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In recent yesrs e greet deal c¢f attenticr hes teen focused upon

plannisg ipn education: L reidner irpressive amount of litereture hes

czmerged describing and geperally adveeating one or another planning

model anéd cerizin of these models have teen &ttespred in educationpal

4

¢f & planring model “hes
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TTCIL

sysien roves the

design phase, %<
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ifpierentaetion.
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pregent. zutkors attempted
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a4sign . and implementation of
) . S X ,
a plenning nodel ancé thern through & cenceptuel {rareyork show how these

varisbies coiild meeningfully-be relzted. The putposé cf the framework

. was to.provide reseerchers and practizicnerswith a "cognitive map" of
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v An‘original, nypctﬁetzcal framewcrk‘was Tirst developed on the
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-idenﬁifiea as inwolvé& in a syetema;f: approach te planning.

'in—ﬁeptn case st;dzee ke{e aritten on ?cur school
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o basis of an exten51Vé rev;ew°of zne

Ey
i

whidh was a%tempting tc implerent ar idertifizely

er&tare,‘ Guided by this frame-

work, data ‘were collecteu Lriom cver 75- school d1stricts vhich had been

Also,
districts, each of

different planning

-model.g _
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, 1Toe <rigiral frecewcrk weas

associatel wiih the fesign phese)}. However, the date frem the survey

and tfte cese studies sirorgly sugcested

which foeus upon the crganizetd
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rcdificetion was feund to te due, In lfrge measure,

style ani cperatviom, the tasks tc te terd

which planning teck'place.
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The Concepiusl Framewcrk

The origiral framewsyy was
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1. ?ech es grd Metk

2. Process Variables

3. Locel Appliceticn
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{c) Descriptive approach.gctually used

.
s +

-~Fclitical Behevicr in the school system?

~-Planping and Clange

Explereticn ¢f

1, Technisgues zri Methedcleglies

This categery of variavles fecuges upcn specific techniques ang

methodolegies of planning rodels. The veriebles are charescteristics
-

basiec to planning and are often preseribed ip Bpecific ways in the

literature deeling with plannin rcdels., Regardless of the degree of

—

prescription, each schcol systen chserved has tc desl with the following

variebles,

.

SCOPE OF PﬁRTIQE-ATEOK:
Individuels and/or groups participating in the planning
] .

. . Process, or the population {rim whieh they are drawn. .

TARGET TIME:
The length of the time into the future which is planqed;
e.&€ o ve?? shert range (dey-by-dey decision), short renge
{1-2 years), éedium range (3-L1 years), leng range (S yeers

or more ) .

RANGE OF CONTEXT: L

hematics curriculum.




L4
Teis verisble could ke corsidered e centinuurm from piece-
zeel {0 ccopletely irtegraied, system-wide planning.

_RESOURCE ALLLCATION:
Time gnd funds ailccated for the precess of planning,

including the source end the amount.

-

INVOLVEMERT TECHNIQUES:

Technigues used by locel systex and/or consultents to gain

the involvement of individuals ard/or groups in the planning
\

Lrocess.

IRITIAL ORGANIZATION:

Steps taken and apparetus set up in the local system prior

10 the actuel plenning in order to facilitete the process, —_— ;

e.g., selecting participents, creating committee syé@ems,

rroviding trainingﬁﬁessions-
-POIHTS‘OF INTERYENRTIOR:
Peints'along tne planning process continuuwm when interventions .

of some kind are’crucieal tc keep the plamning process moving.

CONSULTANT'S RCLE: - S

The role of the outside irdividuals and/or agency in

initiating, implementing, and giving cheracter to planning

process, ineluding fupding. Y

. LOCyS OF RESPONSIBILITY:

-

Identification-of thie nighest level within the organization

responsitle for planning., - ‘ 1 '
- ¢
TARGET GROUP(S): ‘ ‘ =
‘ ‘ - e

The identification of the pecple who are to be affectéi}%l

by the developed plans, e.g€., certain groups of students,

parents, teachers, ete.




DATA GEGERATION: ) ' '
" Sources e&nd process®s used in the generation of data énd

the use mede of tne dete as ﬁart of the decision-maXxing

process in plenning.
The aoove items provide & convenieni checklist for comparing’

planning models in generzl, and for uﬁﬁerstanding adaptations rade

3

in local systems. The items did discrimirste among planning'mo&els.

+

and local school districts included in our study. They helped to

provide a pertial inderstanding of the node ard direction of planning.

2. Process Variables

3

This category of veriables {ocuses upon several processes which
are kKey variebles as local school districts attempt to implement end
]

sustein systematic planning. ;t'deals meinly with the organizationel

and political environment within which local planning must take place.

" The variebles deal with the factors involved in gainipg and reteining

legitimecy and effectiveness in the local school system, and give

another dimension to the more static items listed in the first category.

INITIATION: .
This includes the source of stimuiué for beginning systematic
planning (the person group or agency uhich initiates the -
process) and the role of the initiator(s) ‘
P%TTgRH OF INVOLVEMENT:
Tﬁe sequence and intensity of involvement of individuals'
and groups after the point of initiation.
comnlfhEnT-

Three types of commitment are identifiable: ‘e

|l




- {e) Gegeral Commitment to Pleoning---this refers to the o -
means by whiéh e commiiment is géined to the need for
the planning, end to the lexe1 of commitment actually
:attained by participanfs in the system.
(v) Commitpent gg_ggg_Soecific Planning Avorosch--- .
this refers to the meens by whgéh commitment is gained S
to the specific procedures, procpssés, end demands of’a : |
specific)planning zodel: {e.g., PP3S, Méo)g and to the . ]
Tevel of commitment.ectuélgy ettained 5y perticipents in
. the_axsiems.

(¢) Commitment to Participete---this refers to the meens

by vhich commitment is gained from relevant people to.
ectively participete in planning activities and éﬁ the level
of commitment ectually aztained by participants in the .system. ' ,
INTERFACE RELATIONSHIPS:
The planning process brings together diverse groups ané L.
works to achieve cooperation among them. The concept ‘
“int;rface“ is besed upon the idea of territoriality emd o]
in the socio—political différences vhich exist in subgroups .
of complex systems (e g-, teacher unions and parent groups)
B ' Interfate issues are of;en conflict-laden and erise es ,'

.-

distinct groups attenpt (or are Torced) to develop-a

o

) workiqg reletioriship--or intérface-éwith'other groups.

COMMUNICATION AND COORDINATION:

! . Co. - Formal plenning usually enteils the formation of new

1

- groups and committeesg, new participants,‘an increesed flow




. of information amd, in genersl, more orgenizatiopel complexity.
This variable focuses upon thée processes used to provide for ~

the needed communication end coordination during plenning.

LEADERSHIP AND RISK-TAKING:

Achieéing changé involvgs certain risk-taking beﬁavib; on |
"the part SE leaﬁers. The type of leadership and the degree .
: }o which risk-taking behavior is charagteri £ie of the .
. planning effort is included'in this item. -
bECISION-MkKING PROCESS IN PLANKING: . . .
Oﬁerationallé end ideally, planning entails organizing.for,
mwking, and carrying out decisions concerning the future of
! a system. The decision-m;kiﬁglprocess in & systematic
ﬁlanning model may #iter or reinforce the typical or-tradi-
tional decision-making procegénof the system. HNew loci of
" power mey form or the status éuo'may prevail, This item’
focuses atten?ion'upon the decision-making process during "
planping, and on power and influence within the sygtem,

i

and the interrelationshiﬁs of these with the planning pfocéss.

A
.."h

3. ..Local Application h . . ’ . e

There is inherent in Every local setting certain idiosyncratic

——

factors which ihfluence the mode bty which the pléqﬂihé model and the

process variables may be applied. These include local politics, values,

kd ‘

customs, beliefs, ideologies,‘etc. Data from the studj confirmed the

three different modes of planning identified by Kanman:h

i

MODE: '

' {a) Design-Process Mode---assumes little or nothipg gpout

o 1
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the validity of the ongoing system and is & complete approach,
from needs assessment through implementation and evaluajion -

of plans. This approach is the idealized form of planﬂing

4

found in much of the literature and includes the setting of
&

priorities for the system. It also suggests cont inuous
.

'planning and feedback as opposed to periodic end/or crisis f

planning.

{v) Splutionrlnnlementation Mode---is concerned with the

*identification and implementetion of solutions; and essumes

3

* & ¥2lid need exists or that the ongoing goals and objectives

of the system need not be considered. or altered.

{c) Descripti%e Mdde-—-emphasis is upon -simply describing

~the existing and/or desired system, but not on alternative

solutions or on impleméntaiion or\plaﬁs. Hhéther by design . .
or-not, scheols following this mode to thelexclusion of the

others give the appearance\of having "bogged down" in verbiage

(e not uncommon mode for meny -of the districts included in our
“study). ‘ o ) . ) ‘

Keufman related these three* modes to the steps in the plenning
- > . Y

4

procéss. Schematically, he showed the.relationship as follows:

F]

T T T 3 3 7

1.0 2.0 IR EXE i k.0 1 o15.0 | .
Identify Determine Select 1 Implement Determine

Problems L) Solution L, Solution > X 4 Perfornance
{from - 1 Requirements Btrategies e Effectiveness

Needs) gnd - from ' . - T.
. Alternative Mternatives )

‘ . . ,'—_ " : ]
Degeriptive . Solution-Implementation Mode .
\‘\Mode ‘//
: B V - 4
: Design Process Mode . -
Q ‘ t .

: ' - i !
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L.
POLITICAL BEHAVICR:

2 -

An important recurring ;heﬁe %n the *analysis of the case
studies concerns the political behavior of the participants
bindividuals and/or g?oqp) ir the planning process; To a
_very large-degree, it was this behavior that determined:

‘and defined the local application of the planning process

-

(i.e., modified the planning process to fit éhe sgtio-
syncratic characteristics of the local school district).
This item recognized plannimg processes: as political
resources which are acted upon and used by participants.

. At least two types of tolitical behavior are ldentifiable:
l:_ Influencing ; emphési; is upon applying pressure, |
tactics to maintain or a;tbr certainm aspects of the pianning

model (e.g., any er all of the varisbles listed und;?)

il

Techniques end Methodologies}. The intensity of this style
. N L

e

is measured by the persoﬁal or group stake in the results

of plarning. g

2. Controlling - seeks to control the planning process
itself and utilize it as a political resource for select

lindividuals or groups who seek to cregte conditions ﬁ) to

centralize or decentralize fécision making; b) to reinforce ’
. . ) _ - ) .

the status guo,or to foster gradual or sudden change, and

- -

c) to ¢reate new goals or,define old& ones more dlearly.

Factérs which define this item include control of iqforq) .
- . . ¢

mation, initiation of new ideas, composition of pranning

) . - e

groups and the. locus of the_final decisions in the planning

+
&

process. B '

-

]

4
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model of plannggL and the precess variables.

The Relationship ¢f the Three Categeries

PLANHING AND CHANGE: .
A grest dsal of &ct%?izg car gc on in & systenm which can be
L - . .
called "plenning"” fﬁthout esctual change teking place,
Planning can functéénallf be used to prese}ve the status
‘guec and ensure its %resefvation inéo the futuré. Plapning

'_ - L
can aisc be 2 tool Fod brirging ebout change.. This verisble

! . focuses sttention on the actuel ¢ ghange {or lack of it)'as

. b R ]-
e resmlt of plann}ng and suggesis that’'inhe local use of
: ]

A

poénning cen te, Put reed nzt te, change oriented.

upen velues in crder tc create a.desired

L

lennihg invecives ac»-.
é?stem in.the “uture. The 'rather tland erd teckhnical language of
méch of 4he literaturs ¢n péanning nct withstending, tﬂe actuel use.
and local applicaticn of e.é&anniég model will vary greatly. The

mode of plannifig, ncl*tzca | beravicr, ard degree of chenge zre all

*

variables whicf‘have infiuerce uper and will te influenced by the"

The above three ;atpgories are reiated. In effect, planq%pg . -
techniqgues end nethodologies éré.;mpieﬁented through process variables
and adapted ’or SDeC’flC igeal applic;tion. t another ﬁa&a the locel
environment of tne schoef systen and »be nature of the process var;ables
cause adaptation% in the techpiques and'methodologieslpf plahningn .

Phe relationship is shown schematically velow. <

-

+
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This frecevory suggests ther thel $eldcx is there 2 "pure” plenning

model ip cperation in z school syster. Instead, the poenning model is

.

modified Ty ihe precess varistles and .ccal 2rplicaticn. In the process
of geining epd receining legitimacy ani effectiveress withip & system,

the "pure" planmnirg model is redified arnd scmetizes drastically changed.

hnvlying‘zhe Conceptual Fracercrik and Researon Propcsifions .
The smerging literature on educaticnal plénning has concentrated

tc & very lerge degree upen deseribing zhe :ech“iqﬁes, procedureé and

metncdclogies of givern tianning mtiels. while such descriptions may

dc rev sescunt for the very

serve as usefui guides <o

S

- - -
complex verieties tkat cause the sarme plakFfing nc

(v

el 1&.8., ?PBS} ic

»

te expressed differently ir each c©f the settings atilizing ii. RNeither

do these descriptions desal! with the cczplex veriztles thet are inmvclved

in speliing the difference beTweer sugcess or failure-in the planning

- -

rocess,
P ¥

A pejor weakress of this literature is ihst if is atheoretical in

natuﬁ% end almost d;vciﬁwof research’-%pdings which will ?iéiﬁ mean-
ingful insights into the viadility -of given planning models. It devotes
very little asttention to relsting conceptuslly the soci;i, politicel,
ecegomic and.organizatiqnal variables, Fhich individually esnd through

interaction determine ¥he neture and sccpe. of planning st the school

t

district level. - .

The conceptuel framework describved in t{he present article is

il

derived from e récently completed study ¢f educationel planning. In

" 1

brief, the framework suggests 2 dependent, reciprocel relationship

"

O

;‘t“ "

U

" LR

F

,\)_

- ERIC:
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znong three categories cf verietles; netnodelogies ard techriones, process,

and locel eppiication.

“pure” plenning mcdel is rodified by process end locel

the otkher. A

Zach categery is infiuenced by and im turpn defines

epplication resulting in 8 plannirg ccrfiguretion thet is sccio-syncrstic
L] .

to the gsetting in which it tekes plece.

A basic edventage of this fremewcrik is thaet I{ provides a meens
for viewapg the dymanic inter-reletionship emong tnree categories of

varietles vﬁizh are relevant to the planrirg process.
the basis
ticnal planq}ng.
The féffgwing.propositions, selected fromw e large nﬁmber es
. ;

examples,.g¥e based on research usirg the freamevork by the present
b -

. suthors: - B ) “ »

s by the chief administraetive officer of e given system.

" Proposition 1: Educetional plenning is an ectivity initieted
The

chief adninistretive officer plays the key rocle in initiastion

in lccal systems by {e) sctive leadership and/or {b) legitimation.

Proposition 2: Systematic educational plenning is initiated by
cosropolitan superigtendents who have strong formal and informal
links to regiongl, state 2nd federal agerncies end orgenizations.

Propogition 3: The initistion'of local plenning.is related to
external stimuli, especially (2} the availebility of externel
sourceg of funding, (b} the geographic proximity of external
agencies which esre attempting to induce locel planning, and
{c) the climete and inducements set by stste depsrtments of
education .

ronositibn k: Interventions 2re needed to keep e planning
process from "bogging down" end to give continued direction to
the process. Such ipterventions ere not usually built iate
planning models and must be deve‘oped'locally

Proposition 5: Inherent in educational plenning models ig the
mandate for the greater involvement of participents.

3

LY
o
bvs

3

it glgo provides

for suggesting certain reseazrchatle propositions about educa-

T, ,

-y 4
-
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Broposition £: Educaticnel plenming processes ere political
.resources apd will Te used t{ reirforce the velues and goals
of those vno control.thes. .

Proposition T: Plapnning models include ‘decisior meking processes
which are opem, rational, and based or collected data. These
precesses £y be used in.atierDts either to reinforce or chezege |
the custemary decision-making process in ‘e school distriect. :

' PrOPOS ition §: The decision-reking process in educetionsl

pleening +ill become a2 politiecel issue when {2) plemning is,
conducted on comiroversial topics, znd/or (b? there is e 1ack

of locelnconsensus cn £oils, and/o* {c} the cusoc:ary decision~ ...
making process ©f & schcol district is Chenged by the planning
process. . - .

<

Propositicn 9: The most serious preblens ’aced by sckhool Teaders
in deve‘oplng ‘systezatic local planning are "people-related”
rether than related to the technicues and methodologies of plan-
nihg. The most serious problems ere {2) gaining commitment of
participents in the system to the need for planning, {v) gaining

. their cocmitment to and active participstion in the specific
processes used, (¢) finding end eilocating the necessary time
for planning to teke place, and {d) dealing with interface issues
which arise as diverse groups-:come together to plan.

Proposition 10; ZExternal ‘consultants ere usuglly involved in

the initiation and implementation of loceal educationel planning.
Besides training participants. in the process, they often influence
the level of expectation of participamts toward planmning and the
style of plenning {e. +8., amount of participation).

Proposition 11; The "pure" planning models found in the litera-
_ture are modified when translafed to the local setting. The
charecter of locel .process variableé -and adaptetions made for,
local application mofe strongly inf}uence success and directzon

of planning than the specifie model used.

* .
r -

<, ' -

Conclusion

r
. ¥ M r ]
.

Systematic piaﬁnihg is an activity growing in popularity and

11

importance. At present, " résearch base is.missing. Most of the

literature is generszlly atheoretical, concentrating upon the descrip-

-tion of one or enother model.

Ty
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‘The novenment’ from the wr

&

The greetest gep in the literature involves the *ssues releting to

’

the implemencetion end eo:tinua:zcn of planning in 2 local setting.
tten description of 2 planning model to its
getual use ip & school systenm involves & ccmplex set of bepeviors., It

elso involves modificetions end sdeptations mede locelly which inveri-

ebly change the "pure"'blanning es found in the literature.

Tee varlables presentied in the present article were found tc be

significant fectors in the planning process as loeel systems att emptea

to use plenning models. The conceptual frarevwork relsastes vO the three

categories of varistles. The {recewvork should hel b the pracglt oner and
ipgiemented
Y !

The freoework end its verisbles suggest researchable

reseercher foeus upon the precess ty which 2z planning model is

and eadepted locaily.

propositions, an impo tent first step in building the needed resebrch

hopeful_y, the framework-will elso focus mofq atten-

l
tion on the process and local application Yariables, rather then tne

base for nlenning.

current, almost exclusi?e emphasis cn the techniques end methodoqogies

of planning.- . -
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“Semuel Goldrap and Williem JY cynihen, Deveicring & Concepruel
Fremework of Viewing Zducetionel Plegrning, Fined Report, Preject Lc.
28036, Contrect Zo. 025G-2-2-2B326, Of7ice of Zducsition, U. $. Deperz--
zent of Health, Zducatiorn and Wellare, June 197k,
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" The four pianning medels were, Prcgram, Planning, Budgeting
System; Ccrmunity Perticipsticn Medel, Organizeticnazl Developrent .
Fodeli, arnd the Americern Marnagerent Aszscoiaticn Planning Medel.

ird .
. Reger A, Xaufran, "Systes Apgprcacies to Zducetiocn: Siscussicn
end Attempted Integrazicrn,” in Sceial and Techrnolisgice:r Chanze:
‘Impliceticns for Zducetion, edized ty Fhilip X. Piele, gf. &l.

{Eugene, Oregon: CJCerter Zor tne Asvanced Study ef Zducaticnal
Administretion, Uriversity c¢f Oregor, 1370}, pp. 12:-1Ef,

Ibid.
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