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T
his publication is a descendant of E

ducational P
lanning w

hich w
as published in

1964. P
lanning for education is not som

ething new
; it has been going on to a greater or

lesser degree as long as there have been organized system
s of education. W

hen a school.
board and its staff m

ake decision's regarding future program
s for curricula, for staff, for

organization..-O
r for facilities, they do so on the basis of som

e degree of planning. T
he

purpose of this publication is to clearly define, to better organize, and to encourage the
process of plannirj for education to the end that m

ore effective results accrue.
P

lanning for the future obviously requires continuous appraisal of existing program
s,

resources, and facilities. T
he planning process is m

ore accurately described as a circular
process than as a linear process. In this publication for purposes of sim

plicity, the planning
process has been dealt w

ith in a linear m
anner. T

he reader is encouraged to envision the
w

hole process as ongoing, circular, or spiral, and w
ith perpetual revision of inforM

ation
w

hich is used for decision m
aking.

M
any people have m

ade contributions in the revision of this publication. A
t three

w
orkshops, held in the fall of 1972, a prelim

inary draft of this publication along W
ith an

evaluation foie w
as distributed to school superintendents throughout N

orth C
arolina. In

addition to the distribution of the prelim
inary draft at the w

orkshops, copies w
ere m

ailed
to all local education agencies and to several colleges and universities. T

he D
ivision

requested that all readers subm
it suggestions for deletions, additions, or changes w

hich
.w

ould im
prove the prelim

inary draft. T
his publication represents the input of all the

responses received from
 these distributions.

T
his publication w

as.-4prepared under the direction of Lacy M
. P

resnell, Jr., E
duca-

tional C
onsultant, D

ivision of S
chool P

lanning and w
as w

ritten by D
r. D

ouglas L.
P

earson, E
ducational C

onsultant, D
ivision of S

chool P
lanning. A

cknow
ledgm

ent is also
m

ade of the contribution of M
arvin R

. A
. Johnson, D

esign C
onsultant, and D

r. T
. D

arrell
S

pencer, E
ducational C

onsultant of the D
ivision of S

chool P
lanning, w

ho served on the
P

lanning for E
ducation w

orking com
m

ittee. T
he assistance of P

atricia M
ann, D

raftsm
an-

A
rtist, and C

heryl W
allace, S

ecretary, w
as invaluable in the illustration and production

of the publication. A
ppreciation is also extended to the m

any N
orth C

arolina superin-
tendents and professors w

ho read, evaluated, and offered cG
:istructive suggestions for

the im
provem

ent of the publication's prelim
inary draft.
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irector
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T
his publication w

as prepared by the D
ivision of S

chool P
lanning to provide

a

planning guide that gill be useful to local school officialsin the
process of planning for

the needs, of all students. T
he D

ivision's original P
lanning G

uide, printed in 1958,
w

as

an eight page publication w
hich adm

ittedly w
as not intended to be a com

plete treatise

but w
as intentionally kept brief and sim

ple, although it dealt w
ith

a com
plex subject.

T
he second publication, S

chool P
lanning G

uide
S

eries 1 published in July of 1964,

w
as a narrative docum

ent w
hich described certain areas of the planning process in

depth. U
sers have reported that the 1964 publication has been useful and helpful. S

ince

no additional copies are available from
 the D

ivision for distribution, it w
as suggested by

several superintendents that the 1964 publication be reprinted, revised,
or rew

ritten.

In response to this request, this revision w
as prepared.

A
n attem

pt has been m
ade in this publication to organize the inform

ation
differently

and to further refine the explanation of the planning process. M
uch of the detail

present in

the form
er publication, in addition to a w

ealth of
m

ore current inform
ation, is included in

this revision. T
he m

ajor changes are reflected in the organization, the m
ode

of presentation,

and the refinem
ent of the total planning process. T

he im
proved revision is intended

for use

by a m
ore 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.
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T
his process seenis to be applicable to

any planning need regardless of its dim
ensions. It

w
ill apply to the developm

ent of
long-range, system

-w
ide plans affecting the

com
m

unity's

total educational
program

 including the instructional program
, organization and adm

inistra-

tion,
personnel, facilities, com

m
unity/school interactions, and

special services.

T
he process is also applicable to renovation

or rehabilitation of existing facilities or to short-

range planning for the utilization of single school or site.

In order to provide a w
ell defined and functional

structure for the publication, the

follow
ing P

E
R

T
 (P

rogram
 E

valuation and R
eview

 T
echnique)

diagram
 of the planning process

is located on alternate
pages. T

he diagram
 is located in this m

anner so that the reader can

view
 and relate the printed inform

ation to the
diagram

 at any tim
e w

hile reading the pub-

lication. T
he step or steps under consideration

on a particular page w
ill be highlighted on the

diagram
 so that-progress through the planning

process is readily apparent.

3
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 c
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m
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 T
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ng
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 T
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 c
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s
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s.

 T
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s
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 b
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g
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g
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. F
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- 
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th
at
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fte

r 
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f
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ga

ni
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tio
n

is
 a
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om

pl
is

he
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(T
as

k
2)

, s
itu
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 b
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e
st

af
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 is
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co

m
pl
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h
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t

T
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k 
5.
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In a technically correct P
E

R
T

 chart, the relationship of the various tasks
are apparent

as w
ell as the sequence. F

or instance, T
ask 7 (developing alternative plans) should not be

initiated until T
ask 5 (situation analysis) and T

ask 3 (updating philosophy, goals, and objec-

tives) have been com
pleted. S

ince the diagram
 is intended to be flexible, there w

ill be in-

stances w
hen the local board w

ill prefer to utilize the local-staff-directed route w
ithout

using out-of-house consultants. T
he process w

ould then becom
e a linear one as follow

s:

1. S
taff recognizes need for and m

akes decision to pion.
2. S

taff organizes for in-house planning.
3. S

taff update* philosophy, goal*, and objectives.
S

. S
luff com

pletes situation analysis.

7. S
taff develop alternative plans.

it. S
taff m

akes recom
m

endations.

11. A
dm

inistration recom
m

ends to B
oard.

11. S
uard adopts a plan.

13. T
he plan is im

plem
ented.

14. S
he plan and the planning proem

s
are evaluated.

T
here w

ill be other instances, how
ever, w

hen the Iocai adm
inistration w

ill choose to

utilize only the objective out-of-house route as follow
s:

i. S
taff rerognises need for and m

akes decision to plan.
W

ard contracts for out-ofhouse ccccc hation.

6. C
onsultants com

plete situation analysis.
S

. C
onsu hang develop alternative plans.

10. C
onsuhants m

ake recom
m

endations.
U

. A
dm

inistration recom
m

ends to W
ard.

11. B
oard adopts a plan.

11. the plan is im
plem

ented.
14. T

he plan and the planning process are evaluated.
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 D
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l c
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 c
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 b
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 c
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 c
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ith

er
 (

1)
 to
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r 
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e 

ou
tli

ne
 c
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te

nt
, (

2)
 to

 p
ro
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de

 a
dd

iti
on

al
 in

fo
rm

a-

tio
n 

th
at

 is
 n

ot
 s

ui
ta

bl
e 

to
 o

ut
lin

e 
fo

rm
, o

r 
(3

) 
to

 r
ef

er
 th

e 
re

ad
er

 to
 o

th
er

 p
ub

lic
at

io
ns

 o
f t

he

D
iv

is
io

n 
of

 S
ch

oo
l P

la
nn
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g 

w
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re
 m
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e 

de
ta

ile
d 

in
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e 
su
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ec

t m
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 b
e 
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ca

te
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1. Stair rocognises need for and m
akes decision to plan.

2. Staff organises for in-house planning.
3. W

aif ts10412104 philosophy. goals, and elslodives.
4. board contracts for out-ef.house consultation.
g Staff com

pletes situation analysis.
0. C

onsultants nunlike* situation analysis.
7. Staff develops otherrativo Plans.

P
H

A
S

E
 I - P

R
E

P
A

R
A

T
IO

N
 F

O
R

 P
LA

N
N

IN
G

S
taff recognizes need for and m

akes
decision to plan.

Local school officials recognize a need for and decide to plan as a
result

of m
any factors:

R
ealization that long-range plans need revision

C
hanges in the school population

C
hanges in the financial structure by type or degree,

e.g.

R
ecent judicial precedents

. A
ttitude of local citizenry

C
hanges in attitude and/or com

position
of agency on w

hich education
fiscally dependent
R

evenue sharing
O

ptic:dial sales tax
C

hanges in bonding capacity

is

S. C
m

tsvitants develop alktrnaliter pans.
9. Staff m

akes recom
m

ondallans.
10. C

onsultants m
ake rocaram

ondations.
11. A

dm
inistration rocanunonds to board,

12. board adapts a plan.
13. T

he plan is intplentoread.
14. the plait -and the planning proem

s am
 evaluated.

W
hile planning is a continuous, never-

ending. and dynam
ic process, there are

tim
es

w
hen

the
need

for
increased

planning
activity becom

es m
andatory. T

hese
instances

often occur w
henca variety of related but non-

coordinated forces produce a concerted
in-

fluence on the status quo of the system
.

O
ther

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) m
ay create

; serious need
for increased planning activity.
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 p
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S
taff organizes for in-house planning.

1. S
taff retortion' need for and m

akes rad8an to plan.
2. raft oreenizes for lo-itoose planning.
3. S

hoff updates philosophy. soak and ohledIva.
4. hoard contraos for eta-of-hew

. consoketien.
L S

elf coom
pletes situation analysis.

6. C
onsultants tannins shvation analysis.

7. S
taff develops eihonativ, plans.

S
taff begins internal organization for in-house planning

A
ppoint steering com

m
ittee w

hich m
ay include:

C
itizens at large

C
entral office staff

P
rincipals

Instructional personnel
N

on-professional staff
S

tudents
P

.T
.A

. m
em

bers
A

dvisory com
m

ittee m
em

bers
M

em
bers of local new

s m
edia

C
ounty com

m
issioners

S
chool B

oard m
em

bers
C

onsultants (in an advisory capacity)

S
ubcom

m
ittees selected from

/or by steering com
m

ittee
facets of the educational com

m
unity such as:

C
om

m
unity data

S
chool system

 data
P

resent m
em

bership and projections
P

ersonnel
Instructional program
S

pecial services

to evaluate the various

L C
onsultenns develop ahernadve peons.

9. S
taff m

akes reconanendolions.
10. C

onsollanb m
ake reannetendations.

11. dnitninistrO
en recoaunends to B

eard.
11. heard todepb a plan.
13. T

he oleo is hnpioniew
ed.

14. T
he plan and the planning proem

 are avalustod.

T
here are several reasons w

hy the
steering com

m
ittee should be com

posed of
representP

.ives from
 various segm

ents of the
com

m
unity. T

he m
ost obvious reason is that

the school is a social institution and as such
should strive to m

eet the needs of the com
-

m
unity. A

n assessm
ent of these needs and

the determ
ination of how

 best to m
eet them

should naturally involve as m
any people as

possible. A
 second reason is that, in order for

citizens
of the com

m
unity to understand

how
 proposed

changes
are

to
help

in
achieving the purposes and goals of the
school program

, the citizens m
ust first be

know
ledgeable

concerning
the

, direction
and the content of these purposes and goals.
If they w

ere established through w
ide com

-
m

unity
participation,

the know
ledge and

resultant understanding m
ight w

ell be realized
m

ore easily than if the participation had not
occurred.
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1. S
taff recognizes need for and m

akes docisien to plan.

2. S
taff organizes for in-house planning.

3. S
ae updates philosophy, peals, and ebleclives.

4. B
oard contracts for out-of-house consultation.

5. W
olf cantpletes A

lvatian analysis.
6. C

onsultants com
plete sheathes analysis.

7. S
taff develops alternative plans.

S
taff updates philosophy, goals, and objectives.

S
ubcom

m
ittee updates purposes and goals of the system

E
stablish a statem

ent of the purposes of public
education as suggested below

:

P
repare a tentative w

ritten statem
ent

of the purposes by one or a com
bination

of techniques
G

roup discussions are held w
ith som

eone recording
individual statem

ents
E

ach m
em

ber w
rites one or m

ore purposes and the list
is com

piled
S

m
all groups discuss purposes and com

pile lists
C

om
m

unity planning charrette is held

D
eterm

ine the validity of the purposes by considering:
T

he needs of the children
T

he characteristics of the com
m

unity
T

he support for the statem
ent found in current

literature and research
M

andated program
 (law

s and m
inim

um
 standards)

D
evelop a procedure for continuous

evaluation and revision of the statem
ent

M
ake adjustm

ents indicated by changes in the
com

m
unity and the pupil

population

O
. C

onsullants develop aliam
eeive pions.

e. S
taff m

akes reenntreartW
allw

if
10. C

onsultants m
ake rorensalendseiens.

n. A
doolnishraffen recom

m
ends to B

eard.
12. board adapts

plan.
13. T

he plan is im
plassontod.

14. no plan and the planning process are evaluated.

T
he developm

ent of purposes and goals
is perhaps the m

ost im
portant step in the

planning process since every succeeding step
is

evaluated
in

term
s of w

hat has been
established here.

It
is at this point that the

follow
ing types of questions need to be an-

sw
ered:

"T
he term

 charrette' is borrow
ed from

 the
architectural profession, w

here it
indicates

an intensive effort to finish a project
before a

deadline.
In school planning,

it denotes a
session of intensive group planning, w

ith
com

m
unity representatives, school officials,

teachers, students, and designers each con-
tributing

suggestions and
all

w
orking to

resolve conflicting desires. T
his process has

been used in dozens of com
m

unities across
the country."2

11
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1. S
taff roconises m

od for and m
ake. derision to plan.

2. S
taff organism

 for ihouso planning.
3. S

taff updates philom
pity, goals, and tallostivm

.
4. B

oard contrasts for outsof-houso consultation.
3. S

taff som
platos situation analysis.

6. C
onsultants am

ply. situation analysis.
7. S

taff develops alternative plans.

B
ased upon the agreed-upon purposes, develop a tentative statem

ent of the goals
of the system

 as they relate to w
hat is desirable in:

Instructional program
P

ersonnel
O

rganization
F

inance
F

acilities
C

om
m

unity/school interaction
S

pecial services

Locate and study current literature and research _related to each of the above

E
valuate and refine the tentative statem

ent into a set of desirable goals for each
of the above

3. C
onsukonts develop alisenalivo plans.

9. S
taff m

esas rum
arnondations.

10. C
onsultants m

ake rocom
m

ondations.
O

. A
dm

inistration rem
atm

ando to B
oard

12. S
em

i adopb a plan.
13. T

he plan is im
plam

entad.
14. M

ut plan and tho planning proem
s aro *valuated.

T
he subcom

m
ittees assigned to w

ork
w

ith the various areas should be challenged
to describe the ideal in each area. W

hile these
ideals m

ay never be realized, the develop-
m

ental process and the resultant direction are
profitable.
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T
ask

T
ask

t
v

A
nalysis \poym

op::::.. a Plan
of

.: m
at of

11
situation::
.......

...........

t
St

1

E
valw

atie;i:
- im

plem
en.: of the

talk° of
Plan and

the Plan
the prom

s'

1. Staff recegabes need for and m
akes decision tco plan.

2. staff organises fey itohm
se planning.

3. Staff updates philosophy, gods, and ebiectives.
4. aoard contrads for out-of -house consultation.
5. Stuff com

pletes situation analysis.
6. C

onsultants com
plete situation analysis.

7. Staff develops alternative piano.

P
H

A
S

E
 II - A

N
A

LY
S

IS
 O

F
 S

IT
U

A
T

IO
N

S
taff com

pletes situation analysis.

C
onsultants com

plete situation analysis.

Local com
m

ittees and/or consultants develop inform
ation base

C
untaltanto develop ediernady* piano.

9. Staff m
akes recem

m
endetistm

.
10. C

onsultants m
akeroid;ndationi.

11. A
dm

inigrallea m
onis

to heard.
12. B

eard °deals a plan.
13. T

he plan is im
plem

ntd.
14. T

he plan and the planning prem
iss are evaluated.

T
he item

s listed in the left colum
n

that

m
ay be

exam
ined are only suggested com

-
ponents of the situation

analysis and are by
no m

eans
all-inclusive. M

any of the
item

s

w
ould require only an updating

of the inform
a-

tion base norm
ally m

aintained by
the super-

intendent.
O

ther
data,

particularly
com

-
paring the local school system

w
ith other

units, can best be obtained through
the D

ivi-
sion of S

chool P
lanning and

is available upon
request w

hether or not
D

ivision consultants
are actively involved

in the situation analysis.
P

hase I
of the planning process is in-

tended to answ
er the question,

"W
hat w

ould
w

e like to provide in our
total program

?"
P

hase
II

entertains the question, "W
hat

do

w
e now

 have?"
T

he ultim
ate objective of

the situation analysis is to so thoroughly
define15
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1. S
taff recognises need for and m

akes derision to
plan.

2. S
taff organizes for in -Louse planning.

S
. gaff updates philosophy, goals, and abiedives.

4. lew
d asntrads ler eut-ethouse consultation.

3. S
taff com

pletes situation analysis.
6. C

onsultants com
plete situation analysis.

I. S
taff develops alternative plans.

P
ublic and institution lands

E
ducational (private and parochial) and cultural installations

S
tudent residences coded according to ages

H
igher education and preschool centers

Location of correctional centers
H

ealth services centers
P

opulation data
Increase or decrease by m

inor civil subdivisions
C

ounty-w
ide population by age

C
ounty-w

ide population projections by age
C

om
parison of county births and deaths

C
om

parative grow
th of adjoining counties

C
om

parative grow
th of adjoining cities

C
ultural resources available

Libraries
M

useum
s

T
heatres (film

 and dram
a)

R
esource persons

E
m

ploym
ent O

tterns
B

y selected industries
A

nnual average w
ork force estim

ates
C

om
m

uting patterns

S
. C

ans:W
ants develop alternative plans.

9. S
taff m

ake recom
m

endations.
10. C

onsultants m
ake recem

m
endsdiern.

U
. A

dm
inistration recom

m
ends to S

eard.

12. B
eard adepts

plan.
13. T

he plan It im
plem

ented.
14. T

he plan and the planning process are evaluated

affect the child, perhaps as m
uch as the school

he attends. T
he public schools, in analyzing

their com
m

unity and in
establishing their

program
s, cannot ignore these

other in-
fluences in the lives of their children. R

ecog-
nizing the context in w

hich they exist and
function, the public schools m

ust utilize and
coordinate their services w

ith these other re-
sources for the benefit of the students.
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S
chool system

 data are
assem

bled

P
resent m

em
bership

B
y grade

B
y school

B
y area

S
ystem

-w
ide total

3
C

ounty-w
ide total if different

P
upil population projections

B
y grades

B
y attendance area

B
y special program

D
rop-out data

F
ollow

-up of graduates and
drop-outs

P
rivate school m

em
bership

N
um

ber of com
m

uting students
Into the system

.
O

ut of the system

P
ersonnel data

C
ertification level of professional staff

E
xperience of professional staff

P
ersonnel turnover

S
um

m
ary of all personnel data

S
um

m
ary data for non-professional

staff

1. Staff resegnises roped ter ant
m

akes decision to plan.

2. Staff organism
, for irs-betue planning.

3. M
att updates philosophy,

and obledives.

4. heard contreas for w
t-el-lsouse

consulteden.

S, golf com
pletes sim

ation
analysis.

6. C
ansultents ceroploto situation

analysis.

7. W
ool develops oitornativo plans.

2. C
onsultants develop alternative plans.

9. fluff m
akes recom

m
endations.

10. C
onsultants m

ak. recom
m

endellens.
71. A

dm
inistseden recom

em
ndi te B

eard.
12. D

otard elope a lam
i-

13- T
he plies b Ineplem

ented.
14. T

he plan and the A
na in. process aro

etraluated.

A
 prediction of the future school popula-

tion is an integral part of planning for
the fu-

ture. Inform
ation that w

ill lend
validity to

projections should be collected and interpreted
annually.

P
upil population projections are use-

ful
w

ithin certain
lim

itations. T
he pr6iec-

tions are norm
ally based on an

analysis of
the pupil population during past years

and are
m

ade on the assum
ption that no

significant
change w

ill occur in the birth rate,
holding

pow
er of the schools, or

m
igration patterns.

If
properly developed, the projections are

highly reliable for the first year but
becom

e
less reliable w

ith successive years.
C

onse-
quently, the projections should be

updated
each year or evaluated in term

s
of actual

pupil counts.
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P
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:neve
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tor P
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A
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lternatives

contd

P
lan

if fraflism
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ef
the P
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V
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S
voluatiolil

of the
P

lan and
the P

rocess;
...........

...........

I. S
taff recognises

need for and m
akos decision

to plan.

2. S
taff organises for in -house

planning.

3. S
taff updates

phlsophy, goals, and objectives.

4. beard contracts for
out-af-hous. consultation.

5. S
taff com

pletes
situation analysis.

6. C
onsultants com

plete
situation analysis.

7. S
taff develops alternative

plans.

O
rganization and adm

inistration
V

ertical organization
(graded, m

ultigraded,
nongraded, or a com

bina
'on)

H
orizontal organization

(self-contained classroom
s,

departm
entalizati_m

,

Joplin plan, hom
ogeneous or

heterogeneous grouping,
'open", etc.)

A
dm

inistrative. pr:r:-_:es and
practices

C
oordination of central office

C
hannels of com

m
unication

A
uthoritarian, dem

ocratic, or
laissez-faire in practice

C
lassroom

 teacher/pupil
ratio

P
rofessional staff/pupil

ratio
S

tate and regional accreditation
status of ,ndividual

schools

H
igh school graduates

five-year sum
m

ary
P

ercentage going to four-year
college

P
ercentage going to tw

o-year
college

P
ercentage going to technical or

vocational school

P
ercentage accepting

im
m

ediate em
ploym

ent
P

ercentage in m
ilitary

service
P

erveitage unaccounted
for

T
ransporzazioti

N
um

ber and pe-centage of pupils transported
N

um
ber of buses

M
ileage

M
axim

um
 tim

e a pupil is on a
bus per day

S
. C

onsultants develop
akernative plans.

9. S
hift m

akes recom
m

endations.
10. C

onsultants m
ake

riscom
seam

iaitans.

It. A
dm

inistration recom
m

ends to
board.

12. board adepb a plan.
13. T

he plan is im
plem

ented.
T

ivo plan and the planning prestos are
evaluated.

O
ne can hardly overlook the

effect that
the organization and the

adm
inistration of a

system
 or individtri school

has in stifling or
enhancing the realization of goals

and objec-
tives. T

o determ
ine w

hether
the organization

and adm
inistration truly

reflect the philosophy
of the system

, answ
ers to the

follow
ing sug-

gested types of questions are
valuable:

H
ow

 are students advanced
through

the program
 from

 year to year
(vertical

organization)?
H

ow
 are students organized

in groups
(horizontal organization)?
A

re adm
inistrative policies

clearly un-
derstood by all w

ho are
affected by

them
?

A
re

adm
inistrative

practices
consis-

tent?
Is the authority and

responsibility of
the central office staff w

ell
coordinated

or do
their

functions
overlap and

conflict?
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1. S
taff recognizes need for and m

akes dly.klon to plan.
2. S

taff organises for in-house planning.
3.

S
taff updates philosophy, gook, and objectives.

4. B
oard contracts for out -of -house consultation.

5. S
taff com

pletes situation analysis.
6. C

onsultants com
ply.* situation analysis.

7. S
taff develops alternative plans:

C
om

parison of uses of tax funds w
ith neighboring

averages
C

om
parative uses of a one percent sales tax

N
on-property revenues

S
ales tax

R
evenue sharing

E
ndow

m
ents or gifts

S
pecial use taxes (privilege)

incom
e tax

S
tudent fees

R
egional funds (A

ppalachian, C
oastal, etc.)

F
ederal funds

A
lcoholic B

everage C
onirul funds

F
ines and forfeitures

T
ax base data

A
ppraised valuation

A
ssessed valuation

D
ate of last revaluation

T
ax levy

E
ffecti,,ie tax levy

R
eserves

P
otential sources of funds for pay -as- you -go

counties and w
ith S

tate

8. C
onsultants develop alternative plcins.

9. S
taff m

akes recom
m

endations.
10. C

onsultants m
ake recom

m
endations.

A
dr0listration recom

m
ends to bard.

12. H
oard adopts a plan.

13. T
he plan is Im

plem
ented.

14. T
he plan and tits, planning process are evaluated.

W
hile a com

parison of local financial
data w

ith S
tate averages is useful and to be

encouraged, a com
parison of local data w

ith
geographically adjacent system

s or those w
ith

sim
ilar characteristics

is m
ore revealing in

term
s of the level of local support. C

om
para-

tive fiscal data, although difficult for local
agencies to secure on their ow

n, m
ay be ob-

tained through the D
ivision of S

chool P
lanning

upon w
ritten request from

 the local board of
education.

O
U

R
S

Y
S

T
E

M
S

T
A

T
E

N
E

IG
H

B
O

R
S

A
V

E
R

A
G

E
S

Y
S

T
E

M
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lb. process
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contd

i. S
taff recognizes need for and m

akes
ducision to plan.

2. S
taff organizes for in-house planning.

3. S
taff updates phiiesephy: goats; find eldedieas.

4. bard centred, for out-of-house consultation.
5. S

taff tem
plates situation

analysis.

6. C
onsultants rum

ple. situation altelY
sis

7. S
taff develops alternative plans.

Local
com

m
ittees

and/or
consultants com

pare and
analyze

initial
data

D
eterm

ination is m
ade relative to further

data that is needed

T
asks are cooperatively assigned for securing further data

Local com
m

ittees and/or cr,risultants
com

plete situation analysis

Local com
m

ittees and/or consultants
subm

it w
ritten reports to the S

uperintendent

S
. C

ansukants develop alternative plans.
9. S

taff m
akes recom

m
endation..

10. C
ensuitatds m

ake recom
m

endations.
U

. A
dm

inistration recom
m

ends to B
oard.

12. B
oard adopts a P

lan-
13. T

he plan I. Im
plem

ented.
14. T

he plan and the planning process are *valuated.

A
fter collecting, organizing, and

dis-
playing the data in the m

ost appropriate
m

anner (tables,
figures,

narrative reports,
m

aps, etc.), the inform
ation m

ust
be analyzed

to determ
ine if further data is

needed and
available. T

he local com
m

ittee and consul-
tants cooperatively determ

ine w
ho is

in the
best position to secure the additional

data
and assignm

ents are m
ade and

com
pleted.

W
hen all the data are in and expe-

ditiously recorded, w
ritten reports are

prepared
and subm

itted to the S
uperintendent.
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contd

S
taff com

pares param
eters of present situation w

ith the "desirable" statem
ents in

light of agreed upon purposes

S
taff m

anipulates the variables for each area to identify alternative w
ays to reach

the long-range goals

Instructional program
 options:

R
equired courses / m

ini courses / independent study
A

cadem
ic, college-oriented program

 / vocational, career-oriented program
C

om
prehensive high school / high school w

ith tracks w
ithin the curriculum

T
eachers and textbook dom

inated instruction / a child centered approach

O
rganization options:

Junior high/m
iddle school

S
elf-contained / "open"

N
on-graded / graded

H
om

ogeneous groups / heterogeneous groups
C

hronological age grouping / m
ulti-age grouping

4-3-3-3 / 7-3-3 / 9-4 / 7-6 / 6-4-3 (including kindergarten)
S

everal sm
all schools / one or tw

o larger schools
S

pecial schools, i. e. vocational, im
paired, talented, etc.

m
ost m

andatory 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. M
ore

specifically, planning is the selection of a
course of action by system

atically considering
the alternatives. A

ll too frequently this, phase
of the planning process is om

itted or at best
abbreviated.

In
the

pressure
of

reaction
planning, that w

hich occurs in a crisis or as
a result of poor prior planning, the first feasible
solution is often adopted w

ithout considering
other possible solutions. W

hile this is a nat-
ural response, it should be avoided; the first,
m

ost obvious solution m
ay or m

ay not be the
best solution.

D
eveloping

alternatives
involves the

purposeful and system
atic m

anipulation of
the

hum
an,

technological,
organizational,

financial, and social variables that com
prise

the educational entity.
It

is an attem
pt to

evaluate the effect of increasing one variable
and decreasing another upon the clients of
the system

the students.
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r 

cy
be

rn
et

ic
 te

ch
ni

qu
e;

 th
es

e 
ar

e
va

lu
ab

le
 in

 s
im

ul
at

in
g 

th
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at
io

na
l v

ar
ia

bl
es

 in
 te

rm
s 

of
 c

os
t

an
d 

qu
al

ity
. C

om
pu

te
r 

pl
an

ni
ng

 m
od

el
s 

en
ab

le
th

e 
lo

ca
l p
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 p
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.



contd

C
om

m
unity/school cooperation

and coordination options:
S

hared instructional
services

library (sum
m

er and
adult), recreation,

post-secondary education,
secondary equivalency,

resource persons, local
industry resources,

com
m

unications m
edia, cultural

resources, etc.
S

hared special services
transportation, m

aintenance
and operations,

cafeteria, health

S
chool-m

anaged special service
options:

S
ingle bus system

 for all
/ dual bus system

 for all
/ dual for som

e and
single for others
S

ystem
-operated cafeterias /

outside catering / vending
Local school-m

anaged
cafeterias / D

entrally- m
anaged

cafeterias
S

ystem
-em

ployed nurses /
C

ounty H
ealth D

epartm
ent

person7)el
S

ystem
-em

ployed psychologist
/ C

ounty H
ealth

D
epartm

ent personnel

N
solooL

A
dult

classes
T

h.-eclat
7:8D

PK

fla

it

T
he alternatives listed

in the outline
section are not intended

to he all-inclusive;
they are included

only to suggest
possible

options.

3
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T
ask

contd

A
dm

inistration recom
m

ends to B
oard.

S
uperintendent selects a plan and m

akes recom
m

endations
to the B

oard

S
uperintendent

review
s

the
purposes

established
cooperatively by his staff and representatives of the
com

m
unity

S
uperintendent review

s the statem
ents of desirable

characteristics identified in P
hase I

for the areas that
follow

:
Instructional program
P

ersonnel
O

rganization
F

inance
F

acilities
C

om
m

unity/school interaction
S

pecial services
S

uperintendent review
s situation analysis for areas of

strength and w
eakness

S
chool P

lanning are subm
itted to the superintendent in bound form

w
ith a verbal report presented upon request. A

t the request of the
board of education, consultants of the D

ivision of S
chool P

lanning are
available at any tim

e follow
ing the report to interpret their recom

-
m

endations.

W
hile it iF

 im
portant to involve the com

m
unity and the staff in

the establishm
ent of the purposes and goals, in the analysis of the

situation and in the developm
ent of alternatives, the final responsibility

for the recom
m

endation resides in the office of the superintendent;
how

ever, the board of education is responsible for the final decision.
R

egardless of the involvem
ent of m

any persons in the develop-
m

ent of alternatives, decisions m
ust be m

ade by individuals and are
subject to hum

an obstacles w
hich often decrease the effectiveness

of the decision-m
aking process. T

he first obstacle involves the com
-

m
itm

ert to m
ake a decision. A

ll too often the hum
an tendency to

postpone decisions is strong. B
y failing to decide, how

ever, delayed
problem

s w
ill intensify and m

ore than likely m
ultiply over a period

of tim
e creating a larger problem

. W
hile it

is true that individual
problem

s som
etim

es disappear, -the decision not to decide m
ay be very31
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contd

A
fter thorough consideration of the alternatives, the S

uper-
intendent m

akes recom
m

endations to the B
oard

ST
U

D
E

N
T

O
rr

any internal or external force w
hich disrupts the system

 is countered
by another force from

 w
ithin w

hich tends to bring it back
to its

original state. T
his is especially true in school organizations w

here
subsystem

s in
the structure develop and attem

pt to m
aintain a

certain degree of security. F
or this reason, inform

ation that is
gen-

erated purely from
 the inside should be checked periodically by

objective, outside experts to elim
inate the possibility that vested in-

terests from
 w

ithin the organization are providing the superintendent
w

ith inform
ation that w

ould tend to protect their position of security.
T

herefore, several sources of inform
ation should be utilized by the

superintendent to insure that he does not becom
e unduly influenced

by vested interest groups.
A

 third tendency that superintendents m
ust avoid is to m

ake
decisions based prim

arily upon the practical problem
s of im

plem
ent-

ing those decisions. T
he first questions generally asked of

an alter-
native are, "W

ill it w
ork?" and "C

an it be put into acceptable
opera-

tion easily w
ith a m

inim
um

 of confusion?". T
he real m

erit of
an al-

ternative as a viable solution m
ay never be realized sim

ply because
it is found to be inconvenient for the adm

inistrator and therefore ruled
im

practical. If the m
erits of an alternative are considered objectively

and found to be outstanding and if the alternative w
as established

through a process w
hich elicited com

m
unity support, the m

eans for
im

plem
enting the alternative can usually be found.
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the P
lan

ilvoluatiolh

1. S
taff recognizes m

ad for and m
akes decision to

pion.

2. S
taff organizes for in-house planning.

3. S
taff updates philosophy, opals, and abinttivas.

4, lew
d (untruth for out -of-house consultation.

5, S
taff annplates *W

alden analysts.
6. C

onsultants com
plete situation analysis.

7. S
taff develops alternative plans.

P
H

A
S

E
 V

 - IM
P

LE
M

E
N

T
A

T
IO

N
 O

F
 A

 P
LA

N

T
he plan is im

plem
ented.

Im
plem

entation of the adopted plan is begun

Im
plem

entation principles are:

S
taff and com

m
unity should be involved w

henever possible.

R
ecognition should be given to staff and/or com

m
unity representatives for

exceptional service.

C
onsultants should be utilized w

henever needed.

A
 short-range calendar of due dates or a P

E
R

T
 netw

ork for the com
pleticn of

short-range tasks should be developed.

A
 continuous evaluation procedure for refining the on-going im

plem
entation

process should be designed and utilized.

O
pen lines of com

m
unication w

ith the staff and com
m

unity should be
m

aintained.

I. C
onsultants &

vision alternatith plans.
9. S

taff snakes reatm
eneadation

10. C
onsukants m

ak. ntonntnondations.
11. A

dm
inistration roconsm

ands to B
aud.

12. M
aul adopts a plan.

13. T
he plan is im

ploonontod.
14. the plan and the planning process as evaluated.

Im
plem

entation of the adopted plan in
all

areas
(organization, program

, finance,
personnel,

facilities, com
m

unity/school in-
teraction, and special services) is treated in
this publication in general term

s. T
he m

ethod
of im

plem
enting the chosen options for each

of these variables is relative to m
any factors

such as:
T

he options chosen
T

he tim
e span required

T
he personality and style of the adm

in-
istrator
T

he conditions upon w
hich the plan

m
ay be dependent.

H
ow

ever, 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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S
elect consultants

1. S
taff recognises need for and

m
akes decision I. plan.

2. S
taff organizes far in-house planning.

3. S
taff updates philosophy, w

es, and
skiedivas.

4. S
and sontrods for etn-of-iseissit consultation.

5. S
taff eam

plates sam
atien

analysis.

d. C
antu.. A

nts com
plete sinsation analysis.

P
. S

taff develops alternative plans.

>
14- g

.
and w

e can save 700 lira by not taking soil tests."

Legal consultants and their
basic services

T
o advise on school law

T
o advise on contracts w

ith
consultants,

suppliers, etc.

builders, equipm
ent-furniture

S
. C

onsultants develop abentadve pions.
9. S

taff m
akes ream

oviendatians.
10. C

onsultants m
ake recom

m
endations.

11. A
dm

inistration recom
m

ends to B
eard

12. board adopts
plan.

13. Ilse plan h im
pkw

aereed
14. T

he plan and the plem
rsksg process are

evaluateeL

w
hether the project is a

renovation, a re-
habilitation, or a com

pletely new
structure.

W
hile sm

aller projects m
ay

om
it som

e of the
process outlined, the

em
ploym

ent of com
-

petent design professionals
is recom

m
ended;

those steps m
andated by

law
, how

ever, m
ust

be follow
ed explicitly.

S
uperintendents should

avoid using m
aintenance

personnel for m
ajor

construction projects or taking
other short

cuts in an effort to save m
oney

and tim
e:

short cuts often prove to
be costly in the long

run.

Legal counsel should be available
to the

school
officials on a continuous

retainer
basis, but the services of attorneys are

im
pera-

tive during the planning and
construction of

facilities.
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1. S
taff recounixes nem

d for and m
etes decision to

plan.

2. S
taff organises for in -house planning*.

3. S
taff updates philosophy, goals, and eblectives.

4. beard m
ntrads for outef-lteum

 consultation.
3. S

taff com
pletes situation analysis.

6. C
onsultants com

plete situation analysis.

7.
S

taff develops alternative plans.

F
urnishing additional services resulting from

 events over
w

hich the
architect has no control yet involve for him

significant additional tim
e

and cost
P

roviding specialized interior design and furnishing services

F
actors to be considered in selecting consultants are:

C
om

petence to provide com
plete services required

C
apacity

the capability to provide all required services w
ithin a reason-

able agreed-upon tim
e schedule

S
ufficient experience

Location
w

ith present day transportation/com
m

unication
possibilities,

consultants and planners need not be "hom
e-tow

n folks"

S
elect or enlarge sites as needed

D
evelop educational specifications and user

requirem
ents

1. C
onsultants develop okernative plans.

9. S
taff m

akes recentm
anclations.

10. C
onsultants m

ake rconsm
ondadens.

11. adm
inistration niainanoada M

 beard.
12. board adopts a plan.
13. T

he plan is im
plem

ented.
14. T

he plan and dm
 planning pram

s. are evaluated.

S
electing

consultants
and planners

should not be unduly influenced by political
factors;

com
petence

and
thoroughness,

im
agination and resourcefulness are m

ore
im

portant.

F
or detailed inform

ation on the process
of selecting a site, consult the

D
ivision of

S
chool P

lanning publications
P

lanning for
N

ew
 S

chool S
ites and P

ublic
S

chools and
H

ighw
ays.

E
ducational

specifications
m

ay
be

defined as a m
eans of com

m
unication

be-
tw

een the educator and the design
profes-

sions. F
or detailed inform

ation on the process39
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1. S
tart recognises need for and m

ake* decision M
 plan.

2. S
taff otitonizsts for in-house, planning.

3. S
taff updates philosophy, goals, and obledives.

4. "W
ard contract* for ovt-of-house, consultation.

S
. S

taff com
pletes situation analysis.

6. C
ons.:kants com

plete siM
atiose analysis.

7. S
taff develops alternative plans.

P
repare, review

, and approve design developm
ent docum

ents

A
rchitect and engineer prepare design developm

ent draw
ings and outline

specifications w
hich indicate all basic decisions regarding:

M
aterials

M
echanical-electrical system

S
tructural system

B
asic equipm

ent and services
P

lan lay-out
D

esign developm
ent docum

ents are review
ed and suggestions are m

ade by
A

dm
inistrative unit

D
ivision of S

chool P
lanning

S
tate Insurance D

epartm
ent

S
tate B

oard of H
ealth

U
S

O
E

 if F
ederal funds are invol, 3d

A
djustm

ents are m
ade to the design developm

ent docum
ents pursuant to the

suggestions by the above agencies
A

fter a process of review
s and refinem

ents, design developm
ent docum

ents
are approv1 by the above agencies

P
repare, review

, and approve construction docum
ents w

hich include w
orking

draw
ings, specifications, and other contract form

s

C
onsultants develop alternative pions.

9. S
luff m

akes recom
m

endations.
10. C

onsultant, m
ake recom

m
endations.

II. A
dm

inistration recom
m

ends to B
oard.

12. B
oard adopts a plan.

13. T
he plan is im

plem
ented.

14. T
he plan and the planning process are !valuated.

F
IR

S
T

 F
LO

O
R

 P
LA

Y

T
he school officials are responsible for

acquiring approval of plans as required by law
s

and regulations. T
his duty m

ay be assigned
to design professionals.
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1. S
taff recognises need for and m

akes decision to plan.
2. S

taff organism
s for in-house planning.

3. S
taff updates 011ilesP

B
Y

 goals, and obledives.
4. B

oard contracts foi. out-of-house consultation.
6. S

taff com
pletes situation analysis.

6. C
onsultants com

plete sirntlion analysis.
7. S

taff develops alternative plans.

A
dm

inister and com
plete bidding and contracture! procedures

A
dm

inistrative unit and architect advertise for bids and set up conferences for.
prospective bidders
C

onstruction docum
ents are released to bidders

O
n the deadline date, adm

inistrative unit accepts bids
A

dm
inistrative unit, architect, and engineer evaluate bids

A
dm

inistrative unit selects successful bidders
W

hen F
ederal and/or S

tate funds are involved, adm
inistrative unit m

akes an
application to the S

tate B
oard of E

ducation through the D
ivision of S

chool
P

lanning
A

dm
inistrative unit, w

ith advice firm
 legal and design consultants, prepares

and executes contract docum
ents

C
onsultants develop alternative plans.

9. S
taff m

akes recenunendations.
10. C

onsultants m
ake recom

m
endations.

U
. A

dm
inistration recom

m
ends to B

oard.
12- B

oard *dein: a plan.
13. T

he plan is im
plem

ented.
14. T

he plan and the planning process are evaluated.

F
acilities for E

arly C
hildhood E

duca-
tion

S
chool P

lanning G
uide S

eries
5T

ar H
eel S

chool F
ood S

ervice F
acility

G
uide

P
lanning for S

hops and Laboratories

N
orth

C
arolina

statutes
prescribe

procedures for obtaining and accepting bids,
for executing contracts, for final inspections,
and for acceptance of com

pleted projects.

F
or m

ore detailed inform
ation on the

form
al procedure -for S

tate funded projects,
consult the D

ivision of S
chool P

lanning pub-
lication P

ublic S
chool F

acilities F
und of 1963

S
tep by S

tep P
rocedure.

43



co
rt

d

A
dm

in
is

te
r 

an
d 

co
m

pl
et

e 
co

ns
tr

uc
tio

n 
pr

oc
es

s

A
rc

hi
te

ct
, e

ng
in

ee
r,

 a
nd

 p
os

si
bl

y 
ad

m
in

is
tr

at
iv

e 
un

it
ob

se
rv

e 
an

d 
in

sp
ec

t c
on

-
st

ru
ct

io
n 

pr
oc

es
s 

to
 c

he
ck

 c
om

pl
ia

nc
e

A
dm

in
is

tr
at

iv
e 

un
it 

m
ak

es
 p

er
io

di
c 

pa
ym

en
ts

 to
 c

on
tr

ac
to

rs
an

d 
co

ns
ul

ta
nt

s
ac

co
rd

in
g 

to
 th

e 
w

rit
te

n 
co

nt
ra

ct
s

F
ur

ni
tu

re
 a

nd
 e

qu
ip

m
en

t a
re

 c
om

pl
et

ed
 o

r 
pu

rc
ha

se
d

U
po

n 
co

m
pl

et
io

n 
of

 th
e 

co
nt

ra
ct

s,
 a

dm
in

is
tr

at
iv

e
un

it,
 a

rc
hi

te
ct

, e
ng

in
ee

r,
 a

nd
D

iv
is

io
n 

of
 S

ch
oo

l P
la

nn
in

g 
re

pr
es

en
ta

tiv
es

 m
ak

e
in

sp
ec

tio
ns

C
on

su
lta

nt
s 

pr
ov

id
e 

ad
m

in
is

tr
at

iv
e 

un
it 

w
ith

 o
pe

ra
tin

g
in

st
ru

ct
io

ns
 fo

r 
th

e 
ut

ili
-

za
tio

n 
of

 'n
e 

fa
ci

lit
y

A
rc

hi
te

ct
ur

al
 a

nd
 e

ng
in

ee
rin

g 
co

ns
ul

ta
nt

s 
of

 th
e 

D
iv

is
io

n
of

 S
ch

oo
l P

la
nn

in
g

co
nd

uc
t a

 'i
na

l i
ns

pe
ct

io
n 

of
 th

e 
ne

w
 c

on
st

ru
ct

io
n

be
fo

re
 a

ll 
S

ta
te

 fu
nd

s 
ar

e
re

le
as

ed
A

dm
in

is
tr

at
iv

e 
un

it 
ac

ce
pt

s 
bu

ild
in

g 
an

d 
m

ak
es

 fi
na

l p
ay

m
en

t t
o

co
nt

ra
ct

or
s

an
d 

to
 c

on
su

lta
nt

s
A

dm
in

is
tr

at
iv

e 
un

it 
co

m
pl

et
es

 p
re

pa
ra

tio
n 

fo
r 

us
in

g 
th

e 
bu

ild
in

g

44



.........
..........

1
IV

ii V
; :

V
1

--

:for
i '...A

nalysts ..;". m
 , _ S

olealen ef S
r

:0
,

.ilvaluatioii.

:for P
lanning!

'"'°"'" '.*:D
oveloP

:;:;, a m
ar,

f Im
idorm

",*: of the

':m
ans of

'-'
: :;laden of I: P

lan and
.

of
::

.. .
..

....
.:**A

lternatives ;*... .....
i: the P

lan ::
the pro....

"
... ...........

........

T
ask

1. S
taff recognizes need for

and m
akes decision to plan

2. S
taff organizes for in -house planning.

3. S
taff updates philosophy. B

eals.
and oltiotflvet

4. B
oard centred' for 0W

-of-house
consultation.

5. S
taff com

pletes
situation analysis.

G
. C

onn/kends com
plete situation

analysis.

7. S
taff develops alternative

plans.

P
H

A
S

E
 V

I - E
V

A
LU

A
T

IO
N

O
F

 T
H

E
 P

LA
N

A
N

D
 T

H
E

 P
R

O
C

E
S

S

T
he plan and the planning process are

evalU
ated

O
bjectives of evaluation:

T
o assess the effectiveness of the

planning process and the plan in achiev-
ing the stated goals (short- or

lcng-range) of the school system
 to date

T
o generate inform

ation for m
aking

adjustm
ents determ

ined to be desirable
T

o further refine the planning process
for m

ore efficient operation in the
future

S
. C

onsultants develop alternative plans.

9. S
taff m

akes recom
m

endations.
10. C

onsultants m
ake recom

m
endations.

11. A
dm

inistration recom
m

ends to S
oard.

12. hoard adepts
plat.

13. T
he plan is im

plem
ented.

14. T
he plan and the planning process are

evaluated.

E
valuation is a part of every phase of the

planning process,
not just a culm

inating
activity that sym

bolizes term
ination.

A
ctually

the process w
as begun w

ith an
evaluation

(situation analysis);
it

is realistic to assum
e

that P
hase V

I of one process m
ay

be the
beginning of P

hase I of another.
T

hroughout the planning procedure in-
form

ation
is gathered to assess progress

tow
s sat the goals of the system

, to
determ

ine
the effectiveness of the procedure,

and to
refine the procedure and/or the goals.

T
his

cannot be delayed until the
end since each

phase is based upon the evaluation of
the

preceding one and since inform
ation m

ay
be

collected during the process that m
ay not

be

available later.
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contd

E
ffed upon the form

al structure of the system
E

ffect upon the social interaction of the system
E

ffect upon the inform
al structure of the system

1. S
taff recognises need for and snakes decision I. plan.

2. S
tuff organises for in-house planning.

3. S
taff updates philosophy. gook, and obletti-a

4. board contracts for out-of-house asnsultation.
5. S

taff com
pletes situation analysis.

6. C
onsultants com

plete O
vation eletysia

7. S
taff develops alternative plans.

S
. C

onsukants develop alternative plans.
9. S

taff m
akes recom

m
endations.

10. C
onsultants m

ake recom
m

endations.
U

. A
dm

inistration recom
m

ends to lew
d.

12. B
oard adapts

P
lat.

13. T
he plan la intplim

tentod.
lc T

he plan end the planning protest are evaluated.

are less obvious and m
uch m

ore difficult to
ascertain. T

his
is

true because both are
elusive and intangible factors that becom

e
apparent only if they are sought out. T

his is
not intended to m

inim
ize their im

portance.
O

n the contrary, both factors and others like
them

 m
ay play a very im

portant role
in

determ
ining the success

of the
plan

of
im

provem
ent.

In
reality, these factors are

actually side-effects of the planning process
and its resultant changes. T

hey have a direct
bearing, how

ever, upon the m
orale of the

students, the teachers, and the com
m

unity
and therefore directly affect the acceptance
of the im

provem
ents by these groups. T

he
point is that evaluation should be concerned
not only w

ith 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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F
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s R

elating to P
ublic S

chool C
onstruction

1966

P
lanning for B
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chool B
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of S
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lanning
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 S
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N
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F
acilities for the A
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P
lanning for S
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T
echnical S
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1R
oofing-P
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onstruction, P
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ber, 1969

2S
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O
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3C

onsiderations for F
ire A
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prinkler S
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ublic
S

chools
M

arch, 1971
4M

oisture P
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5P
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re-E
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igid F
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e B
uildings

A
pril, 1972

6P
re-C
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oofing F

elts
June, 1972
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