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ABSTRACT
In the wealth of documentation produced as 0 result

of increasing pressures on local school districts to beliCcountable,
two terms -- "needs assessment° and 11.planningos,-Are'b;indied 000'00St
frotluently4 These terms are often used interchangeably 4110 4000 When
this is not the case, they often represent varying shadeeof'00n0i4gi
such confusion in the literature mOes it difficult to operationalize
implicit prOcesbes and concepts at the practitioner level in the
OffOrt to improve educational practice. This Patiet4tte0440 to
CISrify the nature of t4s011047 and of needs assessment 1:4#0*i4iag a
concrete illustration of their appliOntion40 n'Adcal*nOhOol
district.' Planning has:todO WithMeterOlining:*here we want to be,
assessing Where we are, and developing a strategy for getting from
here to there." Needs assessment is only one phase of the planning
cycle, which consists of identifying and prioritizing goals and
determining needs according to the discrepancy between goals and the
degree to which they are being achieved. The planning cycle also
includes the development of program and instructional objectives,
program development and implementation, program monitoring and
evaluation, and feedback and recycling. (Author/DN)
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Project Kansas 76 is a cooperative effort to identify wad develop new

leadership skills and roles in Kansas education. Participating in the pro-

ject, which Is funded under Part D of the Education Professions De,telopment

'Act are the Kansas State Department of Education, Kansas State University,

.University of Kansas, Wichita State University, and the Wichita, Junction

City, MaL:lattan, and Kansas City, Kansas school districts.

Major thrusts of the project include the cooperative assessment of ed-

ucational needs in the three school systems, the identification of addition.

al skills required by practitioners to meet these needs, and the possible

suggestion of new types of leadership roles which seem feasible to satisfy

identified needs and priorities. Programs will then ha established"to up.

grade practitioner skills and to prepare people to fill new leadership roles

which evolve.
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PLANNING IN LOCAL SCHOOL DISTRICTS

Joseph A. Rarthory

INTRODUCTION

MAY 2 3 1974

As pressures increase on local school districts to be
accountable, two of-the terms which are tossed about are
"(seeds assessment" and "planning". These terms are often
used interchangeably and, even when this is not the case,
they often carry many different meanings. Such confusion
in the literature makes it extremely difficult to operation-
alize implicit proceises and concepts at the practitioner
level in the effort to improve educational practice.

Furthermore, the accountability movement in education
is pal,Nalleled by increasingly larger percentages of support
cominc from the state. This development suggests that state
education agencies will have to assist local school dis-.
tricts'be accountable for thAl state funds they expend. Such
a function implies the necessity for state personnel to work
closely with school district staff as well as to provide
guides aqd written materials which are of immediate use to
the harried practitioner. Very often, such publications
assume a philosophical or theoretical stance as opposed to
the "how to do it" stance which would be most useful in
the field.-

This paper is a very brief attempt to clarify the
Mature of planning and ueeds a'ssessment by providing a
concrete illustration of their application in a local
school' district. TJv author's view of these concepts and
their relationships is presented followed by the illus-
tration. Hopefully such a parsimonious treatment can reduce
much of the confusion surrounding these terms and cln be of
more practical use to practitioners.

OVERVIEL'

Planning has to do with "determining where we want to
be, asst_sking where we are, and deVeloping a strategy for
getting from hate to there's,- it seems-logical that "whore
we watleto be must be defined in terms of goals --state-
merito, in highly abstract terms,-of-de-sirci and valued tom-
petenniesf suites-of being, andioi-general-levels:Of pro-
fitienoy-tb be-achieved. A-sample -gcSai statement ufiieh- was

ti
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developed by the Far West Laboratory for Educational Re-
search and Development, Berkeley, is:

The school program should help every learner to acquire
those skills, knowledge, and attitudes required for
independent, autonomous learning.

Goal statements have todo with the scope and purposes
of education and are largety socially and culturally defined.
They provide guidance for prOgram development efforts and
are operationalized in terms 'of 'specific program and in-
structional objectives. In this context, a needs assessment
is a discrepancy analysis which examines the discrepancy be-
tween "where we are and where w?.: want to be" in terms of
goal achievement. This discrewicy analysis obviously
plies some Measurement. But the measurement at this point
is very general and has to do with various referent groups'
perceptions of the importance of goals and the degree of
achievement of important goals.

Au example follows which illustrates the application
of goal identification, needs assessment, and accountability
within the larger context of long range planning.

NEEDS
ASSESSUENT

APPLICATION

The Planning Cycle

Phase I - develop (or identify) goals and rank
in their order of importance.

Discrepancy Analysis

Phase II - Determine degree to whith goals are
keing;-reache4:and-hov satisfaetory
fa ehe'effort-the seheol'ia making
Ouard each

?bade tit --04'0e=baiis:Of-irotoOtaeCWAoire4

`efftichiOeme44- -OA4raie`
expendeardeSignate-pi-Wity'goals.

and-cbmellibity



members are involved n Phases I, II and III.

Assume that school district X has gone through
the three phases described above (needs assess-
ment) and the following goal has emerged as a
high priority one:

TO LEARN HOW TO RESPECT AND GET ALONG WITH
PEOPLE WHO THINK, DRESS, AND ACT DIFFERENTLY.

Phase IV - At this point, district personnel
(staff, students, and community
members) are organized into working
groups. Three alternative ways of

DEVELOPING organizing these work groups are:
PROGRAM AND
INSTRUCTIONAL A. By grade level - elementary,
OBJECTIVES junior high, and senior high

U. Vertically K.,..12 by subject

matter area
C. By goals (a work group for each

priority goal identified in the
needs assessment phase)

Phase V The initial task of these work groups
is twofold:

A. To ascertain the degree to which
current program objectives, con-
tent, and experiences contribute
to goal achievement.

B. To develop program and instruct-
ional objectives which derive from
the goal and contribute directly
to its achievement.

Assure that in school district X, work groups
have been,stractured I: -12 by subject .matter
area. The Language-Arts group looks at the
current program in relatiOn=to the goal and
writes prograM and instructional objectives de-
signed to faailitate*al achieVement.: The _

in6tru:aidial Objeet:040re'litatod in h'ehOjor-
tl -terms and_ contain within them' the 'seeds of
the- ev-aMilion'iled61-14hich--is a- later-phase Of
the Dlatihitlg -09&le. An eXamplo' of each -type- of
o1 jeCti\le-1611WS1



Llnguage Arts Program Objective

try 197_, literature by contemporary black
authors will be incorporated into the con-
tent of the eleventh [crack! American Liter-
ature curse.

Language Arts Instructional Ob ective
,(11th Grade American Literature)

Based on reading and discussion of four
contemporary black authors, eighty percent
of the class will be able to write a paper
describing the dominant values of Ow black
culture as to family patterns, education,
food, and music which is judged eighty per-
cent accurate by a panel of black readers.

nose VI - At this point, the task of the work
groups shifts in the direction of de-
veloping a Language Arts program
which will facilitate the achievement
of program and instructional Object-

PROWi ives- which.derived from the goal.
DEVELOPMENT Three stages are apparent in this
AHD phase:
IMPLEMENTATION

A. Oevelep alternative program
solutions

B. Select the program alternative
which Is most feasible in terms
of available resources and the
likelihood of achieving program
and instructional objectives

C. Implement the program alternative
which is selected

Phase VII - Once the selected program alter-
na0.ve program has been implemented,
an ongoing ptoceas of,meniLoring and
evaluation is initiated; -This oval-
ualion=--takoS7theTler0 of meaSnring
the degree 'Cl-progres's tousid prow
gram atid inst- rudtiorn objpetlVts.



For example, in evauating the
Language Afts program relative to

PROGRAM the program objectives noted above,
EVALUATION the question is asked "Has black

literature been incorporotad into
the content of the 11th grade Amer-
ican Literature course by the date
indicated?" In evaluating th,-; in-

structional objective which was
posed, the question is asked "Have

:80% of the students in 11th grade
American Literature classes written
papers on black values which are
judged 80% accurate by a panel of
black readers?"

Phase VIII - Data gathered t:irough ongoing mon-
itoring and evaluation are fed back
into the proceeding phases of the
planning cycle and are directed to
the following questions:

A. Ho,/ well are the priority goals
which we identified being
achieved?

B. Do the evaluation data suggest
the emergency of new goals and/
or revised goals and needs?

PEEDBACK C. Are the program and instruct
AND ional objectives being
RECYCLIDG achieved?

D. Were the objeotivos realistic?
Do they need to be revised in
light of evaluation data?

E. Is the program we designed to
meet the goal doing the job?
Do we need to revise the pro-
gram or substitute an alter-
native one?

F, is our evaluation model appro-
-priate in terms of itee:wrin8
progress'ioward the objectives
we established? Does it-heed
to be tevited?



Hopefully this example clearly illustrates the ;iriter's
perception of the nature of needs assessment and its status
as only one phase of a planning cycle. As we have attempted
to point out, this cycle includes the following phases:

I. Needs Assessment

A. Identifying and prioritizing goals
B. Discrepancy analysis - discrepancy between

goals and the degree to which they are being
achieved.

C. Needs developed from discrepancy analysis

II. Program and Instructional Objectives Development

III. Program Development and Implementation

IV. Program Monitoring and Evaluation

V. Feedback and Recycling

It is important to renumber that number of work groups
are functioning simultaneously in the planning cycle. In
this example, the groups in school district X are structured
vertically K 12 by subject matter area Thus Social Studies,
Math, Science, etc. groups are doing the same things in their
areas as the Language Arts group which was used as an illus-
tration in this paper. Coordination among these work groups
is achieved by the formation of: a District Planning Council
composed of members from each of the work groups, the Super-
intendent, and representatives of the Board of Education.
It is at this level that the programs posed by the work
groups are considered in terms of available resources, dup-
lication and overlap, and the likelihood of goal achieve-
ment. The "program package" which emerges from the Planning
Council is in effect the Master Plan for the district
against which resources can be allocated, decisions made,
and in terms of.which the district can be accountable.


