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EDUCATIONAL PLANNING: PUTTING PUBLIC CONCERN TO WORK

Boards of education and school administretors continuously feel many
pressures froam various sources, all nominally sceldng "better! and “more
efficient” education.

Converting this pressure-—or lnterest-——into useful energy for support
of education is & mxin responsibility of school people. A main to&l for the
school people to use Lo information to and from our public. Information is
a two-way process. le want to know all about our school cammnity, and we
want owr public to know all about our educational program and needs. Under=
standing end & scekdng of cbmnon foals btulld constructive tearzrork. lisundere
standing and lack of hﬁommtim on eny side build damaging prossure. Channel
public interest, put it to work on a clearly structured course, end you have
made a major contribution to éuccessi‘ul gchool-cormumity work in educational
planning. _

Compromise and conciliation 48 & part of any group work. Goals held only
by one or a few individuals will net go far. Education es a product of group
activity demands group goals, even when it pMes for the greatest individuality
of instruction ard growvth of each pupil. Stress on the importance of the diii-
vidusl can and should be‘ a group goal. DBut every fndividual interested in
prosperity of the schools should be willing to serve on a team as a tcamworker,

INVOLVE PEQOPLE
Yhat can you do with a worried individual who feels forsaken in his pst
interests? Put him to work. Find his talents and find a way to keep him busy
producing vsceful work. Find his opposite, an individuzal or group with opposing
views, and have both cides explain their reasons, for better understanding of
one another, and for work toward & f£inal decision from the overall group to
represent the best elemonta of all opposing vicws. '
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Few problems relating to school-commminity cooperation in educational
plonning ere solved once for all times. The problems arise again in future
generations or in different situations and epplications. Few school~community
problems solve themsolves. A main tool in converting corimnity pressures to
useful energy is partleipetion. Vork relieves tenclions amd develops knuwledge

and understanding of echool and coormnity needs and goals.

' ANTICIPATE PROZLES AND SOLUTIONS
lany problems and pressures vould not exist if planning, in all its
aopects, had boen done properly in times post. Another main tool for putting
preasures to work 1s enmticipation. School people anticipate many problems

before they dovelop. They could anticipate more by comsciously looking for
incipient problené in the school and 4in school-cmnib& relations. One method
is to koep up with your professional literature, reading selectively, learning
about problems that have coms to light and have been solved in other schools.
Yeombership in professiomal organizabions and attendance at professicnal meotings
ond workshops 45 encther method of developing the sbility to enticipate problers
ard pressures. Sclf-analyeis and ovaluation by a school staff are extremely
effoctive in finding beginning problems, when properly conducted. Visiting cone
sultants can be used at the school, and administrators, teachers, and others
concerned can visit in oﬁher schools to learn about problezs. Through anticipation,
schools often are able to furnish solutions before a problem arises. This
sccomplishmont is the acme of good planning. This is the kind of planning we are
lookdng for. | R T

To take a fow examples of problems that can be anticipated: vill enrollment
skyrocket because of a new industry coming to your school district? Or because
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of & new housing development or a trailer park now being constructed? Vhat are
the carcer interests of most new residents who will come into your district?
Are they professional people calling for more rrecollege offerings? Or are
they skilled crafiomen caught by technologlcal changes vhio will want their
children to have opportunity for both precollege and prevocational trade
training? Does ycur county or city government have its finencial house in
order with definite plana for roising neadod funds for better schoolst ilow
well have you kept your governmental officlals and the general public informed
on school programs and plans? Amd how well have they kept you informed of
their pla.na. exd aspirations for you, and of their ability and iﬁtentiom to
support their school programs? If the tools of informatdion, participation, end
anticipation are properly at work, you know the extent and limits of future
caxamity support and pressures in considerable detail. You know about sil
that can be known without a crystal ball.

Urderlying all overt effort for good school-comminity planning coopexratinn
is a.apixd.tual‘dedication and a willingness to serve ratiier than to be served,
.throughout the adult caamnity, for the good of the school chllidren.

THE EDUCATICNAL PLANNING PROCESS
Having covercd some of_'the maln aspects of the work of school and .cmnity
plonning for education, let's take & ’look at the gtructure of cducational plarming.
© that is educational planning? The total process involves evaiuating the
edbcational opportunities availsble, determining the changes to be made, and
projecting a plan of action which should be undertaken, Therefore, it 1s a
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comprehensive process that includes the following main elements, each corpli-
cated and detailed in its own right:

1. A curriculum study

2. KA survey of facilitics and programs

3. Improvemecnt of the instructional program

4. Preparation of cducational specifications for any uew school plamt

facllities or renovations. and additions

5. GSelection ¢f any needed furniture and equipment

6. Planning, construction, and inspection of now plant facilitles or

‘renovations or additions

7. Collaboration by end oricntation of the school staff and students

8. Evaluation of the results of cach lmprovement program-

Biucational planning 4s a logical mating of goals with rcsources. It is
comprehensive, atterpting to relate all elements of school opsrations to one
anqther for a more orderly and less emotionally motivated expenditure of rescurces
than would result frem isolated ettack on each school problem.

Plenning of whatever nature is becoming increasingly difficult and complex
as the rumber of possible choices becomes grester. Dusincss and industry, in
looking towards future development,. must nocessarily consider an enormous number
of factors. Cities and regions, in planning for the nseds of concentrated '
populations, must look et and evaluate & vast variety of iwporderables. Zven in
our personzl Lives, the large mumber of cholces open to us may well load to
indocision, tension and frustration, DBut the facts which make planning more
difficult also make it move important. Therefors, Just because it is difficult
is certainly no reason to avoid the task of better planning.
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WHO DOES IT?

Fducational planning involves people of diversified interosts, sidlls
and knowledges. Since the process is basically an educational problem, it
involves primarily persons cf the profession.

Persens involved in educational planning are the teaching and noatecacling
staff mambers of tho school; puplls, especially at the secondary level; the board
of cducation; the citizens of the cammnity; educational consultants; the architect;
the engineer; the landscape architect; the ochool attocney; the staff of tho
state department of education; and, staff members of the educatlon departments
of colleges and universities.

Fach of these groups of people has definite responsibilities with regard
to the identification and the solution of the educational plammg problem.

The school superintendent is responsible for the development of educational

planning, although he may delegate this responsibility. Suci action does nob

Q

violate a bvasic principle of educational administration, the centralization of
respongibility. Responsibility should be centered in the school edministrative
body, under the leadership of the superintendent.

How do we plan for the fhture? vhat are the steps and what appears to be
their logical sequential order? The educational planning process falls into
three distinct ard scparate steps. These steps are (1) identifying and anslyzing
educational and facility needs, (2) adopting and implementing a plant improvement
program, and (3) completing and evaluating the educational plmm.’mg process.

" STEP 1
Determining educational needs and solving educational problems—thess
are the heart of the process. These needs will determine the instructional program
and the staff, which in turn point the way to the appropriate solution to the
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facility problems. This first step, identifying and analyzing cducaticnal and
facility needs, shculd involve a determination of trends, objectives, facility
needs, and the content of the total educational program. These aims may be
accomplishod through a self-evoluation and an educational survey.

SELF-EVALUATION

Self-evaluntion ia a local study that may use the advice, counsel amd
assistance of tho consultant., Its purpose 1s to determine a system-wide
educational program by analysing the needs and cveluating how well those necds
are being met. In making the self-evaluation study, ell factors in the community
affecting the educatlonal program should be studied.

Elemonts intricately involved in cducational planning are the commnity
history, traditions, culture, goography, economy, pupil population and migration
in and out of the school administrative area, changes in district lines; and
the presonce of nonpublic schools.

Self-cvaluation in the school will include teaching.and nonteaching staff
members' qualifications and experience, their education and professional improvenent
programs, and achievements of pupils in the achool and of former puplls after
they complete the school program. In addition, those former pupils who failed
to complete the reoquired program for graduation should be studied. This study
- should include information on why they failed, what they arc doing, and what
they need now.

Since there is a direct relationship between the school and the commmnity,
the educational progra. should be studied to determine how it can fulfill its
preper place in society. Does the educational program of the school, for exampls,
meet its obligation with its interrelationships, such as the school's relations
to the commnity library, cultural activities and organizations, health and
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welfare programs, arnd recreational ard public entertainment activities? Vhat
are the commnity attitules toward mursery echools, kindergartens, special and
vocational cducation, and adult and higher education? These and similar questione

pust be answered.

THE EDUCATIONAL SURVEY

The educational survey is an effilcient and professional reans of evaluating
educytional needs. It should involve an authoritative, realistic, thorough
ad objective e.ppraisa.l of all fectors that influence a c}omplete oducational
systen. The educational survey does not duplicate the self~cvaluation study,
because it evaluates and utilizes the findings of that study. In addition, it
puggests ways of comparing existing programs and facilities with necds and
recommends a plan of action to provide for the differences.

Although a few of the larger school systems may have quzlified staff personmsl
to perform the educational eurvcy,A there is considerable merit in securing the
services of people from outsids the commnity, Speclalists who are tralmed in
providing this type of advisory service lend objectivity to the solutions amd
are an asset to the study.

A comprehonsive educatlonal survey studins all areas of school administration.
It reviews the program offerings to determine thelr depth and scope; the adminis-
trative and supervisory policies; the adequacy of the presont staffing program;
the population trendé of the sckxo§1 ard the commnity; the location and organi-
zation of echools; the methods employed in teaching; and the operating procedures
and policies. | | |

Troansportation is always a consideration in long-range educational planning.
Such factors as geographical limitstions; state, county and district boundary
1ines; street and rood systems end traffic routes must be considered in projecting
& plan for the future . \ |
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‘ Conaideration of tho .achool plant needs 48 imperctive. IExisting school
£lats chould be evalusted in terms of cducational adequacy, otructural condition,
enviromental limitations, location, pupll espacity, site development, utilization
posgibilitics and meny other items. ‘

| An analyeis of the econoric situstion with repard to financing the school
progran is a factor {o be consldercd in the development of & plon for the future.
It is dmportant to determine the relationship of local effort to the economic
potential. Although en idealistic approach to providing for the needs of the
futwre 18 desirable, the practical approach is sometimes required in an effort to
etay within the financial limitations.

STEP 2
The secund step, adopting and implementing a plant duprovement program,
should be initiated if educational and facility necds have boen identified. This
progran should provide for sclection and employment of specialists, prepamtién
of educational specifications, development of preliminary architectural plans,
and acceptance by the public. |

SERVICES OF TIE SPECIALISTS |

A main key to successful planning 4s the diligence of the apeclalists who
provide axpert advico, asaiot in the developmont of wholesome relationships, and
counsel towards satisfactory soluticns. .

The educational consultant can provide assistance to local administrative
units if his selection has bveen b.ssod-upcn sound qualifications. Such qualifi-
cations should include a knowledge of all phoses of educational planning and a
comprehension of teaching methods. He should have had a diversified educational
experlonco and have acquircd both a cound basie educetional concept and famildarity

Q
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with the latest educational thoory. 148 experience and ability to evaluate
achool plents are very, irportant qualifications.

‘ne specialist, thic architect, moy be considered the preatest single
contributor to a succecsful plant irprovement program. lils cxperience and
creative sbility in solving problems will smooth the way for cffective oclicol-
corxmnity teamwork in providing needed facilitics for presert and forcseeable
needs. liany factors should be taken into ncccmxr.b in the selecticon of an
architect. llis profceslonal Integrity and willinmess to cooperate, his visicn,
imogination and artistic judgment, es well as his lmowledge of design techniques,
ore woet lrportant in working with those responsible for planning new facilities.
The amount of actual school construction cxperience, the capacity of his firm
and the source; of engincering services are not to be overlooked.

The sewic;;ea of encther specialist, the lcgal consultant, should be acquired
if tho school a&n:‘.nistrative unit doos not have a regularly amployed school
attornoy. He should assist with the legal aspects of thie plant improvenent
program. liis most obvious rosponsibilitics will be to reviow all contracts end
to validate all lezal descriptions.

PREPARATION OF EDUCATIGHAL SPECIFICATIONS
Iducational specifications for plant construction or renovation should

desceribe thoroughly and coneisely the octivities to be housed, the noture of
the people involved, the epatial relationships of the school plamt to the site,
the interrelatienships of instructional arcas with one another &nd with non-
instructional areas, the equipment and furniture to be used, axd any special
provisions vhich deal primarily with the environmental conditions for pupil
developont and loarning end for staff efficiency in the eckool plant.,
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Dlucational spocifications are precisely what tho name irplies-——vith
amlx;a:ln upon educetionnal. Rilucational spocifications are clearly soparate
from architectural spocifications. The pgroat noed of architects 4o not for
advice on architecture, but for advice on the functions and activities
projectod for a new schiool plant, Since the erphasis in the "od spocs®
should bo upon how tecchdng will iale placg, the persons rcaponsible for their
dovelopmont should be mubers of the etaff who will use tho proposed facilities.
It io not wiso to use people vho don't lmow anything cbout tho teaching nothods
for a given aroa of Instruction. A 'Jjob deacription” analysls of each funcition
or pubject is roquired. Therofore, qualified staff porsonnel st be utilized
to dovolop tho educational information which will be transforred into architcctwral
drawings.

that are tho general charactoristics of educational cpocifications for &
school plant? Zducationsl, spocifications for & pruposed scliool plant chould-—

1. Describo tho total school program and the facilitics neceded in
the school program.

2. Fit a prodoterained instructional progran.

3. Stimlate creative thinking and cooperative effort to provide
functional facilities with favorable climate for intelligent.
car;mn:l.catlcn. Y

4. De froe of architecturally rigid preacription, and leave the design
mothoadas to the architoct.

Yhat ohould be the contonts of edusatiomal epocifications? Ivery school
system should have a written philosophy of purpose and a statonont of the
objectives of the school program. Such a statement is irportant to the design
professions; thorefore, it should be included. A simple, concise and brief
statemont that 1s froe from podagogical terminology is ap asuct to the total

Cmmmnt program,

IToxt Provided by ERIC
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The architoct neods to know many things cbout the caramity that he is
to sorve. Such itoms os the level of cducationsl achicvement, the er-loymont
opportunities, tho modian femily income, the population tremds, the aveilable
carrndby services, and the attitudes of pocple are exasples.

Information about the sclicol gyostem eand its services arc valusble in
undorstanding tho total situation. First, it may be wiso to includo a
stebomant about the boerd of educetion members, who thoy are, what they do,
end how they are sclecteds Scemnd, informotion acout thoe adidnistrative
organization and propoged or posalble changes would be Lolpful. Shixd, what
has heppened to the school population during the past few ysars and what is
anticipatod for tho future? The laont item to be comsidered as a part of the
school systom informetion might be a statersnt suwmcrising the school finance
situstion, Although cconomic limiteilons should not restrict good planning,
the design people can profit from having o thumbnail skoelch of the financial
potential.

fnothar pieco of materiasl that may bo ‘commemd a part of the backgrowd
“information in a set of "ed spocs" deals with the school facility program.
This includes statemomts about the ochool construction program. Such an
occasion provides the opportunity for school peopls to state their pest
construction experiences. lost of these experlences will heve dealt with
envirommental factors, such s acoustlcal, thermal, visunl, and moterisls and
finishoss Although such informaticn chould be comamicatod, a word of cauticn
don't 1ot it rigldly proscribe the architectural and engincering solutions.



Doth the desisn profossions and members of the study comaittee need to
know scme of the specifics about the proposed improvement program prior to
camencing their task., Descriptions of the following are irperative:

» Characteristlcs nf the school

« lature of the curriculum offering .

o Requiremontc in terms of capacity and occupancy

+ Type of school organization

o« Idamtification of tlie speclal programs to be housed

Each idontifiable activity space chould be treated with reference to the
follamving seven factors:

« TPhilosophy end cbjectivea

o Activitles to Le housed

. Persoms to be accorrmdated

o Space rajuirenents

« Spatial relationshipe

o Buipnent to be housod

o Special enviramental provisions

An activity space is not reatricted to teaching stations per se but
includes custodial, food services, and administrative spaces. let's ook
at each of these iters in greater detail. . '

The first ingrodient is a simple, concise and brief statement about the
philosophy and obJectives of the activities to bo housed in tho space under
study.

Second, vhat kinda of activitiss are to be housed? OSuch a statement is
very Lmportant because what happens in a spoce will affcet the design. This
is the most important part of the "ed apecs." It should bo considered @s a

O
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Job description annlysnis, Therefors, all activitics should be identified.

For coxumle, a statemont that pupils and teachers experiment will not suffice
beczuse many architects will not know in detail what happens when this expori-
mentation takes place.

Third, who vill bo accomodated in the facilities? This statement can be ,
brief, as long as it prcoents the pertinent facts. The mmber of pupils, the
mmber of teachers, and the opblmm class sdze are sussestod responses.

Fourth, what are tho sprce requirerents? It is not intended that &
procise statemont of moasurement be given. Rathor quentitativo facts in terms of
typos and mubers of rooms erd sizes of spaces should be recorded. Under somp
circumstances At may be desirable to state in approcimate terms the square foot
requiremonts. If the architeet is as pood as he ought to be, the school people
ahould not be required to give precise linear measuresents for requirements.

Fifth, what are the spatisl relationships of this facility wder study
to other spaces? The rclationships of facilities for one instructionul program
with other programs both Imdcors and outdoors should be stated. For exaple,
is 1t important that the language arts facilities be located closae to the
learning reaources library? If co, a brief sentonce stating this relationship
should be recorded. | -

Sixth, what types and kimda of equimment affect in a major way the design

‘of the space? The furnitwo end equipmont should fit the proposed educstionsl
activitios. Rigid requiremeats and restrictions on size, loyout, scale and
brand names should be avoided. _ y

"Seventh, are there of:ccia.l provisions that are unique to the space under
study? Special provisions include any envircuental troatment that irproves
the utility of the facility. For exarple, the drafting classroom, dues to the
detadled nature of the classroom activity, moy require a high mt-enaity of

-RJCUwdnation, If 80, the need for additional illuninsticn should bo indicated.

A ruiToxt provided by ER
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| AUCHTTECTURAL PLANZG

The developaont and evaluation of preliminary architectural plans is
next in the educational planning process. Using the cducational specifications
ard the site inforsation as a gﬁhio » the architect confoers with local school
officials and prepares intez'prétative preliminary stuwdies and cost estinmntea.

A roasonable end realistic tims schedule should be worked out cooperatively
between the achool officianls and the architect prior to the preparatiocn of any
plans ard specifications.. 48 soon es tho preliminary studies and drawvings have
been completed, tho architect should estimate the cost of the project. This
estimate should provide & basis for the develomwnt of a realistic budset. The
estimated cost of an improvement program should provide & basis for determining

the amount of funds required to corplete the irprovement program.

PUBLIC ACCLPTANCE

A continuous, well-planned, long-range public relationa program is an
important and integral part of effective investigation, planning and financing.
Since the public schools belong to people, the people are entitled to know of
future plans. Conplete and honest information should be presented. Eemember
that the educational program is the only Jjustification for a new facility. To
merit the cooperation and asssistance of individuals and commzumity groups, the
school officinls must kesp them informed.

In the promwtion of good public relations, the maxinm practical use of
all available modia of commmndcation 4s a must. The time and use of each medium
depends upon local situstions. Some effective prosentations are open houss and
gchool displays. Radio and television news reach others in a commmnity. Civio
groups wsually welcome appearances of aschuol officials to describe school
activities ard necds.




STEP 3

" The completion of the educational planning process for a new school
plant or renovetbion is not when the building has been plammod. liany tasks
remain for the school staflf at this stages The third and £insl ctop of
educational planning includes the completlon and evaluation of the ‘plaaning
proecess.

Durdng this step many important ond significant tasks remain for the

sechool staff., Tor cuample, 'rasponsibiliﬁy for the dévelop'.-mnt of fm'zl
plang and specifications, as well as construction end inspection of uew facilitles,
necds to be placed with the design professions. The selectlon of equimaent and
furniture should not be overlooked. An equally impertant phase is the utlilizatidon
and evalustion of the new facllity. The utillzation includes oricmtation of
the staff to the new facility end its presentation to tho public,

PRAP/ARATION OF PINAL PLANS

 sincs the preperation of final plans and opecifications s detailed and
tochnical, the architect should obtainm approval prior to beginnirg the final
design work. Apprdi‘al ray be the result of a favorable vote of the citizons
on & bond proposal or, if voter approval is not neceesary, through action of
the responsible school officinle.

Additional ini‘omat»ion is needed by the planning pmféesions .prioz_- to

the devolopment of the finsl plans and specifications. These data which
gupplement the educational specifications should be obtained through cooperative
effort of 211 plesming parties, particularly the school officials and the architect.
This action should cssist in deternining soluticms,; eliminate misunderstandings
and produce & durablo facility. As an example, & description of each space
should be discusced by all planning parties amd recorded (o avold the possibility.
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of amission of detail at a later date. OJuch a record should include details
that moy have been stated proviously in a general mamner. The shope of the
space, the use amd control of illumination, the type and kind of equipment to
be used, the type of mechanical and electrical systomm, tlic will, floor and
celling finishes, and the ubility services are sowe itcus to Lo considered.
A conference &b tils stage provides the oppasz_pnity for tho cclhiool people and
the specialist to get togother ad share their experlences with various types
of materisls, finishes, equipment, and environoeutel oystens.
It 15 edvisable to put into writing ary information that alfects the
quality of constiuction. Its gathering armd recording is again the sharsd
responsibility of &l planuing officials. It _e_hould be considered as supplementsal
materdal for the purpose of improving the quality of the facility. It should
sexvo a8 a gulde to tho character of construction, the installations, and the
finishes. there necessary, suggested types, sizes and brani names may be recorded.
The final plans and specifications should not bo cuw.iited to bidders until
the school officlals have given formal approval to the plans and specificatio&m.
Local school officials should take sufficient time to review final plans and
specifications prior to their epproval. Due to tie tecimical nature of the plans,
the architect should prepare & brisf sumary in an effort {o expedite an under-
standing of their contents. : '

) SELECTION OF FURNITURE AND BLUIPHMENT _

Careful selection of mz-_niture and equipment can make a great contribution
to tho educetional utility of the new facility. This phase of plamning is vital
end should parallel the architectural plaming. Also, the idemtification of
furniture and equipment should have been a consideration during the development
of the educatima). spocificatlions., The selection end purchasing of furniture is
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¢he responsibility cf the school officisls, because it must be compatitle

with the proposed educational activitlos. Tho typo of furniture and equiprent
selectod will aifect the design. All furniture end equijvient must be functional,
flexible in use, efficiené. and durcble, and should add sesthetically to the
relationships of epace, color am forn.

CEPLETL £HD USE

The success of any improverent project is dependent upon the menner in
which it is completed and used. Too often, projects are neglected by occhool
officials once the contracts have becn avarded. Although the architect may
have the responsibilily for supervision of construction, cho project must be
inspocted by the architect, the engincer and the school officials prior to
acceptance. This incpectica covers, in addition to the quality of the workmanship,
caplience with the architectural and engincering specificatlona.

Effoctivo use of the new facility is o challenge. Defors occupying a
building, the school staff should plan for cffective use of now facilitics,
'mchmding equipront. An in-service program on how t0 use tho new facility
should include all parties that wore involved in the plamning-—especially the
“educational consultant, the architect, the engineer, the equirment mamufacturer's
ropresentatives and many other specislists.

The school should keep the citizens fully informed of the cducational
~ advances belng made in the new plant. Themfore » sama method of promoting
citizen satisfaction 1s encouraged. A well-planned dedication program and an
opon howse tend to bulld good public relations and increase public awarences
and pride in their schools and commnity. Other prograzs with the public invited,
published news with pictures, and oral and written reports ere effective.
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LTVALUATION OF 5 PROGRAY

Tho £inal test of eny Lrprovement program is how well it performs. There-
fore, it is surrested that speclal crphasis be placed uoon evaluntions and
i:rprovcmnts' in the school prozran aﬁer cccupancy of a nov plant. The
evaluation should cover (1) instruction, (2) zetivities in vhich pupils and
teacheﬁ ensase, (3) roterinls and equipmnf; used, and (/) amtional reactions
of boys end pirls to the ¢nvirormmental conditions, as major elements. Also,
the evaluation should provide informntion and. ideos for iuprovement in
fubure plraming, The practical solution to keeping abreast of the changes
is through cvaluation. Chrorxologica_'uy s the evaluntion phese 16 last, tab
this 1s net to lwply that it is least Lrportont.

The final test 1s vhat happens to children. If the pupils are pleased,
Batiefied, axd inzpired, then credit moy be teken for a Job wall done.




