and grants in aid

—sonrce of funding for each unit of input

13

“Information on these factors should be further classified by:

—programs and sub-programs, subjects, and projects (includ-
ing district, regional and central administrative functions).

—grade and level (pre-primary, primary, intermediate, sec-

ondary).
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—organizational level (operating classrooms, opérating
schools, school districts, educational regions ).

. —type of session, where applicable (regular single session,
double sessions — further classified as to 4 and 3 hour sessions;
interlocking sessions)

—time allocated to program and curriculum units.

FiscaL TRreNDS

[ Fiscal projections, and estimates of probable trends in the al-
location of Commonwealth, Federal, and other funds are required.
Information on restrictions placed. on the use of these funds should

. be taken into account. :

, Cosrs oF LiviNc AND PricE TRENDS

\ These trends may be calculated as extrapolations from data
' on consumer costs of living, provided for working class families by
the Labor Department (with appropriate adjustments for living
; costs to salaried professionals), and the indices of construction
material costs maintained by the Planning Board. Information on
other -laucr -costs, especially that of construction personnel, can
: also be obtained from Department of Labor sources. Data on
; land values, available at present in part from the Planning Board,

will also be used.

The need for teachers and other staff is projected as a de-
rivative of the projections of student flow (see chapter 2). The
cost of teachers and other staff must take account of salary in-
creases, adjusted to the cost of living index derived from the Labor
Department, and predictable increases in State contributions to
fringe benefits. The present policy concerning salary differentials,
according to the degree of preparation of the teacher, has been
carefully adjusted to sttimulate staff members towards the maxi-
mum of academic training, and can be considered to remain in
force for the forseeable uture.

M e A i 2 1 b v
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CHARACTERISTICS AND UTILIZATION OF STAFF
These should be reported as follow:

Classroom Teachers

—training (amount of preparation, certification, time, etc. ).

—training source (pre-service teacher troining programs, in
service teacher training programs).

g
- . . - - - -
L

-
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—classroom schedules and pupil load, cross-indexed to class-
room group, program, sub-program, subject.

relf— D A e

—detailed time-and-motion data on allocation of time among
specific functions (administrative, didactic, child-care, etc.)*

—salary level

Other Staff
—the parameters for other staff positions (school, district,
regional administr~tors, technicians, supervisors. cte.) are
similar to those for classroom teachers.

-

Faciuries UTILIZATION

Facility cost factors would be based on construction costs,
using Planning Board estimates and cost analysis from Depart-
ment of Education sources.

It i necessary to know which facilities were utilized, by
whom (which staff members, which students and classroom
groups), and for what purpose (i.e., in which of the program
classifications). Use-ratios for each major facility type -can be
calculated on the basis of these data.

PROGRAM ALLOCATIONS

Information on program content and activities is currently
classified according to major programs, sub-programs, activitics,
and subjects. Separate classifications exist for Title I projects and
for Title IIT programs and projects. Data is required on:

—program organization
—service ratios and levels.

—the participation of staff and students_in each program unit.

This latter requirement becomes critical when there is simul-
taneous ilnvolvement in, for example, several Title I programs,
ordinary subject-matter offerings, ana a Title III activity.

—information on projected or expected additions or modifica-
tions in program content and levels of service.

Pupit, CHARACTERISTICS AND ASSIGNMENT
Pupil Characteristics and assignment information require-
Q ments include:

ERIC T

; 2 As findicated above, such data will improve the results of the study. They are
not required, however for a useful, tentative analysis.
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—performance on basic aptitude tests.

—data on home environment (income of the household, oc-
eupation, industry, educational level of parents and other
out-of-sehool household members, number, order and iden-
tification of siblings. Procedures for assessing and measuring
the effect of different types of household-organization and be-
havior upon student effectiveness in the sehools must also

be developed).?

—pupil assignment (program, sub-progrim, subject, or proj-
ect, teacher, enrolliment in operating classroom and operating
sehool district and regioa, information on facilities distribu-

tion, use of faeilities by each type of pupil.

—age, sex, residence, migration history, esperience in school
systems other than the Puerto Rican publie schools.

—pre-primary experience (Head Start, Kindergarten, Mon-
tessori nurseries, other)

—attendance records
—distribution of student time by subject, program, etc.

—grades and other reward patterns consistently assigned by
classroom teachers.

Dara oN OreraTiING CLAassrooM ORGANTATION

The concept of the “operating classroom” would be the
major instrumentality for inter-linking data on unit costs, student
characteristics, enrollment and attendance, performance on apti-
tude, achicvement and other instruments, staff and facility usage,
program allocation, and other factors. Such. groups would con-
stitute the basic accounting module and can be agg:egated accord-
ing to their location in space, and according to their organizational
focus within operating schools, districts, or regions by combining
facility, staff, and service facters at each organizational level.

ProcraM EvALUATION: PERFORMANGE AND EFreECTIVENESS DATA

Results of standarized achievement tests and other attainment
measures would be used to assess pupil learning, staff performance,
and program effectiveness. For hest results, these data should be
available on the following basis:

3 Not all of these data are currently available nor are they all necessary for a pre-
liminary analysis.
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—by operating classroom, classified by subject, project, pro-
gram, and individual pupil.
—per teacher..
—for each curriculum and program element, grade aud level.
—for operating schools, districts, regions.

—by urban, rural, metropolitan avea, and other geographic
areas, delimited according to basic socio-economic variables.

—by houschold characteristics composition, inome, occupa-
tion, parental education, composite index of socio-economic
status) -

—among sibling sets, and by sibling order.

—results of attitudinal measures, classified in much the same
way as the achievement measure.

—results of the evaluations of pilot, experimental, and demon-
stration projects.

—other basic social and educational indices:
—adult literacy.
—the educational stock of the population (out of school)
categorized according to age, sex, labor-force participa-
tion and employment status, industry, occupation, resi-
dence, migration history, income, and income sources.
—flow and trend data for these parameters.
—rates of growth of the work force, and rates of change in
productivity indices, by industry, occupational groups,
and educational level.
—household expenditure patterns for educational services,
books, etc. . )
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CHAPTER 5

Organizing for Planning

GENERAL

The Auxiliary Seccretariat for Planning and Development,
established in 1965, is described in Chapter 2 of this repott, Or-
ganization for planning has continued to evolve since the estal)-
lishment of the Secretariat. The Computer Center is the major
new unit within the Seccretariat. New planning functions have
developed as part of the “Guide District” program established un-
der Title IIT of Public law 89-10; as part of the Office of the Federal
Jrograms Coordinator, and elsewhere in the Department. The
general impact of the Compreliensive Planning Project has already
been described. Apart from this, a variety of other new initiatives
bearing on the Departinent’s organization for plan;s ~r have de-
veloped during the past year. So many, in fact, that .« «* mpt to
paint a static picture of the current organization iur planning
would be highly misleading. It would even be misleading to speak
of a proposed organization for plaming as if there were one of-
ficial proposal. The developments dezeribed below are all pro-
ceeding with official approval, but with the recognition also that

educational planning in Puerto Rico, as elsewhere, is a highly

dynamic area in which organizational plans are far from frozen.

Some diagnosis of the need for additional organization for
planning has already been made. The need to link curriculum
and resource planning has been described and some of the gaps
separating-nther sub-divisions of educational planning have been
pointed out. In the preceding discussion, organization for planning
was characterized as a substitute for the development of-planning
instruments. This statement must now be qualified in two ways.
First, planning techniques do not make organization for planuing
unnecessary. Second, organization can not solve, even temporarily,
all of the problems of coordinating related kinds of planning.

Good planning techniques.do, in part, substitute for organiza-
tion. A student-flow projection, tectmically sound enncugh to ob-
tain general acceptance will, for example, permit planning for
teachers and planning for school buildings to occur as relatively
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independent actions, insofar as sheer numbers are concerned.
\ Such plaming will not be totally independent, however. Co-
ordination, which implics some kind of organization tie, remains
indispensable. Goud rlz.ning instruments thus provide necessary
flexibility in organizing for planming. It is equallv evident that

{ organization cannot solve all plamning prol-i~ To unite cur-
riculum and resource planning organizatio uld solve one

problem only by creating another and, pro. .y, a greater one.
It would separate the direct supervision of the schools from the
planning of their program.

The recognitions that organization is necessarv, but not suf-
ficient, for planning is the beginning of wisdem about organization
. for planning. Within the context of this generalization, and of the
preceding discussion, the rest of this chapter describes organiza-
tional changes currgntly in process which are intended to improve
and extend the scope of educational planning in Puerto Rico, and
to provide the framework within which the continued development
of planning instruments will proceed.

ORGANIZATIONAL PLANNING LINKS WITH
OTHER AGENCIES

Four YEar Pran
A new four year planning program was initiated last year by
the Commonwealth Planning Board. The new Four Year Plan
replaces a previous Six Year Plan, which was primarily a capital
budget forecast. The new plan is intended to be much more than
that. It is supposed to (1) forecast operating budgets as v.cll as
capital budgets, and (2) coordinate the programs of all govern- |
ment agencies by providing them with a common set of assump-
tions. These assumptions include (1) the economic and demo- '
. - graphic projections of the Planning Board and (2) a comprehen-
sive legislative program of the governing party of the Common- |
wealth called “The Purpose of Puerto Rico.” The program estab- |
lishes standards for health, education, welfare, and other aspects of |
 social life and at least tentatively sets government agenc, .argets
related to these standards. These targets must be kept somewhat
flexikle, partly in view of uncertainties about government income
and partly to allow for unplanned shifts, in migration patterns for
example, or in the outcomes of government programs.

o ESEA TrrLe III ProGrams
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programs of research, curriculum revision, and teacher training.
Both service contracts and joint appointments link the Department
especially closely with the Graduate Program in Planning of the
University of Puerto Rico.

.

ORGANIZATION FOR PLANNING AT THE CENTRAL
LEVEL OF THE DEPARTMENT .

The most important changes contemplated, partly in con-
sequence of the Comprehensive Planning Project and partly at
teh joint initiative of the Secretary of Education and the Assist-
ant Secretary for Planning, are the establishment of (1) a Policy
Planning Committee of the Department, and (2) a Planning Unit,
within the Secretariat for Planning, which would sérve as a tech- ‘
nical staff to this Pelicy Planning Committee. The Committee :
would include the Secretary, heads of the major educational pro- |
grams, and others as yet unspecified. The planning unit, in addi-
tion to helping the Committee formulate the objectives and tar
get of the education system, would continue work on models of
- the system and on related planning methodology —especially on
the kinds of planning instruments described herein which might
eventually constitute an integrated planning system.

eral formal proposals exist for even closer organizational ties iu

One of the contemplated tasks of the planning unit during
the neat two years is the development of a “single package” pro-
posal for federal funds. This will, necessarily, involve close colla-
boration with the work of developing the state plan required for
future Title III applications. Development of an integrated
federal package will also require joint work with persons work-
ing on the long-range and four-year plans of the Department.

How the Four Year Plan will be related organizationally with
the work of the contemplated Planning Unit is not yet decided.
Long-range planning and the four-year plan could be organiza-
tionally combined. They could also be kept separate, with the
Planning Unit providing the targets for the four-year plan, ‘while
the detailed programming for achievement of these targets could
be tied to the proposed program budgeting activities of the budget

; unit.

aration- of budget planning and budget administration. Adminis-
tration of the budget would return to the jurisdiction of the As-
sistant Secretary for Administration, whose responsibility it was

Serious consideration is being given to the organizational sep-
<

. _ P -
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before the Planm’ng Secretariat was formed. Budget planning
would remain as part of the Planning Secretariat. It is expected
thac the p]anning of the budget will increasingly develop into pro-

gram budgeting

New additions to the P]mming Secre”ariat are already engaged
in linking; guiding, and supporting the planning activities of the
Central Office to those of field offices and schiools. A fuller descrip-

tion of this activity is contained intne fol]owing section.

ORGANIZATION FOR PLANNING IN THE REGIONS.
DISTRICTS AND SCHOOLS

Until very recently, no specialized pianning personnel had

ever heen employed outside the Central Office of the Department
of Educaiton of Puerto Rico, although obviously, planning has
been done by teachers, school principals, district superintendents,
and (since the regions were organized a few years ago) regional
administrators and regional staff. During the past cight vears,
teachers, principals, superintendents, and more recently, regional
administrators and supervisors have been increasingly drawn into
the planning activities of the Department. This has been done
by means of ad hoc committecs, training seminars, special assign-
ments, and in a variety of other ways. Only recently, at the initia-
tive of an Assistant Secretary for Planning, who also helps ad-
minister the Graduate Program in Planning of the University of
Puerto Rico, have steps been taken to incorporate specialized
planning personnel into the field structure of -the Department and
thus to forge a new kind of organizational linkage between plan-
ners at the various levels of the public school system. Some pre-
liminary steps in this direction were taken several years ago-when
it become evident that expansion and modémization of the eval-
uation and statistical reporting system would require at least
part-time specialized personnel in the regional and district of-

fices. Only in the past year, however, have full time planners

been assigned, on a pilot basis, to regional and district planning.

An initial weck-long workshop on planning at the district and
participants were district superintendents who also played the
predominant role in all of the sessions. Enthusiasm for decen-
tralization of planning and for participation in central planning
was expressed not merety in words but in wellthought-and
proposals and in a number of impressive pieces of local research
into educational planning problems.

1This change was implemented during the summer of 1968.
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Planning linkages with schools. There is little doubt that
the staffing of regional and district offices with trained planning
personnel will now procced as rapidly as budget and personnel
limitations permit. A permancnt field coordinating staff will be
established in the Secretariat for planning. Some of the district
superintencznts who attended the June workshop returned to
their districts determined to begin working with their own school
principals, and to have these principals, in turn, begin to organize
planning activities with the teachers under their supervision. The
organization of a planning network that extends from the central
office to the individv ] classroom is, in principle. agreed upon
and will be a reality within a few years.

In even Iuss-time, a major instrument which can unify plan-
ning efforts at sll levels will have been brought to a practical
level of developmer:t. As soon as the information system-describegt
above is complete, wve will be able to prepare a limited, but mean-
ingful, cost-benefit analysis by class, by school, by district, by
region, by program and by major subject. This will provide
teachers, principals, superintendents, regional administrators and
program heads with data on the comparative leaming gains of
their students. These data will be adjusted for student aptitude
and home enviromnent, teacher preparation and pupil load.
capital costs per student, materials and equipment costs per stu-
dent, and special program benefits and costs per student. Projec-
tions of future student population and factor availabilities will be
provided, not much later, in similar detail. With these data every
responsible educator in the svstem, from the Secretary down to
each teacher, will be able to plan, jointly, with a uniform state-
ment of the educational problem available to e. ~h in terms of his
own responsibility.

Whether it would have been wise to launch a program, seck-
ing maximum involvement in planning of educai ws at all levels
of the system, without the prcspect of thes ! of planning
instruments could, perhaps, have been que. s Fortunately
it is an “academic” question. Indeed it: -t .., except for
the enthusiasm generated by rapid progress  tne develepment
of planning instr aments, organization for planning would not have
burgeoned as it has.

CONTRIBUTION OF THE COMPREHENSIVE
PLANNING PRCJFCT

The Comprehensive Planning Project cannot, of course, take
credit for all this progress. Educational planning began in Puerto
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Rico long before the Comprehensive Plaming Project was a
gleam in any one’s eve. The present rash of development in ed-
ucational planning in Puerto Rico has had many stimuli besides
the Comprehensive Plaming Project. Nevertheless. the Com-
prehensive Plamming Project has made a substantial contribution.
and the federal initiative, of which the Comprehensive Planning
Project is merely one example, has been important to a degree
which is hard to overestimate.

Federal funds have probably been even more important than
federal ideas and stimuli. Without the flexibility permitte¢ by
Title V in staffing for planning and in modernizing accounting,
without Title I evaluation funds to help finance the modemiza-
tion of our information svstem and research program, without
Title IIT funds for program innovation, it is hard to seec how the
agency could have achieved even a fiaction of what has been
accomplished.

With that debt acknowledged, there remains a very great
obligation to the personnel of the United States Office of Educa-
tion, assembled in part under previous administrations but also
in very considerable part by John Gardner, Francis Keppel and
Harold Howe II. To be urged to do things which many frustrated
educators have always longed to do, to be supported in these
activities, to reccive -financial assistance making it possible to
carry them on and to be rewarded for doing them, is the kind of
dream which only a mirorsty of baffled bureaucrats ever dream,
with even fewer having such a dream come true.

Thus, if Puerto Rico can, as in tr: 71 it must, take the basic
credit for its achievement in educational planning for itself, it
must nevertheless express an unbounded appreciation to the
United States Office of Education, and particularly to the man-
agement of Title V of the Elementary and Secondary Act, for its
role in accelerating the progress toward improved planning in
cducation.
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Appendix I

THE TEN-YEAR STATEMENT OF EDUCATIONAL NEEDS
(Office of Planning and Educational Development, 1965)

As the headings of the individual tables indicate, the ele-
mentary and secondary schools are treated separately; quantitative
and qualitative targets are distinguished; and major clements of
quantity and quality of instruction are identified.

These statements are not plans, since they say little about
means. They do provide one set of planning goals. These par-
ticular goals are called minimum-needs because they incorporate
publiclv and officially accepted norms, e.g., a six hour school day.
a school year or 190 days, standards for libraries, student services,
etc., which have been incorporated into the exemplary schools.

In one other sense, also, these can be called; minimum needs.
The retention rates on which the enrollment estimates are based
were_themselves derived from manpower studies which indicate
the skill needs of the economy. Failure to meet these retention
goals means more school drop-outs than the labor market can
absorb. These retention goals are currently being met only in
some urbar “hools. It does not seem probable that they can
be met in. _:neral unless all the schools are “rought at least to
the standards of the exemplary schools. In rural and urban slum
districts it will be necessary, in addition, to provide pre-school
education, if the retention goals are to be met.

1nese retention goa]s are not high, in a comparative sense.
They provide that, by 1972, half of those who enter elementary
school will finish senior high school. At present only half of those
who enter elementary school finish intermediate school.

The notes on the table headings make partially explicit the
sources and methods of calculation of the figures in the tables.
What follows will amplify and explain further-how these numbers
were obtainad.

First, in order to save time and to avoid the appearance of
false precision, numbers were rounded at all stages of calculation.
This introduces errors which may be as high as five percent but
which are presuimed to balance out.

81
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TaBLE I — Minizun Tinme ofF INSTRUCTION

In estimating the additional teachiers and classrooms required
for new enrollinent and to provide for full-time instruction, present
actual ratios of students to teachers were used. This use of a con-
stant ratio during a time period ifv'which the ratio is changing may
appear questionable. But simple estimating procedures require
most things to be held constant in order to estimate others. In
general, the estimates of these tables are valid only if the grade
system, for example, the physical distribution of schools, the rules
regarding sick leave, etc., remain as they are, or as they are in-
dicated to be. Only then will the indicated numbers of additional
teachers and classrooms actually be needed. As these things
change, new estimates will be required, corresponding to each
change.

TasLE II — MiNiaMUa QUALITY OF INSTRUCTION

In the Elementary Table the first item is pre-school education.
The rationale, in terms of retention rates, has already been given.
The basic assumption is that all children need some form of pre-
school education but that a summer program, based on Operation
Head-Start, w* eet the minimum needs of the more privileged
half of the po_  “ion. In all, two annual age-cohorts, the. four
and five year olds, * ut 150,000 children, would be elegible. Tlie
idea is to provide p.. ..c facilities which would give eight weeks
of pre-school education to one-half this population, 1..esumably
during the summer prior to the sixth birthday. Some children.may
not take advantage of these facilities, having had a larger amount
of pre-school education privately provided. Of the remaining
75,000 under-privileged children it is presumed that 90% will
eventually participate in a public pre-school program but that
the needs will vary according to the degree of underprivilege.
Ten percent are presumed to require two years of pre-school
education, 15% are presumed to neeu one year and the rest are

presumed to need a half year. All pre-school education would.

be on a half-day basis and teachers could thus handle 40 to 80
students annualiy, assuming a class size of 20. Facilities would
receive a similar multiple use. The growth of enrollment, from
the six to the eight to the ten year programs, is based partly on
the estimated increase in the age cohorts but even more on the
assumption of increasing participation in the program.

Teacher training estimates are based on the general assump-
tion that ten percent of all class-room teachers’ time should be
available for training purposes and that this time will need to-be
substituted in the classroom. No one form of training is likely
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to require this much time but many kinds of training are needed
for different purposes. All teachers, for example; should spend
some time in curriculum centers keeping up-to-date on and help-
ing to develop new materials and methods. There are other kinds
of research also which teachers should regularly engage in, outside
the curriculum centers. Teachers who are not fully qualified for
new assignmeénts need to take time for training. Teachers who
have taught for five years without a break need to go back to
school for a semester of refreshment and up-dating. All these
forms of necessary training, and many other, taken all together,
are presumed to require at least ten percent of total teaching time.
The time required for teacher training could, of course, be pro-
vided by reducing the required number of classhours per subject
per week. Unless this were. done, however, only after new
superior methods of instruction had been proven, the result
would be a deterioration in the time and quality of instruction.

Provision for slow and .gifted students, presumes that about
three percent of elementary students are psy-chologicolly retarded
and that ten percent-of secondary students need remedial work.
The additional teachers and facilities provided are largely for
these slow students. At the elementary level, retarded children
are assumed to require a teacher for every eighteen children. At
the secondary level, classes of average size in remedial reading,
etc. are assumed for ten percent of the students.

Estimates for amplifying the art, music, physical education,
library and audio-visual programs are based, in general. on extend-
ing the standard of the exemplary schools io all schools. The
ca’-ulations a1e very rough, as they have to be in the absence of
estimates which specify the physical distribution of students by
size and location of school. The kind of questions asked in making
these estimates were, for example; what proportion of students
now have specialized art and music instruction? What proportion
of schools now have libraries and audio-visual facilities?

Estimates of increases i1. personnel needed for student serv-
ices follow « similar pattern. There are vocational counselors,
social workers and health teachers in some schools but not in all.
How many would be needed to provide these services to all, on the
basis of the norms of the exemplary schools? The estimates are
tentative answers to these questions.

Auxiliary personnel are estimated to total one-third of teach-
ing personnel. This is the present ratio, one which may fall
below actual minimum needs, since teachers now have to per-
form many. clerical and other non-teaching duties which are on
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the increase. This auxiliary personnel includes janitors, free-lunch
personnel and supervisors at the schoo! and district level. It does
not include the central or regional-staff~of the department.

If differences between the six, eight and ten year programs
are not as great as might be exepcted, this may be because the
estimated enrollment - increases accelerate, especially in  the
secondary schools,

T - TABLE 1

ApDITIONAL TEACHERS AND FACILITIES NEEDED BY THE SECONDARY
ScuooLs ro ProvibE A MiNiyus ScHooL DAy anNp ScuooL YEAR
FOR ALL STUDENTS — TEN YEAR PROGRAM

A. AppITIONAL TEACHERS

Required for ’
1966 1967 1968 1969 1970 1971 1972 1973 1974 1975
1967 1968 1969 1970 1971 1972 1973 1974 1975 1976

1. Increase in enrollment 300 300 300 300 300 300 300 <200 300 300

. Elimination of inter-
locking enrollment

o

3. Elimination of . .
teacher absences 7 7% 7% 13 15 18 15 15 13 15

TOTAL 375 375 3713 375 375 315 375 3715 315 375

B. AppitioNnalL CLASSROOMS

. Required for
; 1966 1967 1968 1969 1970 1971 1972 1973 1974 1975
1967 1968 1969 1970 1971 1972 1973 1974 1975 1976

1. Increase in cnrollmerit 240 240 240 240 240 240 240 240 240 240

2. Elimination of inter-
locking enrollinent 113 115 115 115 115 115 115 11 115 115

i 3. Elimination of
teacher absences

TOTAL 355 355 355 355 355 355 355 355 355 355
1. Enrollment will increase by 106,000 according to projection 6 of the Superior
Council on Education. This includes increase in the population of school age . __ _
as well as progressively increasing retention rates. “teacher requirements are” — - -
based on 30 students per teacher and classroom requirements are assumed to
be 80% of teacher requirements. -

2. There are now about 1,150 classrooms being used by two groups daily, for
five hours a day cach. Assmming no other changes, an equal number of class- -
rooms would be needed to climinate interlocking enrollment.

3. Substitutes are needed for teachers who are sick ‘or absent for other reasous.
At present absences for personal reasons total six -pereent of scheduled class- -

: time; this is assumed to rise to seven percent when the new, more liberal,
E lC maternity leave provisions-go into cffect. In addition, substitutes are needed
. ‘to fill temporarily vacant positions while these are being filled. About one

o ~_percent of scheduled class-time is now lost while positions are vacant,

e T T
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TABLE 11

AppiTioNAL TEACHERS AND FaciLiTiEs NEEDED BY TUE SECONDARY
ScrooLs 10 ProvipE A MinidMuM QUALITY OF INSTRUCTION FOR ALL
——~  StupenTs — TEN YEAR ProcraM

A. AbpDITIONAL TEACHERS AND OTHER PERSONNEL

g

1966 1967 1968 1969 1970 1971 1972 1973 1974 1975
1967 1968 1969 1970 1971 1972 1973 1974 1975 1976

1. Teacher training time 250 100 100 100 100 100 100 100 100 100

. Program for slow and ) -
advanced students 50 50 50 50 50 50 50 S50 50,50

3. Programs of art, music
theatre and physical

Required for

[&4)

ceducation 5 95 95 95 95 95 95 95 95 95
< 4. Librarics 55 55, 55 55 55 55 55 55 55 55
‘ 5. Student services 8 8 .8 8 8 8 8 8 8 85
; 6. Awliary personnel 305 255 955 255 255 9255 255 255 255 255
; TOTAL 850 640': 640 640 640 640 640 640 640 640

B. AbpiTioNaL CLAsSROOMS AND FACILITIES

. Required for
: 1966 1967 1968 1969 1970 1971 1972 1973 1974 1975
: 1967 1968 1969 1970 1971 1972 1973 1974 1975 1976

1. Teacher training tNC ceve cvceces ceemeeee ceeceee eeeces ceveeren eosemsen eseveese oo oo

; 2. Programs for slow and
, advanced students 30 30 30 30 30 30 0 30 30 30

. i 3. Programs of art, music,

. : theatre, and physical

. : education 8 8 8 8 8 8 8 8 8 85
: : 4. Libraries 55 55 55 55 55 55 55 55 55 55
5. Renovation 245 245 245 245 245 245 245 245 245 245
TOTAL 415 415 415 415 415 420 420 420 420 420

1. To provide time for teacher training, c.g., training for provisional teachers,
teachers who have tanght for five years without returning to school themselves,
teachers working in carriculum- centers, etc.

-
[&4)

g . To provide elasses in remedial reading for ten percent of the students and to
provide an emieched curriculum for about 35,000 students.

3. To provide a specialist in physical education and a specialist in one of the arts
for eaeh 500 students.

4. To provide a minimum library of books and audio-visual materials i each
seeondary school. .

5. To providc vocational, social and health orientation to all students.

6. To provide amniliary services for 104,000 additionai students, 7,000 additional
-t - teachers.and-5,275-additional C e o
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Thus the projected additional enrollment at the secondary
level is almost twice as much (1.9 times as much) after ten ycars
as after six years. This not only requires more teachers per year
for increased enrollment but also for the quality programs which.
in one way or another, decrease the pupil-tcacher ratio. The
contrast between the three programs is also diminished by smooth-
ing out the numbers of teachers and classrooms added, over the
whole span of each program.

Note: The tables which follow are for Secondary school needs only.
The original report also included similar tables for clementary
school needs.

Appendix II -

READING ACHIEVEMENT OF PUBLIC PRIMARY SCHOOL
CHILDREN AS RELATED TO PARENTAL EDUCATIONAL
LEVEL AND OCCUPATION AND OTHER Vs +\BLES

Since the spring of 1966, the Department of Zducation has
been undertaking a massive endeavor to gather data which would
enable the Agency to more effectively evaluate projects organized
under the provisions of Title I (Law 89-10) of the El. ~~ntary
and Secondary Education Act of 1965. These data have , nc to
make up student, facilities and personnel files in a computerized
“Test and Evaluation” system being developed for the Department
of Education under contract with the Federal System Division of
IBM.

i

{

1

i The Agency is no v in a position where this massive effort ~
{ tt  ond work of teachers, administrators and other personnel in
i adm..ustermg and scoring tests and othcr instruments — is be-
i ginning to show results. The Agency is now able to judge whether
; or not these efforts have been worth the while. The computer has
made it posslble to obtain, in a concise tabular form, the results
obtained by primary school students in reading and general ability
. as related to a number of affecting variables.

x The report that follows deals with data being gathered for
’ the evaluation of the summer Headstart Program, one of ap-
\ proximately 60 Title I Projects  perating in Puerto Rico.

! Since 1965 the Department of Eductaion has been conduct-
ing a Summer Headstart Program to provide certain kinds of ex-
periences for socially disadvantaged children prior to entering the

~ first grade ThlS _program 1 has in 1 part. been sustamed under Title
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I sponsorship, and as such is subject to annual evaluation. The
Division of Evaluation is called upon to determine the extent to
which the program actually contributes to later school success of
Headstart children in formal learning situations. In other words,

- do these preliminary, primarily “socializing” experiences- actually
give the children a “headstart™

During the chool year 1966-67 all children (over 180,000),
kindergarten through the twelfth grade, attending public school
in a sample of 21 school districts selected for evaluation of Title
I projects, were administered tests of general ability and reading
in Spanish. In addition, specific personal and social data were
obtained on each student. All of these data, test scores and the
like, were stored in the memory bank (student file) of the Depart-
ment computer, along with an identification number for each
student. Among the information collected were the date of birth
of each student, educational level and occupation of parents, and
fer students in the first three grades, whether or not they had at-
‘ended Kindergarten or Headstart, or whether or not they were
repeating the grade.

With this kind of information available on all first and second
gracers in the 21 districts (approximately one-fourth of the total
sciiool population at these grade levels) it was now possible to
gather, compile and analyze data on variables relevant to-children
-who had participated in Headstart Programs.

Purrose oF THE StupY )
Answers to a number of questions touching upon outcomes of
Headstart participation could now be obtained:

1. Do children who participated in Headstart differ signifi-
cantly in reading achievement after one and two years of
formal schooling from those children who had no prior
schooling experience?

PR N L N e wgEh < a

2. Do the initial “socializing” experiences provided by Head-
start significantly increase conceptual abilities (as typified
by- exercises in the Prueba Colectiva Pucrtorriquena de
Capacidad Mental) of participating childrer?

3. Several studies on small groups of children in the main-
land United States tended ‘to indicate that the initial
impetus of Headstart on children’s achievement appeared
to dissipate after children ‘were exposed to traditional
educational programs. Do we have any evidence of
similar tencencies among Headstart first and second
graders? 7 ) S o

S0 NI Bt it oo e s

e R
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4. By holding children’s environmental conditions constant
(that is, equalizing kind of honze background or socio-
economic condition as indicated by parental education
and occupatioﬁ\)‘ﬁéo Headstart participants differ from
other children at the same grade J~ ' in reading ana
general ability?
5. Are achievement in reading and test scores in general
ability related to parental education and occupation?
6. Do children at different age levels also have diflerential
( reading achievement; e.g., the older the ¢hild the higher
the reading level?
7. Do boys and girls achieve in reading at the san o dif-
ferent levels?
A . 8 Do children who had one whole year pre-first grade
; schooling (Kindergarten), show greater attainment in
i later reading and general ability than those children with
only Ieadstart or no prior school experience?

9. Does type of school organization (that is, single, inter-
locking, or double) or zone of residence (urban or rural)
appear to affect children’s reading achievement?

10.  Arc.Headstart children being selected from among the
most “deprived”?

ParentAL EpucarioNn AND OCCUPATION AS
DETERMINANTS OF SocCiAL STATUS:

Prior to this tin 2 in Puerto Rico it was difficult to attvibute
gains in achievement of one group of students over another group
at the same grade, to levcl: ta teaching inethod, or revised curricu-
luin. The reason was that the Department did not have sufficient
information on important variables that affect perfornance, for ex-
ample, home environmental conditions.

o i s e o et e

From the data collected in the 21 districts saiple on parental
education and occupation it was possible through an adaptation
of the Hollingshead Two Factor Index,' to place a child on a scale
ranging from 14 to 77 points, in one -of four “social status” levels:
Lowest, Medium Low, Medium, and Mediun High. Fathers or
heads of families grouped under “Lowest” catcgorization of this
scaie are those having three years or less of formal schooling, and
who are employed (if at all) in unskilled labor such as sugar cane
cutters, garbage collectors or domestics. Highest social status

. 1 August B. Hollingshead. “Two Factor Index of Social Position,” 1965 Yale Station,
- - = - - = --—- - -Now-Haven;:Conn, 1957. :[Mimeo, A2:pp:}, - - - - - - - - - - -

b
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8 category is not represented -hete because it includes parents with
post-gradvation education and’ who are working as bank presi-
dents, dociors of medicine, engineers, lnwyers, and the like.

Although this index has not been adeguately tested for use in
Puerto Rico in terms of establishing v “d social status categories,
it is believed that it can serve in two important aspects: first, as a
basis for c. ~aring achievement and ability of different groups of
students, and second, to estimate the extent of “deprivation”
among Puerto Rican childrrn compared to children in the main-
land United States.

The findings of this study, in most part, are in terms of level
of social status of children as related to variables under consider-
ation.

.
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SunmMaRy oF Prixcipal FINDINGS

Reading acnievement and general ability ncasures of first and
second grade students were related to variables of sex (2), age
level (4), zone of residence (2), social status (4), and to prior first
grade experience (kinderkarten, Headstart, none), and repeating
the grade.

Reading achievement of third grade children was related to’

sex, zone of residence, and tvpe of school organization.

An analysis of the data provides us with answers to questions
posed above.

1. Formal school experiences prior to entering the first grade
do seem to result in greater reading achievement and
lecel of general ability of children in the first and second
grades. When mean scores on the reading and general
ability tests are examined, it was noted that at all social
status levels (with e exception), the longer the period
of “pre-schooling” wi. greater the attainment in reading
and general ability. (See tables 1A-D). This finding
holds true at both the first grade as well as the second
grade, and +holds constant when examined by sex and
zone of residence, as well as by age level, except over-age

children.

Kindergarten. trained children read better and have
higher ability scores than Headstart trained children; and
the latter in turn, read better and have higher ability
scores than children with no “pre-schooling.” The dif-
ference of 26.00 score points in reading between the mean
of 55.25 of lowest social status first grade no “pre-scliool-
ing” children, and the mean of 88.25 of medium high
first grade children with kindergarten indicated two
separate populations of youngsters. The difference of
about 2 score points in reading of second graders with
Headstart over those with no “pre-schooling” is significant,
and constant at all social status Ievels. These -data, then,
do appear to indicate that “pre-school” training, even on
as limited a scale as that provided by an cight-week
Headstart program does make for significant increase
in conceptual abilities. Furthermore, gains in reading
skills and gains in conceptualizing are meintained for a
period of two years, at least, until the end of the second
grade. '
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Urban children read better and have higher level of
general ability than hace rural children.

Although the department has had test data for a
number of years which show the same results, it is now
possible to make analyses in terms of social status. Again
the same trend was found: with an increase in social
status of students there is a corresponding increzse in
mean reading achievement and mean tested general
ability. (See Tables V A-D.)

The mean scores in reudfng of rural lowest social
status first and secona graders differ by more than one
standard deviation from the mean scores in rcading of
wrban medium high. social status first-and second graders.
The difference in mean general ability of the same groups
is almost one standard deviation. .

It-must be pointed out, however, that about 10 per-
cent of rural children at the lowest social status read at the
average level of urban medium high social status children.

Rural children, in general, seem to be among the
most educationally deprived of all school children.

Girls are better readers than boys, although they do not
seem to differ in level of general ability. .

When the results in reading and general ability are
analyzed in terms of boys and girls in wban and rural
schools (Tables VI A-D), it was found that urban girls
at all social status levels are superior readers to boys
within the same residential zone. Although urban boys
surpass rural girls in reading in both grades at all social
status levels except medium high social status second
grade, the differences are not great.

On the other hand, the differences in mean general
ability between boys and girls, in both_grades and at all
social status levels is small, and in favor of the hoys.

It is now possible to state unequivocally that the
rural boy, coming from a home where the head of the
family has had three years or less of schooling, and, if
employed as an unskiﬁed farm laborer or the like, the
child is likely to be the most deprived among all deprived
children.

Yet even among these “most deprived” boys there
are about 15 percent who are reading at a level com-
parable to-the average urban girl at the same social

_statuslevel. L o
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4.

Large numbers of children after two years in the first,
second and third grades are inferior readers to those
children spending only one year in the grade.

The practice of holding back children (non-promot-
ing) in grade so that they may have more time to attain
achievement norms does not appear to be supported by
test results in reading. Mean scores of children repeat-
ing the first grade (11% repeating), the second grade
(10% repeating) and the third grade (10% repeating)
are far inferior to the mean scores of children who have
spent only one year in grade. (See Tables VIIA-D for
first and second grade results.)

One striking finding shows that at the first grade .
the repeaters are at the same mean level in general ability
as that of the non-repeaters, although lower in reading
achievement.

Furthermore, most of the repeaters (about 75%)
are concentrated in the lowest social status level.

Children who are not yet six years of age when they enter
the first grade read as well or better than those children
who enter at the normal age for the grade.

One of the surprising findings was the relatively
large number of “under-age” children, ie., those who
entered the first grade before reaching the age of six,
and their comparatively equal achievement in reading
to their older peers in both the first and second grades.
(See Table VIITA.)

About 18 percent of the first grade and 13 percent of
the second grade are included in. this group. In both
general ability test results and ‘in mean sccres in reading
they were practically on a par (or superior at some
social status levels) with the rest of their grade groups.

An interesting finding, however, was that only 50
percent of the first grade “under-agers” feli in the lowest
social status, compared to 63 percent, 79 percent and 85
percent, respectively of these children ages 6-7, 8-9,
and 10-i6. (See Table VIII B.) S

Children who attend school six hours a day are generally
much better readers than children who attend classes
three hours a day.

#It has long been assumed, without direct objective
evidence, that there is a close relation between time spent
_in.school..and. attainment .of basic .skills. .According. to.
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results in reading in Spanish on an iskind-wide test ad-
ministered to more than 60.000 third grade children in
March 1967, the results definitely verified that assumption.
(See Table IX.)

With the exception of rural children attending single
(six hour) and interlocking (5 hour) programs where
the latter attained slightly higher mean scorcs than the

, former, the mean reading scores increase according to the

nuinber of hours spent in school.

The apparent rural single — interlocking discrepancy
may be accounted for if we were to analyze the results in
terms of social status which was not available for the

third grade.

We observe in these third grade reading results a
possible answer to some of the urban — rural differences
noted in the first and sccond grades where information of
type of school organization was not at hand.

IMPLICATIONS

The evidence drawn from the findings on reading test results
of children in the first three grades of the elementary school, and
analyzed in relation to relevant variables of age, sex, zone of
residence, social status, and type of school organization, should

lead to

a thoughtful contemplation of a number of implications

for educational practice.

1L

Extending kindergarten and Headstart types-of programs
(preferably the former) to greater numbers of children
will lead to later dividends in increased level of general
ability and more effective reading skills.

Priority of “pre-school” education should be directed to
(1) rural children with the lowest social status; (2) urban
children with equally low social status,

The differences between boys and girls in reading may
mean a close look at (1) reading materials; (2) teaching
methods; or (3) possible segregation for reading. The
fact that a large proportion of the repeaters are boys who
are also poor readers leads to the inescapable conclusion
that many of these boys will be early school leavers.
There is a possible danger that by, enrolling some students
in kindergarten and Headstat, thus giving an initial
advantage to a favored group, may be discriminating
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against some children who might be adversely affe -ted
when they have to compete with their more favored peers
in the first grade. '

5. Thelarge urban-rura] differences in reading are related,
undoubtedly, to double en "ment, and lead to greater
numbers-of rural children wh leave school before com-
pleting elementary school.

6. If greater time in school leads to greater reading effective-
ness, then school construction projects to climinate double
enrollment is justifiable.

7. Major attention and priority should be given to repeaters
and potential repeaters. How can educators appioach the
formidable task of improving reading skills of so many
youngsters? Automatic promotion, as bitter expericence

i has shown, is not the answer. Remedial reading is a costly
. ﬁ palliative. The non-graded school, if it is to be cffective,
; calls for radical changes in teacher behavior.

Puerto Rican education must try to identify why
these children are having difficulties in learning to read.
: Physical causes? Emotional? The data now being gath-
i ered in, the 21 district sample may provide the necessary

clues.

If the Agency can not find effective ways to improve
reading skills of primary scheol children, Puerto Rican
schools can look forward to the unhappy prospect of con-
tinued poor retention.

ing? The evidence shows that many children are able
to initiate systematic learning experiences before the age
of six. How can it be determined who are most likely to
succeed? If the selection process is not careful we may
tend to choose those from among the higher social status

|

§ 8. What is the optimum age for beginning formal school-
|

'

f levels. :

i

9. Some children from thc lowest social status achieve as
well as children from the highest status:

(a) what are the characteristics of these children who

% achieve in spite of unfavorable environmental
. conditions?
Q
]:MC (b) what can be learned from these children that may

help in devising programs for the poorer achievers?
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10. Solutions, to problems presented by evidence gathered

for this study may call for radical departures from trads-
tional educational practice,

TABLE 1V A

ReADING AcmEVEMENT® oF FIRST GRADE STuDENTS
AcconrpING TO KIND OF PRIOR EDUCATIONAL EXPERIENGE,
By Socio-Econoaic Level, ApriL 1967

Prior School SOCIO-ECONOMIC LEVEL

Experience Lowest Med. Low Med. Med. High All
N 583 664 163 137 1547
Kinder Mean 6338 76.62 80.22 81.95 69.92
S.D. 22.09 23.57 2117 21.01 2336
: N 1678 916 104 8 2771
. Headstart Mean 5839 63.89 6996 7548 61.09
: S.D. 20.29 20.32 2127 922.14 20.82
: N 3946 1653 225 183 5957
; None Mean 55.25 61.02 65.04 72:26 57.60

) $.D. 1990 2095 19.18 20.45 20.52

® Test. Destrezas Basicas en Lectura

TABLE IV B

READING ACHIEVEMENT® oF SECOND GRADE StTUDENTS
AcCCORDING TO KIND OF PriOR EDUCATIONAL EXPERIENCE,
By Socio-Economic LeveL, ApriL 1967

o e e e SNk s e e

Prior School SOCIO-ECONOMIC LEVEL
Experience Lowest Med. Low Med. Med. High Al
, N 361 585 183 99 19298
{ Kinder Mean 43.24 50.23 51.61 5838 490!
5 1 S.D. 18.21 1803 1697 17.18 1833
| N 1080 624 97 35 1836
i Headstart Mean 37.24 4277 4596 35229 389.86
: S.D. 17.44 1843 1809 2277 1824
H
| N 5784 2631 803 200 8918
; None Mean 3532 4064 44928 51.64 3756
o ' : S.D. 17.26 1862 1896 18.65° 1809
® Prucba de Lectura, Nivel 2, Serie Interamericana )
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TABLE IVC

ResuLts OBTaiNep oN THE Pruesa CoLectivA PUERTORRIQUENA
pE Caracipap MentAL BY FIRST GRADE Stunents
AccorpixG To Prior EpucatioNaL EXPERENCE anp
By Socio-Economic LEvVEL, January 1967

Prior School SOCIO-ECONOMIC LEVEL

Experience Lowest Med.Low Med. Med. High All
N 734 823 201 156 1914
Kinder Mean 31.38 34.03 3655 36.63 33.49
S.D. 7.57 6.92 6.19 568 ° 7.26
N 2218 1140 123 69 3550
Headstart Mean 20.83 32.06 33.44 3386 3073
S.D. 7.81 7.16 6.87 7:19 7.66
N 5716 2341 326 170 8553
None Mean 28.69 31.11 3219 3475 29.60
S.D. 8.00 7.83 7.10 6.30 8.01

TABLE IVD

REesuLTs OBTAINED ON THE PrUEBA COLECTIVA PUERTORRIQUENA
pE Tapacinap MENTAL BY SECOND GRADE STUDENTS
AccorpinG TO Prior EpucaTioNAL EXPERIENCE AND
By Socio-Economic LEvVEL, ApriL 1967

Prior School SOCIO-ECONOMIC LEVEL
Experience Lowest Med. Low Med. Med. High Al
N 399 642 179 96 1316
Kinder Mean 40.75 43.10 44,18 45.08 42.68
S.D. 6.10 5.25 4.50 5.56 5.62
N 1279 655 91 32 2057
Headstart Mean 38.71 40.85 41.65 4059 39.55
S.D. 6.83 591 6.40 7.89 6.64
N 6710 2886 328 198 10122
None Mean 38.11 89.81L. 40.95 4264 38.81
7 SD o 6.81 ) 6.48 630 612 681
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TABLE VA

Reaning AcHIEVEMENT® oF UrsaN axp Runai. FIRST GRADE
StupeENTSs BY Socio-Ecoxoyic: Leven, Apmin 1967

SOCIO-ECONOMIC LEVEL

Zone Lowest Med. Low Med. Med. High Al
N 2007 1760 348 256 4371
Urban Mean 59.96 6632 7414 7751 6468
S.D. 2130 2222 2114 2194 2233
N 5342 1837 169 104 7452
Rural Mean 5537 6045 65.02 7210 37.07
. S.D. 1953 20.13 1995 2075 19.94

° Destrezas Basicas en Lectura

TABLE VB

READING ACHIEVEMENT® OF UnBAN AND Runrar SECOND
GRADE StupenTs By Socto-Econonzic Lever, ApmiL 1967

SOCIO-ECONOMIC LEVEL

Zone Lowest Med.Low Med. Med. High Al
N 2517 2205 405 238 7365
Urban Mean 3796 4487 4840 5445 42.32
S.D. 1845 1864 18.13 1794 19.08
N 5691 2002 210 106 8009
Rural Mean 83.80 3772 41.62 50.65 85.21
S.D. 16.61 1835 1894 21.05 17.839

° Prueba de Lectura, Nivel 2, Serie Interamericana

TABLE VC

Resurrs OBTAINED ON THE PrRUEBA COLECTIVA PUERTORRIQUENA
pE Caracipap MENTAL BY UrsaN anNo Rurar FIRST GRADE
StupEnTs BY Socio-EcoNomic LEVEL, January 1967

SOCIO-ECONOMIC LEVEL

Zone Lowest Mecd. Low Med. Med. High All
N 2876 2437 470 276 6059
Urban Mean 30.80 8284 3485 8597 3217
S.D. 7.54 7.20 6.70 6.29 7.54
N 7221 2328 216 181 9896
Rural Mean 2878 3093 81.75 33.84 290.42
S.D. 7.97 7.80 77%2 6.35 7.9?
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Resurrs OBTAINED ON THE PrUEBA COLECTIVA PUERTORRIQUENA
pE Caraciman MeNTAL BY UnsaN axp Runar SECOND
GRADE Stunents BY Socio-EcoxoMic Level, AprriL 1967

Zonce

Urban

Rural

N
Mecan
S.D.

N
Mean
S.D.

SOCIO-ECONOMIC LEVEL
Lowest Med.Low Med. Mcd. High Al

2010 2419

39.53 41.70

6.44 5.74

6688 2212

37.75  39.07

6.95 6.64
TABLE VIA

406
42.67
5.86

229
40.38
6.34

242
43.69
6.28

100
4179
6.20

5977
40.79
6.26

0229
38.18
6.90

ReaniNG ACIIEVEMENT® oF UnBan aND Rural Boys ann Gires
IN TuE FIRST GRADE sy Socio-Economic LeveL, Aprmin 1967

Zone
Urban
Girls
Boys
Rural
Girls
Boys

° Destrezas -Busicas en Lectura

N
Mean
S.D.

N
Mean
S.D.

N
Mean
S.D.

N
Mean
S.D.

SOCIO-ECONOMIC LEVEL
Lowest Med. Low Med. Med. High  All

992
61.42
21.51]

1015
58.53
21.00

2586
56.87
19.50

2756
53.96
19.45

854
68.54
22.24

906
64.23
22.01

897
63.20
20.17

940
57.83
19.76

179
75.98
21.72

169
72.20
20.40

88
67.56
18.62

81
62.27
21,07

118
79.19
2132

138
76.07
21.94

44
79.05
20.87

60
7213
20.83

2143
66.45
22,51

2228
62.97
22.03

3615
58.88
19.94

3837
55.37
19.79
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Reapine AcmpevenmexT® or Urpax aND Rural, Bovs axp Gines
In e SECOND GRADE ny Socio-EcoNoanc LEveL. Avii. 1967

Zone
Rural
Girls
Boys
Urban
Girls
Boys

N
Mean
S.D.

N
Mean
S.D.

N
Mean
S.D.

N
Mean
S.D.

SOCIO-ECONOMIC LEVEL

Lowest Med. Low

1245
39.93
18.68

1272
36.0-4
18.03
2775
36.31
16,74

2016
31.41

13.12

1066
$7.26
18.32

1139
42,64
18.67

922
40.37
18.80

1080
35.46
16.10

° Prueha de Leetura, Nivel 2, Serie Iintermmericana
1]

TABLE VIC

Med.
191
351.36
17.37
a2l
A7.75

18.43

109
43,17
19.17

101
3095
18.63

Med. High
1.4
56.31
15.38

124
52,73
17.43

57
5446
19.45

49
{6,232
22,14

All
2616
440
19.02
2749
10.28
18.83

3563
37.74
17.47
1406
32.84
16.99

Resurrs OraiNep oN THE Pruesa Covrcriva PUERTORRIQUENA
DE Capracipap MenTaL BY UrsaN axn Runan Bovs axp Ginus
IN e FIRST GRADE 1y Socio-Econozic Leven JaNuany 1967

Zone
Urban
Girls
Boys
Rural
Girls
Boys

N
Mean
S.D.

N
Mean
S.D.

N
Mean
S.D.

N
Mean

S.D.

SOCIO-ECONOMIC LEVEL
Lowest Med.Low Med. Med. High All

1394
30.93
7.57

1482
30.67
7.89

3423
28.68
7.80
3798
28.86

- 8.11

1145
32.71
7.16
1292
32.96
7.24

1109
3116
777

1219
30.78
7.82

238
34.84
6.98

242
34.85
6.45

110
31.24
7.60

106
32.27

7.24

130
35.68
6.66
146
36.22
'5.95

55
33.87
6.57

76
53.82
623

2897
32.15
7.45
3162
32.18
7.61

4697
29.39
7.87
5199
29,44
8.07
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TABLE VID

ResuLrs OsraINep ox 1ue Prussa Covkenva PusrroniQuena
pE Caracioan Mentan By Uasax axp Runat. Bovs axn Ginws
IN rie SECOND GRADE sy Socio-Ecoxoyic Lver, Apnn. 1967

SOCIO-ECONOMIC LEVEL

Zone Lowest Med. Low  Mced, Med. High Al
Urban N 1386 1154 190 13 2852
Girls Mean 39.20 4152 4245 43.98  40.56
S.D. 6.22 587 5.57 6.48 6.21
N 1524 1265 216 120 3125
Boys Mean 39.83 J41.86 4286 43.69  41.00
S.D. 6.63 5.62 6.11 6.09 6.2y
Rural N 3154 1016 118 54 1336
Girls Mean 3740  39.09 .77 4267 37.97
S.D. 6.98 6.42 u.47 5.81 6.89
N 3534 1196 "7 46 4893
Boys Mean 3508 389.06 40.57 NT6  38.40
. S.D. 6.90 6.83 6.17 6.54 6.89

TABLE VII A

CoraramsoN or ReapiNe AcmeviEMeNT AND GENERAL Aty
Or Stunknts Repearine tig FIRST GRADE wirn i Finsr
Grane Stunexts By Socio-Econoane Leve, 1967

SOCIQ-ECONOMIC LEVEL

Test Category Lowest Med. Low  Med. Med. High Al

b Al N 10097 4765 686 407 15955

ooue - Fist  Mean 2035 3191 38387 3528 30.46

olectivit  Grade $.D. 795 756 708 68 789

Ny N 1221 362 27 L1618

Capacidad 3 eaters Mean 30.33 3213 3604 35% 3085

S.D. T8l 743 690 528 7.7

All M 7349 3597 517 860 11893

Destrezas First  Mean 5662 6332 7116 7594 59.88

. Basicas Grade S.D. 20.13 2138 18 217 2107
DY T en N 989 277 15 1z 1203
ERIC ' Lectura  Repeaters Mean 5540 5687 69.20 6200 3637
T SD. 1861 1693 19.06 2434 1844
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TABLE VII B

CoMPARISON OF READING ACHIEVEMENT AND GENERAL ABILITY
OF StupenTts REpEATING THE SECOND GRADE wrti ALl SECoND
Grabe STupenTs BY Socto-Eccivomic Levet, 1967

SOCIO-ECONOMIC LEVEL

Category Test Lowest Med. Low  Med. Med. High Al
All N 9598 4631 635 342 15206
3 ’l“"‘{“ Sccond  Mean 3829 4044 . 41.84 4313  39.20
Co f]‘é““‘ Grade S.D. 685 632 613 631 677
o N 1152 404 30 12 1598
Capacidad p penters  Mean 38.02 3920 39.83 4167 38.38
S.D. 682 625 667 697 6.70

All N 8208 4207 615 344 13374 1
Prueba Second Mean 35.08 4147 46.08 53.28 38.06
de Grade SD. 1730 1884 18.68 1900 18.40
Lectura N 933 320 26 8 1287
Nivel 2 Repeaters  Mean 23.08 3022 2981 33.13 28.68

S.D. 1448 1527 1589 1488 14.73

TABLE VIII A

READING ACHIEVEMENT® OF FIRST AND SECOND GRADE STUDENTS

) WHo wWERE UNDER AGE AT TIME OF BEGINNING THE GRADE, aS

: CoMPARED TO READING ACHIEVEMENT OF CHILDREN OF NORMAL
GrapE AGE, BY Socio-Ecoxomic Stubknts 1967

SOCIO-ECONOMIC LEVEL

e R i

Grade Age Lowest Med. Low Med. Med.High Al
1 N 1096 781 189 123 2139
: Under X 5523 6281 6924 7870 60.26
: 6 S.D. 20.68 21.69 1974 2058 2191
: N 5361 92614 364 229 8568
. 6-7 Mean 56.60 6374 7198 74.84 59.92
i S.D. 1991 2138 21.69 2207 21.06
: 11 N 913 759 168 109 1949
¢ Under Mean 8578 43.14 46.81 53.69 40.58
! 7 S.D. 17.11 1871 17.34 1743 18.50
N 5842 3051 429 298 9550
7-8 Mean 35.68 42.03 46.18 35360 38.61
S.D. 1741 1873 19.0) 1964 18.43

® First Grade: Destrezas Basicas en Lectura
Second Grade: Prucba de Leetura, Nivel 2, Serie Interamericana

F ?e,»w R e SR
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TABLE VIII B

o‘/

N o~

DistriButep BY PercexT oF FIRST GRADE STUDENTS BY AGE
AnDp Socio-Econoaic LEVEL, ApriL 1967

Age
Under N 1096 781 139 123 2139
6 7 512 365 65 57 (18.1)
6.7 N 5361 2614 364 229 8568
- % 627 305 42 96 (724)
8.9 N 1 175 12 8§ 92
- % 788 189 13 10 (78)
N 165 o7 ) 0 194
10-16 9, 850 140 1.0 0 (L6)
Al N 7349 3597 517 360 1185
9 62 30 4 3 (L)

TABLE IX

: Reapine AcmieveMENT® oF THIRD GRADE STUDENTS By
TyPE oF ScHoOL ORGANIZATION AND
UrsaN AND RuraL REesipEnce, Marcu 1967

SOCIO-ECONOMIC LEVEL

; Organization Urban Rural Private
N 6907 6545 1,906
; Sing]e Mean 53.76 44.20 71.41
; S.D. 19.81 19.15 16.93
{ . N 4,409 1,861 58
| I "{u?' Mean 52.02 45.30 69.98
; ocking S.D. 19.60 19.64 14.95
! N 1,151 7,510 76
; Double Mcan 45.72 41.24 69.46
; SD 20.37 19.11 14.86
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FOREWORD

The concept of planning as a process has applicability to edu-
cation systems at all levels, ranging from the local school system
at one end of the organizational continuum to the U.S. Office of
Education, at the other end.

Not only is this report valuable for state education agencies,
but by replacing SEA (which stands for State Education Agency),
wherever it appears in this report, with LEA (Local Education
Agency) or other letter symbols representing the reader’s level of
school organization, the planning process concepts presented are
worthy of any educator’s serious consideration.

This report is disseminated witl: the hope that it will stimu-
late school leaders to focus attention upon the area of planning
as an emerging process which can support educational decision
making as a leadership function.

PauL F. JonnstoON
State Superintendent of
Public Instruction
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INTRODUCTION

The format of the Towa report is desigred te indicate the
outcomes of a one year studv as they relate to the Iowa state
education agency’s objectives,

Table 1 shows the outline rationale utilized for this report.
This representation may help the reader to better understand
how the material in each of the sections of this report is related
to the overall objectives of the multi-state project.

TABLE 1

ORGANIZATION OF MATERIAL CONTAINED IN

THE IOWA REPO

RT

CONTENTS OF
REPORT

IOWA STATE EDUCATION
AGENCY (SEA) OBJECTIVES

RELATED MULTI-STATE PROJECT
OBJECTIVES

CHAPTER |

Camprehensive
Planning:
A perceived
need

Identify the mast feasible way in
which the lawa SEA may imprave
its capability and funetianal
aperatian far planning,

Identify o variety of ways by
which state education agencies
may arganize far planning.

CHAPTER 2

Planning:
Functions
Processes
Techniques

Identify basic pracess cancepts by
which planning may be apera-
tionalized for the purpase af pra-
viding infarmatian required ta
support all levels of SEA

_d'ecision making.

¥

tdentify saurces of data inputs
which are necessary 1a suppart
the planning functian.

Identify pre.dses and techniques
necessary far planning in State
Education Agencies,

CHAPTER 3

Structure

Identify desirable arganizational
structure and rale of planning unit.

Identify desirable place of plan.
ning unit far line ar staff rales
within the SEA arganizatianal
structure.

Identify the in-agency rale of a
planning unit and its relatianship
ta ather aperating divisians.

CHAPTER 4

' Staff
: Development

Identify anticipated planning unit

staff respansibilities and develop
descriptians af related planning
unit staff campetencies,

tdentify in-service training require.
ments essential ta;

maintaining in-hause planning unit
stoff campetencies at o desired
level

praviding leadership far aut-af.
hause pubfic schaal agencies
development of planning
capabilities,

Identify inter-agency relatianships
and linkage ta ather state ar
regianal planning missians.

Identify the persanne! skills ar.d
campetencies needed for planning.

CHAPTER 5

¢ Recommen-
dations

Identify ideas to be explared far
shart, intermediate, and lang
range goals whereby practical
planning capacities of the SEA
may be develaped in keeping
with anticipated demands placed
upon SEA decision makers by the

Repart variety of SEA Planning
Strategies in Multi-State CPSEA
Publicatian, ’

real world environment,




At

CHAPTER 1
Comprehensive Planning: A Preceived Need

Josepu WaoLvek ©

In the State of Towa, planning and programming by the State
Department of Public Instruction are .l(,tl\’ltl(.s which are author-
- ized by legislation.!

During the 1963-66 school vear, a new organizational structvze
for the State Education Agency (SEA) was adopted by the State
Board of Public Instr uctmn This reorganized structure included
a Planning, De \'c]()pmcnt, and Evaluation staff (see Fig. 1). The
structural (lcswn is such that this stafl, consisting nomm.ll]v of cight
consultant p()sltlons is directly 1(-sp()ns|hlc to th(. State Supcnn-
tendent with secondarv 1 csponsll)lhtws to the branches in the

; Department, both ducctly and through the Office of Assistant
' Superintendents.

¢ The primary purpose for which the Plamning, Development,
; and Evaluation staff was created, was the development of new
; programs and concepts of education as assigned by the State Su-
s perintendent of Public Instruction.

j Individual staff members were assigned to top priority tasks,

such as assisting the sixteen Area L(lnc.ltu)n Districts with probh-
lems directed to the improvement of education, implementing a
Study of Elementary and.Secondary Education in Towa, planning
and developing of a reorganized program of vocational rehabilita-
tion services as an mt(,gr.\] component of the SEA, developing
school standards in cooperation with the Advisory Committee on
Standards, assisting school officials in rcsc.nrc]nn" legal statutes
and opinions, editing the quadrennial edition of Schoo] Laws of
Towa and departmental rules for the Departiment Rules Review

° Joseph Wolvek was formerly consultant fo: the Comprehensive Planning Project
and presently personnel” officer for the dowa State Department of Public
Instruction.  Mr. Wolvok trained in speech pathology and  audiology  at
Brooklyn College and the University of Oregon and has completed advaneed
lll\"ll(,h()ll in curriculum coordination at the Umw-mt\' of Northern Towa. He
has published articles in Midland Schools the Journal of the lowa State
Education Association, and in the Towa Medieal Journal,

1 School Laws of fowa, State of Town, 1966, (Section 257.9 xul)\c(,tmn I: Seetion
257.10 subsection 6, 7, 8, 9; Section 237,17 subsection 2, 3; Section a57.18

)
Y subsection 18.)
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Comprehensive Planning, Department of Public Instruction 3

Committee, and assisting in the planning and development of
strengthened departmental relationships with various federal,
state, and community programns.

The above assignments have been carried out in depth by
individual planning  staff consultants, leaving only a limited
amount of time in which to coordinate the overall task of general
planming for the SEA.

Early in 1967, the lowa Superintendent of Public Instruetion
discussed with a number of other chief state sehool officers a felt
need to develop a practical and systematic procedure for educa-
tional planning. Discussion focused on designing and implement-
ing SEA planning staffs to identify ways which would guide pro-
spective future state educational plaming activities into those
channels showing the greatest promise for identifving and attain-
ing desirable objectives. The result of these talks was a cooperative
effort through a multi-state project to identify potential models
for developing specialized planning capabilities in SEA's. The
multi-state and Towa project objectives are shown in Table 1. The
multi-state activities included a training progran attended by the
project staff from cach of the cooperating states; periodic meetings
of project staffs to share ideas, experiences, and problems; and as
the project neared termination the planning of a summary report
defining comprehensive educational plauning and a descriptive
model of a Comprehensive Planning Process for cach of the co-
opcruting state education ugcncics. These state rcports were to be
published in a combined multi-state document. Its purpese was to

indicate some of the ways possnl)’ic by which state education

agencies might develop a comprehensive, integrated educational
planning program. Such programs to be directed toward achieving
maximum  utilization of resources in the development of state
educational programs and in providing optimum services and
leadership to the local school systems.

This chapter is a description of the methods emploved by the
Towa project to achieve the project objectives.

InvpLIcATION FOR CHANGE

The expressed intent of the Towa SEA for participating in
the multi-state project was to improve its overall planning capa-
bilities. ‘This objective was formulated because of a felt need for
change, which may have heen motivated by reasons ranging from
identified gaps in the planning capacity of the SEA to the desire
to restructure planning outcomes. It “included also a desire to
provide a greater range of realistic decision alternatives for SEA
policy makers and administrators. Whatever the reason or reasons,
the Towa project staff helieved that the ability to cffect change
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for planning was as essential to the SEA as the identification of

- objectives underlying the improvement of its planning capabilitics.
For this reason, the project staff has heen guided, both in the con-
duct of the study and in the identification of SEA ohjectives, by
a set of principles wpon which cffecting change depends. The
principles identified and used may be summarized as:

1) Change implies movement from what is now to what
might be. Before change for an organization is indicated, one
must have

a) a valid understanding of what is now,

b) a valid understanding of what might be in terms of:
what is desired by the real world encironment, and
practical specifics at the functional or overational
level of the organization, and

c) a reason for change in terms of a valid understanding
of what is desired by the real world environment that
is not being accomplished by what is now,

2) Change withont trauma is best cffected gradually, paced
to an organization’s ability to accept and assimilate it.

3) Change is best accepted by an organization if it comes
from within as a result of felt need by the organiza..on elements
that control its ability to change.

3 4) Change is best assimilated by an organization if the

3 change provides empirical evidence that it:

i a) endures the test of time in achieving desired ends, or,

]

‘ b) sets the stage upon which acceptance of sequentially

: related phases of change depend.

{

.

ESTABLISHMENT OF SEA PLANNING CRITERIA

¥

' Before the project staff initiated construction of a planning

; model suitable for the SEA, a sct of planning criteria was drafted,

i based upon (1) the principles of change identificd carlier, and (2)
Q ; validity feed-back information we had received from clements in

i the SEA system, as indicated in the document hisory of the

criteria.

i
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A STATEMENT OF BASIC PLANNING PRINCIPLES TO
SERVE AS CRITERIA FOR STATE PLANNING
PROJECT STAFF EFFORTS!

Document History

Submitted to For Purpose Action Taken
State Superintendent Review and
Mr. Paul F. jolnston Evaluation Approved
Mr. Walter T. Edgren
Assistant Superintendent Assessment Excellent

Dr. LeRoy Jensen
Assistant Supcrintcndcnt Assessment Good

Associate Superintendents
(Cabinet) Assessment Positive Consensus

Snpcrvisory & Professional
Personnel of SEA Assessment Positive Consensus

Definition of Terms

Comprehensice
(Exists in two dimensions: Depth and scope)

a) Depth: the application of a detailed systems analysis
coneerning any given problem or set of related prob-
lems. (Depends upon logic model indieating se-
quential structure necessary to the ordering of
identification, study, and analysis activities.)

h) Scope: the identification of present or anticipated
problems,

Input (s)
Refers to material which a process utilizes.
Model
A generic pattern which may be applied to a specific
process or rclated sét of processes.
Planning
A process of preparing information in the form of a set

of alternatives and consequences of alternatives to aid in
decision making.

Problem
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Process .
An analvtie activity which ntilizes material provided for
the purpose of producing a desired product.

Scientfic Method
A process for i(!clltif)'illg: needs, related problems. pos-
silsiz solutions, “md testing the validity of solutions.
1 .

Siistem
Thie .um total of elements working independently and
interdependently within an Covironment to which a prob-
lem may be directed.

Valid
Consistent with reality.

List of Criteria

It is the responsibility of the State Education Agency to
develop a comprehensive, integrated educational planning
program aimed at achieving maximum utilization of resources
in the development of the Stae educational program and
providing otpimum services and leadership to the local, inter-
mediate and arca systems.

Comprehensive planning js a research oriented service
funetion undertaken on behalf of policy and decision makers
in need of valid information which is pertinent to their tasks.

A comprehensive planning unit works to provide informa-
tion that may be utilized vithin the structure of cxisting
organization.

The infermation produced as a result of comprehensive
planning to help identify a solution to a problem must be
consistent with the underlying causes of the problem, and
must not be distorted due to an inadequancy or bias of the
planning process itself.

Valid inforination is gained from involving factors of the

environmental systemn related to a problem, and not from as-
sumptions made by planning personnel.
“Long range (planning)” and other modifiers are not
characteristics of the planning process. Such modifiers are
most appropriate in describing the nature of a problem input
which at times may be subjected to the planning process.

Althnugh the process of good decision muking at all
levels of administration utilizes the model of the scientific
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method, the nature of decisions at various administrative levels
varies, thus requiring different information as a result of
different problem inputs.

From the viewpoint of feasibility and cfficiency it is
desirable for cach major level of organization. ie., local school
district, intermediate school structure, arca school district.
state education agency, regional multi-state area, and U.S. Of-
fice of Education to develop plaming units designed to cope
with the variety of problems encountered at cach respective
level.

To maximize comprehensive planning it is desirable to
maintain an efficient communications network between the
different levels of educational organization and between
social institutions, industry, and governmental agencies en-
gaged in activities which are of concern to education.

The-administrative  structure (SEA) which has legal
authority f'(_)r implementing a planning unit should identify
a geueric/model which is indicative of:

1) a delincation of scope of functions in which the unit

is to engage;
) the administrative structure of the unit;
the place of the planning unit in the organizational
structure;
) a description of responsibilities of unit personnel
) a deseription of desirable professional background
of each member of the unit
and a description of adequate support services and
nccessary housing rcqniremcnts‘

[V I A
~

Ut

D
R

COMPREHENSIVE EDUCATIONAL PLANNING

JLANNING CONCEPTS

Among the first tasks facing the SEA project staff was the
formulation of a valid operational definition of the activity to
which the project was addressed. In identifying what is meant by
comprehensive educational plamning as it relates to the SEA, staff
members <tudied definitions provided in literature from a varicty
of sources; considered concepts of experts which were presented
in *he multi-state project training sessions; and obtained opinions

1, Statement of Basic Planning Principles to Serve as Criteria for State Planning
Project Staff Efforts, lowa Project Unit, CPSEA, Document Index No. 1,
August 7, 1967.
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from elements of the real world environment. Opinions were
solicited from policy and administrative decision makers from
a variety of educational institutions, including the SEA, and rep-
resentatives from a cross section of political, social, business. and
industrial agencies »nd institutions located within the state.

Two concept were prevalent, which served to dichotomize
the definition of the term “comprehensive educational planning.”

The first concept was dubbed traditional. 1t defines planning
as a method for carrying out a pre-determined design. Proponents
of this concept tend to see comprehensive educational planning
as a master blueprint indicating all of the goals worth achieving
and the methods for attaining them.

The second concept was dubbed emerging. Tt defines plan-
ning as a multi-level process for providing information upon which
decision making is dependent. Proponents of this concept tend to
see comprehensive educational planning, focusing at one level
upon information concerning the identification of worthy objec-
tives, goals, and desires of the real world environment. At another
level, it focuses upon providing information which would identify
the best possible allocation of resources and time necessary for the
aitainment of specified performance. At a third level, it focuses
upon information necessary to the evaluation of performance, or
goal attainment.

The next step for the project was to draft an operational de-
finition of comprehensive educational planning consistent with the
principles for effecting change identified earlier and to which the
planning staff was committed. This definition focused upon
three important factors: educational planning, problem inputs.
and comprehensiveness.! .

Educational Planning. a process of preparing information in
the form of a set of alternatives together with estimates of the
consequences of these alternatives, to aid in decision making for
educational policy formulation and administrative action.

Problem Inputs. for purpose of decision making, a problem
input is any event or activity that occurs or develops in a manner
which deviates from a desired objective or goal.

Comprehensive. this term is defined with regard to both
scope and depth:

1 Joscph Wolvck, Orientation to the Planning for Educational Priorities in Iowa
Conferenze, Department of Public Instruction, Pub. No. 7670-840CP (Des
Moines, Towa, July 27, 1967), p. 3.
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1) scope: recognizing human limitations for identifying all
clements which the term compichensive implies, it is essential
that the planning process is designed to allow for:

a) continuous renewal and updating as integral com-
ponents of the process and,

b) effective processing of problem inputs that may be
encountered in the future.

2) depth: the application of a detailed analysis concerning
any given problem input, or sct of related problen) inpits which
will, (a) define-such inputs in a logically sequential order prereq-
uisite to the identification, study and analysis of the underlying
causitive factors with which the planning process must be con-
cerned and (b) perform the identification and study of related
factors requisite to decision making consistent with the world
of reality.

OPERATIONAL DEFINITION .

Comprehensive educational planning is a process to produce
valid information in the form of alternative courses of action,
together with predicated consequences of such alternatives, to aid
decision making by those engaged in educational policy formula-
tion and administration. The process should be capable of provid-
ing information relative to any educational problem input and
should incorporate self rencwal and updating as essential features.

It was important that this operational definition be tested with
the real world environment. This test would be conducted to
ascertain if it would be acceptable and, in that sense, a valid con-
struct for effecting change, or if it would be rejected, thus barring
the possibility of operational application* This and other tech-
niques utilized in the study which provided a basis for testing
concepts with elements of the real world environment (RWE) will
be referred to in the remainder of this report as calidity feedback
looping. (See Appendix B for a model indicating how the com-

2 At this point it is appropriate to indieate that the project staff attempted to
validate all of the concepts which have emanated from this study. Realizing
that the concepts for planning with which the study was concerned mostly
dealt with non-quantifiable data, great care was taken to design tests of
validity which were consistent with the logic of a rescarch approach. This
was a directed effort to keep the introduction of biased data outeomes to an
absolute minimum possible.

Although the limits imposed upon the length of this report will not make
it possible to illustrate how each concept was validated, it is important to offer
an example of a teehnique utilized by the projeet staff which, in addition to
other things, provided a validation vehicle for its operational definition of eom-
prehensive edueational planning. This ey aple is presented i Appendiv A
and will serve to illustrate what is meant by “the logie of & researeh approach
in validating nonquantifiable concepts.”
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munication process may be utilized for validity feedback looping
purposes in the SEA)

With regard to the project staff's operational definition of
comprchensive educational planning, the outcomes of the activity
reported in the aforementioned tcchniquc (Appendix A) indicated
consensus for the following points:!

1) The neced for elarifying comprchemivo edncational
plzumin& is supported by the conclusion: ©. .. Planning’ itself
. .. is a problem term and we had better remember alwavs
that people are going to react to planning on the basis of
what thev conceive planning to mean. Any group involv: d in
the planning process will have to try to give interested groups
and persons some basic common meanings for lhuc terms
: with which thev can live.” . .. ~

2) .-Although five times as many respondents were
favorable to the concept of planning as were unfavorable .
so we can act and not always just be reacting . . .”"a more
impor tant indicator of the acceptance of the concept of vali-
dating information with the real world environment which is
contained in the operationial definition is found in the con-
clusion . . . “the success of a statewide educational planning
agency will vary directly and importantly with the extent of
participation by various groups in Towa in its development
and deliberations.”

3) The need for an operational definition of planning
as an ongoing process is supported by the conclusions: “. . .
In a h)«rhlv comple\ society, with its fantastic shading and
blcndmz_, of individual contributions, almost ever vone has to
cope with some deep psychological concerns about his signif-
icance and worth as an individual human being. A great deal
of this relates to his perception of his ability to control — or,
at the very least, influence — the things that happen to him
and to his family. He wants, without question, the very hest’
education fof his offspring — but he damn well wants to have
a sav in what ‘best’ is going to mean . . . a phnnmg group in
the State Department of Public Instruction would have to
expect and live with a great lack of uniformity .. .” out of con-
! text, but applicable is the statement, “One shouldn’t be un-

EMC 1Plan for Plamning, (Appendix C), Towa Project Unit, CPSEA, Docnment Index
No. 2, November 19, 1967.
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lappy about this. If evervone were complacent about current
affairs, there would be little incentive to change.”

The following chapter of this report deseribes a model for
planning which was formulated within the spirit, meaning,
and constraints of concepts validated in the Towa real world
environment (RWE). Such planning may be undertaken by
a specialized planning unit or by operating divisions of the
SEA, or preferably, by both.
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CHAPTER 2

Planning: Functions, Processes, Techniques

Comprehensive educational plamning is an arca of endeavor
which concerns itself with functions, processes and techniques
that operate in a different manner at cach level of decision mak-
ing within the SEA. This section will define functions, processes
and techriques basic to comprehensive planning in general and
specifically as they relate to cach major level of SEA derision
making.

Tue Prannine Fuxcrion

The function of an SEA planning unit is not to make decisions,
but to focus instead upon providing solution-oriented information
related to problems faced by those who are decision makers. The
range and scope of problems with which a plaming unit may work
is controlled on the one hand by the place of the planning unit
within the SEA organizational line and staff structure, and on the
other hand by the screening mechanism which establishes the
priority of and the channels for problem inputs assigned to the
planning unit. Within these constraints, planning may be directed
toa variety of functions, including: :

1) the identification and definition of eritical problems in
education

2) establishing the goals of education and the new demands
education must fill — for week, for living, and for econcmic growth

3) identification of new tools of cducation — what they are,
their bencfits and limitations, when, where and how to use them,
where and how to obtain them

4) investigating successful new educational applications to
profit.{rom the experience of others

5) charting practical action programs incorporating 1, 2, 3,
and 4 above

6) helping to influence and implement change through
mutually advantageous and necessary cooperation between indus-
try, education, and govermnent; sharing “know-how” and “know-
what”; gaining local support and action; public information and
political action; and training educators for the roles and respon-
sibilities of leadership.
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THE PLANNING PROCESS

As defined in the introductory section, SEA planning is ac-
ceptable as a process which focuses upon the provision of solution
oriented information dealing with problem inputs provided by
SEA policy and administrative decision makers. The nature of the
information will vary as the nature of the problem input varies.
However, the process is one which is stabilized upon the com-
ponents depicted in Figure 2, with the relative degree of success-
ful process application being dependent upon communication, the
cement which holds the information components together in a
cohesive, integrated, meaningfully oriented pattern.

FIGURE 2
PLANNING PROCESS INFORMATION COMPONENTS
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Solution oriented information is dependent on a variety of
data. The first type of data is derived from the statement of the
problem input. A problem is an event or activity that occurs or
develops in a manner which deviates from what is anticipated or
desired by an SEA decision maker. It becomes a planning process
input when SEA planners are requested to provide information
that will allow decision makers to modify events or activities in
keeping with what is desired or desirable. Thus, the identification
of the decision maker’s criteria which defines the desired or
desirable, becomes data which must be considered in the provision
1 of solution oriented information.
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The second -type of data is derived from the cvents or activi-
ties in question. Such data is processed in the attempt to identify
cvents or activitics as they are in reality. This is important in pro-
viding a base of information relative to what is now. It is at this
point that the decision maker may be informed concerning errone-
ous assumptions that may have been made relative to the events
or activitics in question. If such is the case the planning process
cvele may terminate for the given problem input. However, if it
is found that an crroncous assumption has not been made, this
base of data derived provides a logical prerequisite for providing
information in the next phase of the planning process.

The next phase in the planning process provides information

derived from a svstem analysis of the clements relating to the
problem. This analysis utilizes the experience and professional
expertise of planners, as well as rescarch methodology and a vari-
cty of planning techniques oriented to the production of svnthe-
sized information. This information is reported in the next phase
of the process in the form of:

1) a variety of solution alternatives stated as strategy, func-
tions, tasks, methods, means, and performance necessary to re-
direct events or activities in keeping with what is desired or
desirable and,

2) the estimated potential effectiveness and cost, in the
broad sense, of each solution alternative.

PLANNING TECHNIQUES

In' general, planning techniques can be considered to
consist of :

1) research mehodology models and statistical tools focus-
ing upon sequentially interdependent parameters to be considered
in problem analysis, i.c., such tools as systems analysis an:d systems
synthesis (See Appendix C),

2) ways by which information derived from problem anal-
ysis may be validated; these mav range from validity feedback
looping with elements in the real world environment for one tvpe
of problem, to the utilization of activity or event networks to
monitor achicvements in the flow in time for another type of
problem, and

3) the skill with which planners, by virtue of education, ex-
perience and intelligence, are capable of a) utilizing planning
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lem, ¢) establishing rapport and commumications with decision
makers and others. and d) providing training in the use of plan-
ning techniques to professional personnel in the SEA.

This last point, providing inservice training in plamning to the

SEA professional staff, is an essential technique. The criterian

stated carlier, “from the viewpoint of feasibility and efficiency

it is desirable for each major level of organization — local school

district, intermediate school structure, area school district, SEA,

regional multi-state, and U.S. Office of Education — to develop

planning units designed to cope with the varietv ¢r problems

encountered at cach level . . .” may he extended to apply to

the various levels of operation within cach of the major levels

of organiaztion. We do not mean to imply that cach operating

level of an organization should develop a comprehensive

plaming unit. We do mean that the closer planning is con-

ducted to the level of organization at which a given problem

: exists the more effective that planning will be. For this reason,

' in-service training in planning within the SEA is in itself a plan-

f ning technique utilized by a planning unit. Such training will

! increase efficiency of agency operations, establish SEA in-house

communications networks based upon common referents in tech-

nical language and concepts, and reduce the overail number of

problems, directed to the planning unit, allowing it to concentrate

upon complex priority problems which by their nature may re-
quire coordination of an agency-wide planning effort.

Whether a problem falls within the scope and extent of the
function of the SEA planning unit will be determined by,

1) the desire of a decision maker to refer a given problem to
the planning unit,

2) the channels established by the hierarchy -of decision
makers to screen problems for referral to the planning unit, and

3) the priority weighting established for a given problem by
the hierarchy of SEA decision makers.

But, whether a problem is identified as an input for the SEA
comprehensive planning unit or is referred to other subdivisions of
the SEA, planning should be sensitive to the type of problem under
consideration so that the functions, processes, and techniques of
the planning undertaken will be pertinent to the nature of the
problem.
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COMPREHENSIVE PLANNING FOR
THE MAJOR DECISION-MAKING LEVELS

As defined in the introductory section, comprehensive plan-
ning focuses upon the provision of solution oriented information
which deals with problem inputs provided by SEA policy and ad-
ministrative decision makers. The nature of planning functions,
processes, and techniques will vary as the nature of the problem
input varies. As pointed out in Anthony's analysis of problem
input types,’ any problem which can occur in the total range of
SEA decision making may be included in one of the following
categories:

1. Strategic planning problems f

!

2. Management control problems
3. Operational control problems

Decision makers are ultimately responsible to the real world en-
vironment (RWE) for the consequences of their decisions. The
degree of this responsibility to the RWE increases in direct ratio
with the level of decisions that are being made ranging from
operational control decisions at the lower end, to strategic plan-

FIGURE No 3

Interdependency of SEA Problems and Comprehensive
Planning Within the Real World Envitonment
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ning decisions at the upper end of the continwum. Figure 3 in-
dicates how SEA problem categories and comprehensive plauming
may be pictnred to show mutual inerdependency within the RWE.

STRATEGIC PLANNING PROBLEMS

Tue CoMPREHENSIVE PraNNING FuNeroN

Strategic planning problems in the SEA originate primarily
from the need for identifving worthy goals of education and the
policie:  vhich mayv be formulated as a result. In a democracy. the
worthiness of edncational goals and derived policies is determined
by their impact upon and aceeptance by society, i.c.. the real world
environment.  Traditionally, strategic planning  information has
been diffienlt to obtain with validity because of the highly com-
plex nature of the American society and the vo