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PREFACE | |

This publication is a descendant of Educational Planning which was published in
1964. Planning for education is not something new; it has been going on to a greater or
lesser degree as long as there have been organized systems of education. When a school.
board and its staff make decisions regarding future programs for curricula, for staff, for
organization.-or for facilities, they do so on the basis of some degree of planning. The
purpose of this puhlication is to clearly define, to betier organize, and to encourage the
process of plannir § for education to the end that more effective resulis accrue.

Planning for the future obviously requires continuous appraisal of existing Uﬂomqum
resources, and facilities. The planning process is more accurately described as a circular
process than as a linear process. In this publication for purposes of simplicity, the u_m::_:@
process has been dealt with in a linear manner. The reader is engouraged to m3<_m_o: the
whole process das ongoing, circular, or spiral, and witt; p=roetual revision of 58133_03
which is used for decision making. ’ {

Many people have made contributions in the revision of this publication. >ﬁ three
workshops, held in the fall of 1972, a praliminary draft of this publication along <<;: an
evaluation fors was distributed to-school superintendents threughout North Carolina. In
addition to the distribution of the preliminary draft at-the workshops, cooies were ‘mailed
to all lncal education agencies and to several colleges and universities. The Division
requested that all readers submit suggestions for deletions, additions, or changes which

.would improve the pieliminary draft. This publication represents the input .of all the

responses received from these distributions.

This pubiication was-prepared under the direction of Lacy M. Presnell, Jr., Educa-
tional Consultant, Division of School Planning and was written by Dr. Douglas. L.
Pearson, Educational Consultant, Division of School Planning. Acknowledgment is also
made of the contribution of Marvin R. A. Johnson, Design Consultant, and Dr. T. Darrell
Spencer, Educational Consultant of the Division of School Planning, who served on the
Planning for Education working committee. The assistance of Patricia Mann, Draftsman-
Artist, and Cheryl Wallace, Secretary, was invaluable in the illustration and production
of the oublication. Appreciation is also extended to the many North Carolina superin-
tendents and professors who read, evaluated, and offeied caiistructive suggestions for
the improvement of the publication’s preliminary draft.

J.L.Pierce, Director
Division of mo_..oo_ v_m::.::
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INTRODUCTION

This publication was prepared hy the Division of School Planning to provide a
planning guide Emﬁ will be useful to local mo:oor officials-in the process of planning for
the needs, of all students. The Division’s original Planning Guide, printed in 1958, was
an eight page publication <<Eo:. admittedly was not intended to be a complete treatise
but was intentionally kept brief and simple, m:.:ocm: it dealt with a complex subject.
The second publication, School Planning Guide — Series 1 published in July of 1964,
Emm.m narrative document which described certain areas of the planning process in
depth. Users have reported that the ,dmmA publication has been cmm*c_.mza helpful. Since
no additional copies are available from the Division for distribution, it was suggested by
several superintendents that the 1964 publication be reprinted, revised, or rewritten.
In response to this request, this revision was prepared.

An attempt has been made in this publication to organize the information differeitly
and to further refine the explanation of the planning process. Much of the detail present in
the former publication, in addition to a wealth of more current information, is included in
this revision. The major changes are reflected in the organization, the mode of presentation,
and the refinement of the total planning process. The improved revision is intended for use
by a more sophisticated clientele than the planners of the 1950's and 1960's. partly due to

the utilization of portions or all of the planning processes suggested in earlier publications.

O
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LAl

This process seeris to be applicable to any planning need regardless of its dimensions. It
will apply to the development of long-range, system-wide plans affecting the community’s
total educational program including the instructional program, organization and administra-
tion, finances, personnel, ..mo_::mm. 0033::3\\8300_ interactions, ard special services.
The process is m_mo applicable to ﬂm:m<m:o: or rehabilitation of existing facilities or to short-
range planning for the utilization of single schoc| or site.

In order to provide a well defined and functional structure for the publication, the
following PERT (Program Evaluaiion m.Sa Review Technique) diagram of the planning process
is located or alternate pages. The diagram is located in this manner so that the reader can
view and reiate the printed information to the diagram at any time while reading the pub-
lication. The step or steps under consideration on a particular page will be highlighted on the

diagram so that-progress through the plarining process is readily apparent.
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In a technically correct PERT chart, the relationship of the various tasks are apparent
as well as the sequence. For instance, Task 7 (developing alternative plans) should not be
initiated until Task 5 (situation analysis) and Task 3 (updating philosophy, goals, and ou_.mo-
tives) have heen completed. Since the diagram is intended to be flexible, there will be in-
stances when the local board will prefer to utilize the local-staff-directed route without

using out-of-house consultants. The process would then become a linear one as follcws:

1. Stoff racognizes need for and makes dacision to plun. 9. StaHf makes recommendations.

2. Sto#f organi for in-house planning 0. Administration recommends to Soard.

3. Staff updutes philosophy. goals, and objectivas. 12. Zcord adopts a plan.

S. Staff completes situation analysis. 13. The plan is implemented.

7. Stoff develops alternative plans. 14. The plon and the planning proczis are evaluated.

There will be other instances, however. when the locai administration will choose to

utilize only the objective out-of-house route as follows:

i. Staff recognizes need for ond mokes decision to plan. 10. € Mants make r dations.
~. Boord contrads for out-of-h rati . Adminisiration ds to Seard.
6. C #t pl ity analysis. 12, Soard adopts a plan.

8. Consultant} develop alternative plons. 13. the plan is implemented.

14. The plan and the planning process are evaluated.

wn

O
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Stalf completes situation analysis.

b ot ¥

7. Stalf develops ctemnative plans.

PHASE | — PREPARATION FOR PLANNING

Task @ Staff recognizes need for and makes decision to plan.

Local schoot! officials recognize a need for and decide to plan as a result
of many factors:

Raalization that long-range plans need revision
Changes in the school population
Changes in the financial structure by type or degree, e.g.

s Recent judicial precedents

. Attitude of iocal citizenry

e Changes in attitude and/or composition of agency on which education is
fiscally dependent

® Revenue sharing

o Optional sales tax

» Changes in bonding capacity

1. Staff recognizes need fer and mokes decision to plan.
2. Staff organizes for in-hause planning.

3. Steff updates philosophy, gools, and objectives.
Board contrads for evt-of-house consultation.

o, Contullents complete situation analysis.

- . javelop allernctive plans.
9. Staft makes recommendations.

10. © Rants moke dath
. Administrotion recommends o Soord,
12. Soord adopts a plon.

-u.«ro‘-ﬂsri—’!i
14. The plan-and the planning precsss are svolyated.
I .

While planning is a continuous, never-
ending. and dynamic process, there are times
when the need for increased planning
activity becomes mandatory. These instances
often occur whena variety of related but non-
coordinated forces produce a concerted in-
fluence on the status quo of the system. Other
situations such as rapid, unanticipated
changes in the school population, substantial
changes in the financial structure of the
system, or even unexpecte.? crises (arson or
natural disaster) may create 1 serious need
for increased planning activity.

ERIC ~
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Task @ Statf organizes for in-house planning.

svenane

d "

a0

1. Stoff recognizes need fur and mokes decision te plon. 8. C
2. Staff orgomines fer in-house planning.

L

ative plans,

9. Saff mekes recommendations.

3. S1lf updates philosephy. goals, and ebjective.. 10, Consultants make dutions.
4. Boord contraas fer eus-of-heuse M. Adwinjsiras‘on ds %o Beard,
= SioH completes siiuation enulysi 12. Reard edepts @ plan.

6. o ) PR s 13. The vion is implemented.

N.i!ﬂf’a?&‘.‘ﬁ.

-P?v-l.li._-.v-lﬁr‘!ﬂh..l!.i

There are several reasons why the

Staff begins internal organization for in-house planning

Appoint steering committee which may include:
¢ Citizens at large

e Central oifice staft

® Principals

¢ [nstructional personnel

® Non-professional staff

steering committee should be composed of
representaiives from various segments of the
community. The most obvious reason is that
the school is a social institution and as such
shculd sirive to meet the needs of the com-
munity. An assessment of these needs and
the determination of how best to meet them
should naturally involve as many people as
possible. A second reason is that, in order for
citizens of the community to understand
how proposed changes are to help. in
achieving the purposes and goa!s of the

e Students

® P.T.A. members

® Advisory committee members

* Members of iocal news media

e County commissioners

® School Board members

e Consultants (in an advisory capacity)

school program, the citizens must first be
the . direction

knowledgeable

and the content of these purposes and goals.
If they were established through wide com-
the knowledge and
resuftant understanding might well be realized
more easily than if the participation hag not

munity participation,

occyrred.

Subcommittees selected from/or by steering committee to evaluate tire various

facets of the educational community such as:

& Community data
® School system data
® Present membership and projections
® Personnel
¢ instructional program
® Special services

concerning

O
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...." 2. Siaff orgenizes for in-house plenning.

|

Statf completes situation

6. € e, Dese ali 2 toral:

7. Stoff davelops ahernative plans.

1

Task @ Staff updates philosophy, goals, and objectives.

Subcommittee updates purposes and goals of the system

Establish a statement of the purposes of public education as mcoommﬁma below:

e Prepare a tentative written statement of the purposes by one or a combination
of techniques .
e Group discussions are held with someone recording individual statements
« Each member writes one or more purposes and the list is compiled
e Small groups discuss purposes and compiie lists
e Community planning charrette is held

e Determine the validity of the purposes by considering:
e The needs of the children
® The characteristics of the community
e The support for the statement found in current literature and research
e Mandated program (laws and minimum standards)

e Develop a procedure for continuous evaluation and revision of the statement
e Make adjustments indicated by changes in the community and the pupil
population

v e, 3. Sieff updetes philasophy, gosls, and ebjedives.
Board contrads for svi-ef-house consultatien.

-, 1. Staff recognizes need for und makes decision to plon. 8 C L dovelep cliernatizs plons.

<. Staff makes recommendetionr.

10. Consullunts make recommendations.

N. Administration recommends %o Board.

12. Board adepts a plan.

13. The plun is implemented.

14, The plan and the planning procsss are svaluated.

The development of purposes and goals
is perhaps the most important step in the
planning process since every succeeding step
is evaluated in terms of what tias been
established here. It is at this point that the
followir:g types of questions need to be an-
swered: -

“The term ‘charrette’ is borrowed from the
architectural profession, where it indicates
an intensive effort to finish a project before a
deadline. In school planning, it denotes a
session of intensive group planning, with
community representatives, schosl officials,
teachers, students, and designers each con-
tributing suggestions and all working to
resolve conflicting desires. This process has
been used in dozens of communities across
the country.”

Q
[C.
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1. Siaff recsgnizes need for and makes decivion te plon. 8 Consultunis develep allernelive plans.

2. Staff organizes for in-house planning. : 0.;-:;3?

3. staff updetes philosephy, goak, and ebjectives. 10. Consuanis make doti

4. Boord contrads for out-of-heuse censultation. N Adminlsiration recemmands to Soard,

5, Statf completes situati lysk 12, Sowrd edopts g plon.

6. Consulanis complete situation onalysis. 13. The plan is implemented. )

7. Staff develops altemative plans. . 14. The plon and the plenning process are svaluated.
@ contd
Based upon the agreed-upon purposes, develop a tentative statement of the goals The subcommittees assigned to work
of the system as they relate to what is desirable in: with the various areas should be challenged

to describe the ideal in each arca. While these

® instructional program ideals may never be realized, the develop-
* Personnel mental process and the resultant direction are
» Organization . profitable.
® Finance )
® Facilities

e Community/school interaction
® Special services

Locate and study current literature and research.related to each of the above

Evaluate and refine the tentative statement into a set of desirable goals for each
of the above
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W Aoy it

.
.

of  iimentof 13 H : 6. Consullants

i £ A A .. Selection of .u””.. %itvalugtios, 4. Board contracts for out-af-haute cansultation.
?q Planning’ Analysis 3 Developiss, a Plan "m_!l_!s!.u... of the i s stuff complotes situation analysis.

::tation of 57 plon and :

* -
-------
H
.....................
-----
...........

PHASE Il — ANALYSIS OF SITUATION

Task @ Staff completes situation analysis.

" Task @Oo:mczmim complete situation analysis.

Local committees and/or consultants develop information base

TaMornatives FC....- o7 the Plan ii yhe Pracass} 7. Staff develops alternctive plans.

1. Staff recognizes need for ond mokes dedsion te plan. 8. Consult develop alternative plons.
2. Staff organizes fer in-house planning.
3. Stoff updotes philesophy, goals, and objedives.

9. staft makes recommendations.
9. © e make recom dati
. Administration 33!!+i- o Board.
- 12. Beard odepts a plon. )
13, The plan is implemented.
_a.-rav-l.lia.i planning procsss are evoluated.

__The items fisted in the left column that
may be examined are only suggested com-
ponents of the situation analysis and are by
no means all-inclusive. Many of the items
would require only an updating of the informa-
tion base normally maintained by the super-
intendent. Other data, particularly com-
paring the local school system with other
units, can best be obtained through the Divi-
sion of School Planning and is available upon
request whether or not Division consultants
are actively involved in the situation analysis.

Phase | of the planning process is in-
tended to answer the question, “What would
we like to provide in our total program?”
Phase Il entertains the question, “What do
we now have?” The ultimate objective of
the situation analysis is to so thoroughly define

Q
IC &

Aruitoxt provided by Eic:

E



le {dAel} Se |jam se—|eudjew pajund pue
‘orpes  ‘saanioid  uollow  ‘UoISIAgG|B}—EIpaW
suoneduNWWOD "suaziyd BunoA 30 jusw
-dojaAap inoy-yg ayj 308j5e osje AHunwwod
B JO S92iN0SaJ |BIN}ND 38y} pue ‘sauisnpul
oy} ‘~asudisius ssauIisng B8y} ‘SadINosal
J1WOUOD8 8y} ‘JuswuONnAUS [BeloosS ayl ‘ald
-oad BunoA aeonpa jey) saiouabe Auo ay)
Jou aie Sjpoyds al|gnd 'saiiljiqel| pue s}asse
jeuoneonpa su Buiuiwislep w juepodwi st
Awouooa pue ‘Aydesboab ‘ainyino ‘suotjipes)
‘As0isiy s Alunwwod 8y} jo Apmis v

“Anjioey
pue aoueul} jJo sease ayj Ajuo JO uolienjeAd
pue sisAjeue ue ainnbas Aew sy ‘sanijioe]
yum Ajamua sieap wajqosd sieipswiwi syl
uaym suoised20 aq Aew asay} ‘sjdwexa 104
"swa|qoud o14100ds 03 pajwi| aq Aew saipn}s dn
-M0|{0} seasaym ‘s|qissod se aaisuayasdwod
Se 8q p|noys siSAjeue uoijenyis |eijul ue jeyl
paisabbns si 3} ‘spaau oyoads ayy pue uon
-enits ayy Aq pauiwialep eq || paipnis aq
0} seaie JO Jagqwnu ay} ‘I iseyd ul sy

‘Pay
-1lUBp! 8q Ued UOlldoB JO 8SIN0D SANEUIBYE
1ey) wesboud juasaud ay) jo siajaweied ay;

(-01@ ‘Buisnoy ‘s1ayuad Buiddoys ‘sAemybiy) sjuswdojansp pasodoid e
(uotsuedxa aimny pue juasaid) saiiin e

6uluoz e

swialjed asn pueie

(‘o019 ‘suuodunie ‘speodjiei ‘sAemybiy) uoijeniodsues)

) (spuod ‘swealls ‘saye| ‘SUBSI0) I91EM e

uonewuou; o1ydesBodo] e

S|OOYDS JO UOI1BD0} UMM S}uN juddelpy e

sanuadosd pieoq [00YIS 13UI0 PUB S{O0OYDS JO UOIHIEDOT

Hun Jo sauePUNOY @

9l

sdeN e

pajidwod st uoljewlopui Ajunwiwon

O

A e provided by R

‘E



1. Staff recognizes 300& for and mokes decision teo plen. 8. Consuliants develop alternalive plans.

2. Staff organizes for in-house planning. _u. w...: .....H..n. 3”..............#.... ]
3. Staft updotes philosophy, geals, and objedtives. g make
ot 4. Board centreds for out-sf-house consulietion. n. )LIH..!.‘&!. .i”“-.ﬂ.l.&- fo Board.
{Preparchion . : staft completes situation analysis. 12. Soord adopts ® p
for Plenning: : orthe i o consuiants complete situation anehysi 13. The plan is implemented. °
: Plon and g v M 14. The plon and the planning p ore evalvated
the Procwas: 7. Staff develops siternative plans.

t.

teieasenart

@ 0 contd affect the child, perhaps as much as the school

he attends. The public schools, in analyzing
their community and in establishing their

e Public and institution lands programs, cannot 6:08, :._mmm other in-
e Educational (private and parochial) and cultural installations :cm:oom in the lives .oﬂ their children. mmooo-
e Student residences coded according to ages nizing the context in which they exist and
e Higher education and preschool centers function, the public schools must utilize and
e Location of correctional centers coordinate their services with these other re-
e Health services centers sources for the benefit of the students.

e Population data
e Increase or decrease by minor civil subdivisions
e County-wide population by age
e County-wide population projections by age =~
e Comparison of county births and deaths
e Comparative growth of adjoining counties
e Comparative growth of adjoining cities
e Cultural resources available
e | ibraries
* Museums .
e Theatres (fiim and drama)

* Resource persons [.\

e Employment gatterns
] | A s

* By selected industries
1
.Mrw

e Annual average work force estimates
e Commuting patterns

)
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School system data are assembled

& Present membership

e By grade

¢ By school

e By area

e System-wide total

a County-wide total if different
e Pupil population projections

s By grades

e By attendance area

e By special program

e Drop-out data
e Follow-up of graduates and drop-outs
e Private school mempership
e Number of commuting students
e |Into the system
e Qut of the system

e Personnel data
e Certification leve! of professional staff
e Experience of professional staff
e Personnel turnover
e Summary of all personnel data
e Summary data for non-professional staff

3. Staif vpdates 'i-i- gouls,
4. Boord contrads far evi-ef-heuse consultetien.

esses

7. Sttt davelops alternotive plans.

..Qnainsr!ifiaﬁrlg.-!!. 8. Consult develep allemative plans.

9. Swaff mokes recommendations.
10. € L] moke dati
. Adminisiration recommendi to Beard.

14. The plan and the planning p !,.L..

A prediction of the future school popula-
tion is an integral part of planning for the fu-
ture. Information that will lend validity to
projections should be collected and interpreted
annually.

Pupit population projections are use-
ful within certain limitations. The prciec-
tions are normally based on an analysis of
the pupil population during past years and are
made on the assumption that no significant
change will occur in the birth rate, holding
power of the schools, or migration patterns.
It properly developed, the projections are
highly reliable for the first year but become
less reliable with successive years. Conse-
quently, the projections should be updated
each year or evaluated in terms of actual
pupil counts.
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1.
kY 2. Staff organizes for in-house planning.
vioe 3. Siaff updates ahilosophy, geuls, ond objsctives.
4. Boord contrads for out-of-house consultation.
5. Saff completes situation analysis.
6. C L] pl itvation enalysts.
the Procsss; 7. Staff develops olternative plans.

4

contd

®®

e Organization and administration

e Vertical organization (graded, multigraded, nongraded, or a combina ‘on)
s Horizontal organization (self-contained classrooms, departmentalization,
Joplin plan, homogengous or heterogeneous grouping, ‘open”, etc.)
e Administrative pct'zies and practices
e Coordination of central office
e Channels of communication
« Authoritarian, democratic, or jaissez-faire in practice
e Classroom teacher/pupil ratio
» Professional staff/pupil ratio
e State and regional accreditation status of individual schools
e High school graduates five-year summary
Percentage going to four-year college
Percentage going to two-year college
Percentage going to technical or vocational school
Percentage accepting immediate employment
Percentage in military service
Percentage unaccounted for

® TransporiauiOt

e Number and pe-centage of pupils transported
e Number of buses

e Mileage

e Maximum time a pupil is on a bus per day

staff racognizes need for and makes decision to plan.

8. Consultants develop alternotive plans.

9. Siaff mokes regammendations.

10. € anis make doti

n. Ad i ds to Bourd.

12. Soard adopts o plan.

13. The plan is implemented.

14. The plan and the planning process are evaluated.

One can hardly overlook the effect that
the organization and the administration of a
system or individir:t school has in stifling or
enhancing the reauzation of goals and objec-
tives. To determine whether the organization
and administration truly reflectthe philosophy
of the system, answers to the following sug-
gested types of questions are valuable:

e How are students advanced through
the program from year to year (vertical
organization)?

e How are students organized in groups
(horizontal organization)?

e Are administrative policies clearly un-
derstood by all who are affected by
them?

e Are administrative practices consis-
tent?

els the authority and responsibility of
the central office staff well coordinated
or do their functions overlap and
conflict?

IC

Aruitoxt provided by Eic:

E



‘9iNONAIS |BIDUBUY |BDO| 8y} 10 uohl
-g|sibay (eiopa4 pue aielg Buipuad pue
sjuapadaid jedipni o suoijeondun 8yl e
spunj jeuoHippe jJO $3J2IN0S fenualod e
pasn Buiaq aie spunj asayy MOy e
ajqejieae Ajuaind spuni o Jualxa auyle
jo uonebnsaaul yénoious
g apnjoul isnNw sisAjeue uonenis ‘alojasaylL
‘walsAs |00YIds dYy 4O sjoloweled |eloueuy
ayj AC maduanjjul aie uiny ul pue 1oaye weib
-044 |puOIlRONPa ayl Jo Ayjenb pue adods ayl
yjog ‘eyeiedas 0} }NJLIp dJE SUDI1BI9PISUOD
|elouBUl} pue Butuue|d |eUOLBONP3 SUOISID
-ap |BIDUBUI} BA|OAUI JOU OD SUOIIN|OS ASOUM
swa|qo.d [EUOI1BONPA M3} Alanaie alayl

£S|004yos
e u  ojel jayoeayidnd  ajqess

-op e opiacid uoneziuebio 8yl sa0Q] e
;ssao0ud Bunjew

-uoISI9ap 8yl SI Pasojld 1o uado MOH e
¢{PIBMUMOD SE [|am

se piemdn mojj UOIIBOIUNWWOD S30(QJ e
£Pasojo Jo uado

uoIIBOIUNWWOY ,O S|BUUBYD 3yl alY e

(44

ajnpayss UONEBZIOWE PUE ‘ssaupalqapul papuoq ‘Aynoedes Buipuog e
WQay 4ad uolienjea pasieidde anneiedwoD e
sjayoea) pied syuawajddns AI1e|ES [BDO] annesedwo) e
S|00YJS 40} PalAd] @dIAIas 1Gap pue ‘Aejno jended ‘asuadxa
a1ino 10} papuadxa spuny {BO0} 4O Junowe ayl Jo uosiedwod ieafk-any Y e
. Aeprio jepde e
sieaA |BOSI} Pal0alas auyl 1o} apm-Ajunod PalAa| Saxel Apadoud |e10) e
Aaa) xe} Auedoid apim-A1uNcD BAIL0aYD anjesedwo) o
$90JNOS |BJ9Pa) PUB [EDO| WOM
$H00Q}IXd} puB ‘s300q Aieiqif ‘saiddns [guolonAsul Jo§ sasnypuadxa (idnd Jad e
sieaA |BOS!l) Paloa(as ayl 4o} sasodind paijioads 1o} sajes Xel apim-Alunod |eyo] e
3509 j1dnd Jad pue gainypuadxa asuadxa Jualind e
sjuswasiNgsip asuadxa Walnd e
(aAnesedWOoD) 1dnd sad asuadxa jualind e
spunj JO @2Jnos Jolew Ag jauuosiad |EUOIIONIISU| @

poje|NWNOJE 3JE B}EP 3JUBUY |00UOS

PIOO o @

O

E

O



:Preparation
sfor Plannin
. Plan and
the Proce:

",
e o
*orenseset®

@@ contd

1. Staff recognizes need for and maokes de<ision fo plan. 8. Gansultants develop clternative plans.

2.
3.

Statt organt: for in-h lanni:

P

Staff updutes philosephy, goals, ond objedives.
Soard contracts for out-of-house consultation.

Stolf completes situation anolysis.

Py 10, 1 ? s

> analysis.

Staff develops alterndtive plans.’

e Comparison of uses of tax funds with neighboring counties and with State

averages
® Comparative uses of a one percent sales tax
® Non-property revenues
® Sales tax ’
® Revenue sharing
® Endowments or gifts
® Special use taxes (privilege)
® [ncome tax
® Student fees
® Regional funds (Appalachian, Coastal, etc.)
e Federal funds
® Alcoholic Beverage Conirul funds
® Fines and forfeitures '
® Tax base data
e Appraised valuation®
® Assessed valuation
e Date of last revaluation
® Tax levy
» Effective tax levy
® Reserves
e Potential sources of funds for pay-as-you-go

TAX VALUATION

9. Staff makes rec dati

10. € L make dations,
1. Adminisication. recommends to Board.
12. Board adcpts a plan.

]

13. The plon is _iv_a.-.:.wm. . . BT

14, Tha plan and the pla

N . .
g P ars @ d.

While a comparison of local financial
data with State averages is useful and to be
encouraged, a comparison of local data with
geographically adjacent systems or those with
similar characteristics is more revealing in

“terms of the leve! of local support. Compara-

tive fiscal data, although difficult for local
agencies to secure on their own, may be ob-
tained through the Division of Schooi Planning
upon written request from the local board of
education.

OUR
SYSTEM

"STATE NEIGHBORS
AVERAGE SYSTEM
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2. S1oif erganizes for in-house plonning.

3. Staff updates philesophy, gools; nd objactives,
4. Board contrads for evi-of-hause consultation.

5. Statf completes situation analysi

& € ' lete st 3 lysi

7. Siaff develops alternotive plans.

@ (®) cont

Local committees and/or consultants compare and analvze initial data
Determination is made relative to further data that ie needed

Tasks are cooperatively assigned for securing further data

Local committees and/or c¢-.asultants complete situation analysis

Local committees and/cr consuitants submit written reports to the Superintendent

1. Statf recognizes nesd for and makes dudision to plon. 8. Consullants develop alt ive plans.

9. Staff mak datl
10, Consultonts moke recommendations,
1. Administrati ds to Board.

12. Board adophs a plon.
1. the plan is implemented.
14, The plon ond the plonning p ore ) o

After collecting, organizing, and dis-
playing the data in the most appropriate
manner (tables, figures, narrative reports,
maps, etc.), the information must be analyzed
to determine if further data is needed -and
available. The local committee and consul-
tants cooperatively determine whc is in the
best position to secure the additional data
and assignments are made and completed.

When all the data are in and expe-
ditiously recorded, written reports are prepared
m:a. submitted to the Superintendent.
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@E) wons

Staff compares parameters of present situation with the “desirable” statements in
light of agreed upon purposes

Staff manipulates the variables for each area to identify alternative ways to reach
the long-range goals :

e Instructional program options:
® Required courses / mini courses / independent study
e Academic, college-oriented program / vocational, career-oriented program
¢ Comprehensive high school / high schoot with tracks within the curriculum
® Teachers and textbook dominated instruction / a child centered approach

* Organization options:
e Junior high/middie school
e Self-contained / “open”
® Non-graded / graded
* Homogeneous groups / heterogeneous groups
e Chronological age grouping / multi-age grouping
¢ 4-3-3-3 / 7-3-3 / 9-4 / 7-6 / 6-4-3 (including kindergarten)
¢ Several small schoois/ one or two larger schools
» Special schools, i. e. vocational, impaired, talented, etc.

most mandatory to involve teachers in the
process of developing alternatives.

in the broad sense, planning is a proc-
ess of considering the likely consequences
of actions before they are taken. More
specifically, planning is the selection of a
course of action by systematically considering
the alternatives. All too frequently thi:, phase
of the planning process is omitted or at best
abbreviated. In the pressure of reaction
planning, that which occurs in a crisis or as
a result of poor prior planning, the first feasible
solution is often adopted without considering
vther nossible solutions. While this is a nat-
ural response, it should be avoided; the first,
most obvious solution may or may not be the
best solution.

Developing alternatives involves the
purposeful and systematic manipulation of
the human, technological, organizational,
financial, and social variables that comprise
the educational entity. It is an attempt to
evaluate the effect of increasing one variable
and decreasing another upon the clients of
the system — the students.
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@ 0 contd

® Community/school cooperation and coordination options:
® Shared instructional services — library (summer and adult), recreation,
post-secondary education, secondary equivalency, resource persons, local
industry resources, communications media, cultural resources, etc.
® Shared special services — transportation, maintenance and operations,
cafeteria, health

® School-managed special service options:
® Single bus system for all / dual bus system for all / dual for some and
single for others
* System-operated cafeterias / outside catering / vending
® Local school-managed cafeterias / centrally-managed cafeterias
* System-employed nurses / County Health Department personnel
® System-employed psychologist / County Health Department nersonnei

n.c. HIGH SCHOOL

Advlt (Clagses
.55.32- 7:69 -

The alternatives listed in the outline
section are not intended to he all-inclusive;
they are included only to suggest possible
options.

NN NN
NN NN
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@) 60 wne

Task @ Administration recommends to Boara.

Superintendent selects a plan and makes recommendations
to the Board

e Superintendent reviews the purposes established
cooperatively by his staff and representatives of the
community

e Superintendent reviews the statements of desirable
characteristics identified in Phase | for the areas that
follow:
® Instructional program
» Personnel
® Organization
® iFinance
e Facilities
e Community/school interaction
® Special services

e Superintendent reviews situation analysis for areas of
strength and weakness

School Planning are submitted to the superintendent in bound form
with a verbal report presented upon request. At the request of the
board of education, consultants of the Division of Schooi Planning are
available at any time following the report to interpret their recom-
mendations. .

While it is important to involve the community and the staff in
the establishment of the purposes and goals, in the analysis of the
situation and in the development of alternatives, the final responsibility
for the recommendation resides in the office of the superintendent;
however, the board of education is responsible for the final decision.

Regardless of the involvement of many persons in the develop-
ment of alternatives, decisions must be made by individuals and are
subject to human obstacles which often decrease the effectiveness
of the decision-making process. The first obstacle involves the com-
mitmeit to make a decision. All too often the human tendency to
postpone decisions is strong. By failing to decide, however, delayed
problems wiil intensify and more than likely multiply over a period
of time creating a larger problem. While it is true that individual
problems sometimes disappear, the decision notto decide may be very

ERIC?
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@ contd

¢ After thorough consideration of the alternatives, the Super-
intendent makes recommendations to the Board

any internal or external force which disrupts the system is countered
by anctier force from within which tends to bring it back to its
original state. This is especially true in school organizations where
subsystems in the structure develop and attempt to maintain a
certain degree of security. For this reason, information that is gen-
erated purely from the inside should be checked periodically by
objective, outside experts to_eliminate the possibility that vested in-
terests from within the organization are providing the superintendent
with information that would tend to protect their position of security.
Therefore, Leveral sources of information should be utilized by the
superintendent to insure that he does not become unduly influenced
by vested interest groups.

A third tendency that superintendents must avoid is to make
decisions based primarily upon the practical problems of implement-
ing those decisions. The first questions generally asked of an alter-
native are, “Will it work?” and “Can it be put into acceptable opera-
tion easily with a minimum of confusion?”. The real merit of an al-
ternative as a viable solution may never be realized simply because
itis found to be inconvenient for the administrator and therefore ruled
impractical. If the merits of an alternative are considered objectively
and found to be outstanding and if the alternative was established
through a process which elicited community support, the means for
implementing the alternative can usually be found.
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ceontonsessceccenen,
aoa, 4

2. Staff organi: for in-h ph ng

3. Sioff updates philasophy, goals, ond objecives.

atlore. 4. Boord contrads for out-of-heute consitation.
Staff completes situation analysis.

6. ¢ » - o

7. Staff develops clternative plans.

etresee

%

PHASE V — IMPLEMENTATION OF A PLAN

.

Task @ The plan is implemented.

Implementation of the adopted plan is begun
Implementation principles are:
Staff and community should be involved whenever possibie.

Recognition should be given to staff and/or community representatives for
exceptional service.

Consultants should be utilized whenever needed.

A short-range calendar of due dates or a PERT network for the completicn of
short-range tasks should be developed.

A continuous evaluation procedure for refining the on-going implementation
process should be designed and utilized.

Open lines of communicition with the wﬁm& and community shouid be
maintained.

i
~

1. Staff recognizes nesd for and mokes decision to plan. 8. c W Savelop cltemative plons.

9. Stoff makes recommendations.,

10. € hants make dati

n. Adminisiration recommands to Board.

12. Boord edopts a plan.

13. The plan is implemented.

14, The plan ond the plenning p are evel d

implementation of the adopted plan in
all areas (organization, program, finance.
personnel, facilities, community/school in-
teraction, and special services) is treated in
this publication in general terms. The method
of implementing the chosen options for each
of these variables is relative to many factors
such as:

® The options chosen

s The time span required

* The personality and style of the admin-
istrator

* The conditions upon which the plan
may be dependent.

However, the principles listed in the
outline are suggested as applicable regard-
less of the plan, the process, or the individuals
involved.
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@ contd

“

Select consultants

e Legal consultants and their basic services
e To advise on school law
e To advise on contracts with consu
suppliers, etc.

.............. the Plon u”".. the Proce

P
*Teenrnngeer®”

cavesser

ltants, builders, equipment-furniture

1. Stuff recognizes need for and mokes dedsion te plon.
2. Staff orgenizes for in-house planning.

3. Staff updetes philssophy, goals, and objedives.

4. Soord controgs for out-of-heuse consultation.

8. Consulents develop cllemative plens.
9. Staff makes recommendations.

10. ¢ L] malke 1 dations,
N. Administraion recommends %o Board.

s, Siaff completes situatien enciysis,

7. Siaif develeps chernative plans.

12. Board odepts o plon.
13. The plon is implemerted.
14. The plan and the plannin ovs evoluated.

g P

whether the project is a renovation, a re-
habilitation, or a completely new structure.
While smaller projects may omit some of the
process outlined, the employment of com-
petent design professionals is recommended;
those steps mandated by law, however, must
be followed explicitly. Superintendents should
avoid using maintenance personnel for major
construction projects or taking other short
cuts in an effort to save money and time:
short cuts often prove to be costly in the long
run.

LeBORATORIES

... and we can save 700 lira by not taking soil tests.”

Legal counsel should be available to the

schoo! officials on a continuous retainer

basis, but the services of attorneys are imoera-

tive during the planning and constructior. of
facilities.

[4+]
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2. Staff organizes for in-h lamni

»

3. Staft updates philasephy, goals, and objectives.

lco‘.‘

: . ., 4. Board sontrads for out-of-houss consultation,
uv-an-ﬂ..o- . . " uee !

ior Planning; : F Staft e y

" £ i 6. Consuh lete situation enalysis.

: 7. Statf develups clternative plons.

Secene

@ contd ‘

Furnishing additional services resulting from events over which the
architect has no contro! yet involve for him significant additional time
and cost

Providing specialized intericr design and furnishing services

e Factors to be considered in selecting consultants are:
e Competence to provide complete services required

e Capacity — the capability to provide all required services within a reason-
able agreed-upon time schedule
e Sufficient experience

e | ocation — with present day transportation/communication possibilities,
consultants and planners need not be “home-town folks”

Select or enlarge sites as needed

Develop educational specifications and user requirements

3. Stulf recognizes need for and mokes decision te plan. 8. Consullants develep alternative plans.

9. Staff mak
10. Consulkonts moke r dations.
1. Administration ds to Board.

12. Sourd adopts a plon. .
13. The plon is implemented.
14, The plon and the planni are {uated.

g P

Selecting consultants and planners
should not be unduly influenced by poiitical
factors; competence and thoroughness,
imagination and resourcefuiness are more
important.

For detailed information on the process
of selecting a site, consuit the Division of
School Planning publications Planning for
New School Sites and Public Schoois and
Highways.

Educational specifications may be
defined as a means of communication be-
tween the educator and the design profes-
sions. For detailed information on the process
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@ contd

1. Starf recogniizes need for and makes decision to plan.

2.

Statt izes for in-h Yanni

Staff updotes philesophy, goals, ond objectives,

. Board contracs for out-of-house consultation.

Soff pl L lysi:
ConacMants complete situation analysis.
Staff davelops alternative plans.

Prepare. review, and approve design development documents

8. Consultanis develop aifornative plans.

9. Staff mak doti
10. € ] make r dations.
N. Admini i ds to Board.

12. Boord adopts a plan.
13. The plan is implemented.
14. The plan and the plenning pi ore eval d

® Architect and engineer prepare design development drawings and outline
specifications which indicate ali basic decisions regarding:

* Materials

¢ Mechanical-electrical system
¢ Structural system

e Basic equipment and services
® Plan lay-out

® Design development documents are reviewed and suggestions are made by:

* Administrative unit

® Division of Schoot Planning
e State Insurance Department
¢ State Board of Health

e USOE if Federal funds are invol. 2d

» Adjustments are made to the design development documents pursuant to the

suggestions by the ahove agencies

* After a process of reviews and refinements, design development documents

are approve- by the above agencies

Prepare, review. and approve construction documents which include working

drawings, specifications, and other contract forms

-

SHOP

MECHAMICAL
ROOM

-
STORAGE

acquiring approval of plans as required by laws
and regulations. This duty may be assigned
to design professionals.
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2. StuHf crganizes for inh lanning.

3. stoff updotes philosophy, goals, Ii objedives.
4. Board contrads foi out-of-house consubtation.

s. Stoft ol P tysi

6. ConsuBants complete sHustion analysls.

7. Satf develops alternative plons.

ifor Plonning; :
... TN

Administer and complete bidding and contractural procedures

® Administrative unit and architect advertise for bids and set up conferences for.
prospective bigders

e Censtruction documents are released to bidders

® Or the deadline date, administrative unit accepts bids

® Administrative unit, architect, and engineer evaluate bids

e Administrative unit selects successful bidders

e When Federal and/or State funds are involved, administrative unit makes an
application to the State Board of Education through the Division of School
Planning

® Administrative unit, with advice frcin legal and design consultants, prepares
and executes contract documents

1. Staff recognizes need for and makes dedision to plan. ¥. Consult develop alternative plans.

\
9. Stoff mak doti |
10. € | ] moke dations. !
1. Admini : ds to B "

12. Board adepis o plan.
13. The plan is implemented.

14, The plan and the ._,..¢1 ove i d
] .

e Facilities for Early Childhood Educa-
tion — School Planning Guide Series
5

e Tar Heel School Food Service Facility
Guide

® Planning for Shops and Laboratories

North Carolina statutes prescribe
procedures for obtaining and accepting bids,
for executing contracts, for final inspections,
and for acceptance of completed projects.

For more detailed information on the
formal procedure -for State-funded projects,
consult the Division of School Planning pub-
lication Public School Facilities Fund of 1963

— Step by Step Procedure.
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1. Siaff recognizes nesd for and makes dadision 1o plan
2. Staff organizes for in-houss plonning.

3. Staff updotes philesephy, geals, and objectives.

4. Boord contrads for evt-of-house consultation.

“- g& 11- 28 ) -II e

6. Consulont 1- oo ad twai

7. Statf develops oterndtive plans.

¥

PHASE VI — m<>_:C>._._OZ OF THE PLAN
AND THE PROCESS

Task ® The plan and the planning process are evaluated

Objectives of evaluation:

e To assess the effectiveness of the ptanning process and the plan in achiev-

ing the stated goals (short- or |
e To generate information for ma

cng-range) of the school system to date
king adjustments determined to be desirable

e Tu further refine the planning process for more efficient operation in the

future

SITUATION
ANAIYSis

EvalvaTtion

———

he— -

P 5, 1 lop e, ative plans.

9. Statf mok deati

10. G Nants make r doti

1. Adminisiretion recommends to Soard.

12. Boord adopts ¢ plen.

13. The plan is implemented.

14. The plon and the planning process are evoluated.

Evaluation is a part of every phase of the
planning process, not just a cuiminating
activity that symbolizes termination. Actually
the process was begun with an evaluation
(situation analysis); it is realistic to assume
that Phase VI of one process may be the
beginning of Phase | ot another.

Throughout the planning procedure in-
formation is gathered to assess progress
towssd the goals of the system, to determine
the esfectiveness of the procedure, and to
refine the procedure and/or the goals. This
cannot be delayed until the end since each
phase is based upon the evaluation of the
preceding one and since information may be
collected during the process that may not be
available later.
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ifor Planning; ; Anolysis

® contd

s Effect upon the formal structure of the system
¢ Effect upon the social interaction of the system
s Effect upon the informal structure of the system

1. Staff recognizes need for and makes decision ts plan.

2. Staff organizes for in-house planni

3. SteH vpdotes philosophy, goals, and aobjective:r.
4. Roord contrads for out-of-house censultation.

e '
5. Staff comel Y

& C ey pk itvetion onalysis.
7. Stotf develops cemuohve plans.

8. Censul davelop allemative plons.

9. Stalf makes recommendatiens.

10. C e wicke dati
‘1. Administrob ds to Beard.

12. Board adepts a slaw.

13. The plan is implevented.

34, The plan end the planning procuss are evaluated.

are less obvious and much more difficult to
ascertain. This is true because baoth are
elusive and intangible factors that become
apparent only if they are sought out. This is
not intended to minimize their importance.
On the contrary, both factors and others like
them may play a very important role in
determining the success of the plan of
improvement. In reality, these factors are
actually side-effects of the planning process
and its resultant changes. They have a direct
bearing, however, upon the morale of the
students, the teachers, and the community
and therefore directly affect the acceptance
of the improvements by these groups. The
point is inat evaluation should be concerned
not only with the obvious criteria but sensi-
tive to intangible side-effects that are so im-
portant to the success of the plan.
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APPENDICES
Appendix A FOOTNOTES

Daniel Katz and Robert Kahn, The Social Psychology 9. OGmENm:o:m {New York: John Wiley m:a Sons, Inc.
1966), pp. 63-64.

?Educational Facilities Laboratories, Places and Things for Experimental Schools. A joint report of Educational
Facilities Laboratories, Inc. and Experimental Schools project of U. S. Office of Education (New York: E.F.L., 1972),
p. 111.

}bid., p. 15.

*Katz and Kahn, op. cit., p. 63.
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Appendix B PUBLICATIONS OF THE DIVISION OF SCHOOL PLANNING

School Planning Guide Series
Educational Planning — July, 1964
A Digest of Educational Planning — June, 1963
Educational Specifications — May, 1968
Minimum Check List for Mechanical and Electrical Plans and Specifications — August, 1969
Facilities for Early Childhood Education — March, 1970

Pubtic Schools and Highways — June, 1971

North Carolina Laws Relating to Public School Construction — 1966
Planning for Built-Up Roofing (Preliminary Draft)
Infermation Concerning mm:o.cm:o:m — January, 1971

Procedures for Reviewand Approval of School mc__a_:m _u_m:m and for _:muoo:o: of Building Projects by the Division
of School Planning — January, 1971

North Carolina Schools of Interest — June, 1971 : v
Planning for New School Sites — November, 1971 |
Facilities for the Arts (available 1973)

Planning for Shops and Laboratories

Technical Series

1—Roofing-Planning, Specifications, Construction, Problems — September, 1963

2—Specifications for Structural Concrete for Buildings — October, 1970

3—Considerations for Fire Alarm Systems, Sprinkier Systems, and Vandalism Control Systems in Public
Schools — March, 1971

4—Moisture Protection—August, Aoj

5—Pre-Fabricated, Pre-Engineered Rigid Frame Buildings — April, 1972

6—Pre-Coated moo::m Felts — June, 1972
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