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. | Preface. =~/ .

LocaI school dlstnct personnel throughout Wisconsin have demonstrated a serious mter\est in recent years in
improving educational programs and administrative and management practices -through more .
comprehensive, coordinated local planning and evaluation capabllltles They have also |nd10ated there is a '
lack - of basic, fundamental materials”for the severa] hungdred small to_medium size enrollment districts
which do not 'have centralized planning staff andraak/mftJ likely to be able to employ such staff in the
foreseeable future : ' —
‘ N

It is the. mtent of the Section for Educatlonal Planning to’ produce additional plannmg publications which |
will move beyond this preliminary product and -provide: more specific information, procedures and
“materials regardlng various components of the total plannlng model and proces§
Currently- it is anticipated that CEA guides regardlng such subjects as philosophy/goals/objectives .
development;-needs assessment; and the selection, implementation, and evaluatlon of alternative strategles
may be ptoduce as part of this series of planning publications. ;o » ,

- Your reactions to this m“itlal effort and your suggestions for additional publications which would be of

: practlcal value'to you wouid be appreclated /

Tom Stefonek, Chief
Section for Educational Planning

s |
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.~ The concept and practi¢e of educational planning
at the local school district level are not ideas and

actions that are unique to the 1970's. Locilgdistrim
pIann|ng has existed since school distric re first

_created in Wisconsin during the territorial period of
the state. Changes since those early days have been

accommodated by local planning efforts of varying

-degrees and quality. Now, in the mid-1970's the

state’s public K-12 system reflects a high level
public support and confidence, and includes hlgz"
quality persannel and better educatiohal programs
than at any previous time. This pubLiqupport and
confidence in Iocal educational efforts is the result

of a-great deal of planning by innumerable
teachers, board, membpers, administratdys and
concerned citizens.™” +

While these efforts and their results are substantial
and impressivé, those who have been- the most
involved in them are among the first to recognize
that during 'the 1970's new factors and forces have
emerged which .make more and better planning
even more imperative than in the past.

The followingitems are offered without extensive
definition or discussion as evidence of this con-
tinued and expanded need because they are already

well recognized and understbod by téachers, schpol .

board members,
citizens in districts throughout Wisconsin:
4
, o .

Public expectations and demands for im-
proved managerial/instructional effectiveness and
accountability, as well as ‘continuation of ‘existing
demands for fiscal responsnﬁlllty and effncaency

A stabilizing enrollment base, or often a
declanrng base, in many Jocal districts, with
attendant implications and problems regarding
facilities, programs, staff and expenditures.

,/

3. A Igveling -off pf financial support of the
educational system, after a generation of expendi
ture levels which have out.distanced growth i
many other publlc service areas. -

—

4. New role and power relationships among
teachers,-school bbdards, and administrators which
require new strategies and technigues to cope with
complex and sophisticated issues, problems and

administrators and concerned °

-

5. Increased state-level demands and expecta- :

tions as evidenced by the 13 local distrigt standards..
enacted in Chap. 90 in 1973, and by fhe Special
Educational Needs (SEN) Program initiated that
same year.
L ,
6. New state-level and Public expectations that
all children will be provided ‘appropriate educa

tional opportunities as evidenced by Chap. 89, also -

enacted in 1973, Chap. 89 stands as landmark
legislation _for the education of handicapped
children and has numerous and complex: implica
tions for every local district, regardless of enroll-
ment size oF physical location.

~ o

7. Increased complexity of ™ the teaching-
Iearncng%process due to a spectrum of new pro--
grams, technlques materials and concepts which "
can overwhelm the tiine of the most conscientious
student of the art and science of education by their
‘numbers ‘and time consumptlon, as well as in-
creasing sophcstlcatcon N {o

8. Demands and expectations for improved
vocational and technical educatiopn in the
secondary schools; for career education throughout

~the K-12 curnculum and fok new strategies to
_provide appr0pr|ate programs for gifted students,

.9, ContiriUinpAnd restructured federal educa-
tional programs’ which often require dispropor-

tionate amounts of time and- effgrt.to be effec-

tively and efficiently administered and coordinated

- with local priorities, needs, and programs.
' X ,

10, An end to the period of intensive school

district consolidation and’reorganization which, has ,

existed for the past 20 years, and a new realization -
that" the number, size, and types of districts now in
existence will probably be the basié- K-12 educa
tional system that must serve the citizens of
Wisconsin through the 1970Q's and 1980's.

* 3 .

This list, while not intended to be exhaustive, *
indicates there is little time to rest on™ the
improvements and accomplishments of the past, as
noteworthy as they have been. There is no shortage
of new challenges, needs, and opportunities. to be
addressed by improved and expanded local district
planning efforts and capabilities.

.

-+




Purposes And Expectations

Of A Local Planning Capability

.
- ’

. »
While much has been accomplished through local
planning efforts, it is evident that much still
remains t6 be done. It is also evident to a
considerable degree that local planning has often
consisted of temporary, uncoordinated efforts
which have been directed toward specific and
immediate problems or crises. Few districts have
developed ‘a coordinated, comprehensive, sustained
planning capability and process which gives a sense
of direction and priority to the numerous expecta-
tions and needs which are found in every local
unit. There are many reasons which could be cited
as to why this has not been done, and many are
serious and valid explanations. Without attempting
to explain the past, but rather building on those
achievements and exXperiences, it appears clear that
more must be done to plan more effectively now
and to assure the contirtuation and refinement of
" the ptanning process. in the future to a greater
degree than it has exa}éd in the past

‘The planning process, and tho responsible for
planning, are concerned with at l&ast three major
tasks in a school district:

1. The d'e'velopment of goals to describe the
primary expectations and responsibilities of the
local district and ‘the development of plans to
achieve stated goals. :

2. The procuregﬁat, direction, organization and
coordination of resSUrces and activities relevant to
the implementation of plans.’

formance of the educational systerh to maintain
and describe progress toward goal attdinment, or to
intercede with appropriate corrective measures if
acceptable progress is not evident.

. ) ’
3. The monitoring and controlli%g of the per-

i
While, these three overriding responsibilities can
become obscured by the multitude and variety of
programs, problems and conditions vﬂh which
administrators and school boards have to contend,
they do constitute the essence of the management
function. Sybsequent activities should be analyzed
frequently to assure that all three major tasks a
being addressed in appropriate ways and reasonab;‘g’
intensity.

14 . v

An improved, continuous 'planning cdpability has

* the potential to serve local interests in the foIIow-

ing ways:

e Edufational goals and objectuves can be és-
tablished.

e Community support and student motwatlon )

can be increased.

e Present IEveIs of accomplishment ca_n\be
exafnined. ..

e Needs - can be more thoroughly identified,
documented, and analyzed.

* Resources can be expended more wisely and
_with better rationale. -

e There can be better "identification of the
results for which the school system is being.
held accountable.

Planning efforts and activities are not auto-
matically successful in every school district. Several
conditions conducive to the establishment of a

- commitment to better plannmg are lis dbelow

1. Those persons involved in and/or affected by
the planning process must be gonvin that the”
purpose of planning is, to bring improvement
through orderly change. P\Ianning and change must
not be viewed as threatening or negative gn“tities.

2. Changg will occur more easily and 'more

- effectively it it furthers the rational self-interests of

24

2

those affecteds if it is compatible with personal
values dnd enhantes personal relationships; and if it
is supported and backed by legitimate authority.

3. There must be an'orientation toward- the
future,.and toward a futurg which will very likely
be different than the past or the present. Thinking,
in most cases, should be oriented toward a period
of two to ten years in the future. -

4. The school' system should be viewet( as a
whole. While recognition and consideration must
be given to the interrelated components or
elements of the system, the perspective employed
should not be so restricted or limited that it
ignores the variables ‘critical to the entire system
which must be identified, measured, and evaluated.




L 4
5. Unrealistic expectations regarding a more
formalized, sustained planning effort should be
discarded early in the process. Planning is not a
pan‘a"c_z‘ea. It requires an experimental attitude, the
willinghess to take reasonable risks, @nd maturity

and patience commerisurate with the formidable

task which is being initiated. Two to five years has
been used as an estimate of the time required for
school_districts to develop a planning capability
and to see the benefits of.the process.-.

-

Anficipa’ted changes as the-resuit of a sustained,
effective planning process may inciude the follow-
ing: R :

e Clarification of the decision-making process,
and perhaps modificationofthat process to
involve appropriate people at the appropriate
time and place. Y :

e Changes in sgecific'_ educational programs
/bggd_ on anticipated problems, validated:
needs, and evaluation of the current status.

e Increased understanding. of the purposes,
goals, and objectives throughout the school
system and recognition of the . different
opinions, ideas, and strategies by which
people feel they may be attained.

e Improved rational
decisions reached and the possible reordering
of prioritiess and reallocation® of limited
resources. _ v

Educational practitioners can readily recognize
that planning is an intellectually demanding, time-
consuming, frustrating and never-ending progess. °
Planning internally, however, is more acceptable to
most educators and lay citizens than being planned
for by external agencies.

4

and justification « for *
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Virtually every, management or administrative
function can be described by a number of defini:

tions, all‘of which are valid from the particular
perspective used. When school districts elect to

persons involved in the process should understand
and be able to describe what is meant by the term
"¢omprehensive planning”. . J

While no one definition may please everyone and
serve all purposes, and while no—one definitio® is
necessarily more correct than many others also
available, it is useful to define a.term as.well as
possible and then use it consistently. The defini-
tion used in this guide, as adopted and used by the'
Section, for Educational Planning, is as follows:

Comprehensive Planning Is The Process
of Prepating Sets of Decisions
For Action In The Future
D/rected At Achieving Goals By Optimum Mean

This definition recognizes planring as a process, i.e.,
- an on-going activity to assist decision-makers in
détermining educational policy. It is concerned
with decisions and the inter-relationship of deci-
sions, and is future-oriented, Goal attainment is the
ultimate purpose of planning as defined above, and
ere is recognition that effectiveness and effici-
are primary conSIderatlons in determining or

_ seledting the “optimum means.’ .

long:range goals of the
lysis of various possible

organization, a
courses of actio
accomplishments &
aiding the decision-making pr
of action. kY

for the purpose of
ess in the selection

lll. A Planning Definition” And Selected Models

reorganize and formalize a planning process, those’

Comprehensive planning* consists of analyzing
ends (purposes, goals), analyzing means, analyzing

~costs, and designing-evaluation systems,

Planning models are also available ig. abundance. |
They are basically intended to depict a series of
potentially complex concepts, relationships, and
activities in a simple and direct manner.

The model presented below his been selected by
the Section for Educational Planning and could be
labeled the ‘eclectic model’’ because it borrows
generously from a variety of others.

This model is bas/ed on the following assumptions
and concepts: .
He '
‘1 Our values determine much of what we do
and how we do it, both in dur personal lives and
our gducational systems. Many things which we do,
don‘t do, are not based on cold, calculating
logjc, effectlveness or efficiency, but rather are
te 1pered and influgnced by underlying attitudes, \
grinciples, and bellefs\ Children might learn to read
"better” for example if food was withheld each
day until desired readmg proficiency” was demon-
strated. Our values regardn@g physical well-being,
absence of trauma, pasitive attitudes towatd school

" and reading, recognition of individual differences, |,

and a caring attitude toward others prevent such
drastic action, however. '
Differences over what is “right” or “best” are
often rooted in different value systems which place
greater or lesser importance on the subject béing °
debated or decided upon. Which-is the “better’’
expenditure for example — $10,000 for new>
audio-visual equipment for 1000 pupils, or
$10,000 for new band instrihgents for 100 pupils,

or $10,000 to hire one new-teacher to wérk with\
10 mentally retarded pupils? Values are not verifi-
able statistically or measurable quantitatively in
most instances, but rather relate back to basic
beliefs about the quality of human life and the
relationships among persons.

This model recognizes commonly held values, as
expressed in an educational philosophy, as being a
basic, underlying factor of great impwrtance
throughoutthe planning model and process.
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should be articulated in each school district, as an
extension of valuel and philosophy, into more
operational, measurable terms. While district level
goals may be of a different order and degree than
instructional objectivesjin a 9th grade biology class,
there is a need for bdth to,exist and a need for
planning to occur at both these levels, as well as at
other intermediate levels within the organizational
strugture.

n
3. Needs- assessment is basically a discrepancy
analysis, i.e., the difference between what /s and
what is desired. Looking at what we now have, in
_consideration of what we said we wanted, is a
re?f‘onable'way to work toward change imr the
future.

© N ~

4. Alternative ways may exist to reach the same
ne of the important contributions of the

\ N . N N A N
\ \ planning process T to identify. alternative strategies

\A

.

“and to.analyze, evaluatd, and interpret them in full

Pecognition - of the values, goals, constraints,

\» resources and circumstances that exist in the local

schoel system and the community it serves. |f
~ predetermingd standardized solutions\were known
for all educational problems and needs there would
be little need for much of the planning process to

exist. - : .

2. Educational goals. and objectives can be and’

144

5. Unless something happens beyond the devel- .

opment of goals, assessment of needs, and selection
of a preferred strategy, little positive change can be
claimed for the whole process. Implementation
must be recognized early in the planning process as
a very real eventuality and-if this commitment to
possible’ action doesn’t exist, there may be discour- .

agement and disillusion among those who have

worked to prepare for chjnge.

) -
6. Few selected solutions are togal and perma- i

nent. New pupils, new community expectations,
new societal values, and new cirfumstances may
make -eyen the most promising and most effective
solutions imperfect and obsolete with the passage-
of time. Evaluation, revision, and additional change
in the future are the inevitable fate of all innova-
tioms and \realistic planners will look for progress,
not pgrmanent perfection. i

The purpose of a definition is to communicate
meaning and the purpose of a model is to depict
some aspects or degree of reality; usually” in
simplified form. The ‘definition and conceptual
‘model of planning described ‘above are intended to
aid in the development of a planning attitude gnd
perspective, which are necessary prerequisites for.
,the development of a planniig
local district level. B

a N

capability at the. {
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“+ V. Initiating A Planning Capabiity

[
<

A district administrator may be in general agree-
. ment with most of the preceding material and yet
be faced with the realistic problem of getting
something positive started in the district. Several
possible b‘eginning points are suggested below:
. “

A Self-Analysis of Present Planning Practices
Every district plans to some degree in some way at
the present time. It would be helpful to reflect
informal processes; the

upon ‘these rmal or
participants #. the local efforts; kinds or types of

past or current planning applications that can be

identified; and the degrees df success or failure,

and the process or products, that have resulted. A

ief documentation of these considerations and

related areas can serve as a basic vehicle for

.  recognizing and describing the present state of the
art locally and communicating it to others.

Identification of Poténtial Planning Functions and
Activities

Those who may be asked to support, authorize; or
participate in the development of a local planning
capability can legitimately- ask what the purposes,
funictions, and activities may. be which will be
undertaken ‘in the narke of planning. If, as indi-
cated previously, there “exists a lengthy list of
demands, needs, and expectations which local
districts must contend with and respond to, a

* district administrator should be able to identify a ‘

. variety of problems and issues fo be addres§ed by a
" planning capability. Devdflopment of such a docu-
-ment will give legitimacy and credibility to the
exploration of improved planning procedures and
will communicate to the school board and others
what ‘the chief administrator has in mind when
speaking of planning. This list should not be
considered prescriptive or final in any sense, but
can be used instead to initiate thought and
communication regarding _improved planning
efforts.

Consideration by the Administrative Personnel

' Although most Wisconsin districts do not have

large central staffs, there is often a small group
consisting of administrators, principals, supervisors,
coordinators, and perhaps a business manager wWho
can be assembled to discuss the local planning
situation. Within a period of several meetings this
small, informal group can share perceptions, ideas,
and opinions regarding the strengths and weak-
. t

.

IToxt Provided by ERI

the need for

-
“

nesses of the local planning situation, what better
planning could do for the district, and the specific
areas that could be addressed within trésgstl}oll
system. |f such discussions can result in segme-:
comsensus regarding these topics, the administrator

is. in a stromger position to consider bringing the
subject to the attention of the local schodl board.

Discussions with the District School Board

If a district administratag perceives a deficiency in
the local planning proceSs there are few starting
points miore logical or obvious then discussing the
Subject thoroughfy with the Ioc§?ch~ae-bboard.
Such deliberations should not, if possible, be
conducted during a regular board megting which
often has more agenda items scheduled ghan can bhe
properly considered under the bes; of conditions. -
If it is recognized that plamning izéz basic manage-
ment function that permeates all areas of the
district’s operations, hopefully board members will
be willing to schedule a special meeting, or reserve
a regular meeting, during which the topic can be
adequately discussed.

This type of discussion is usually desirable because
it provides early and direct information to the
board, and provides the administrator with an
indication of the board’s interest, concern, recep--
tivity, and  support related to the subject of
improved local planning. .

. 6

Formation of A Local Planning Council
. .
Even if-district mamagement personnél recognize
more and better planning, ~few
districts can afford“to employ additional special-
ized staff to work aY planning coordinators or
digectors. More likely bxisting personnel will have
to be utilized to provide such services.

It is possible in most districts to form a local
planning council typically consisting of the super-
intendent, key central office personnel, principals
or {{epresentative principals, representative
teachers, a member(s) of the board of education,
and a representative(s) of the community at large.
Usually teams consisting of ten to fifteen members
provide adequate representation in most small and
medium size districts and are still small enough to
function effectively. Whilé the planning council

v

-

cannot do -all the planning, they will probably do *

- 4
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an important part.of it, and they will be expected
.to lead others through thé planning process, and to
initiate, carry oh, and complete specific plar'ming'
activities. .

.
-
[d

. ,
During the formative stage, the administration,
school, board, and planning council .will have to
gonsider sose of the following types.of questions: .

R Will‘gppointments'"_to the planning council be
permanent, or in the case panicuLgfly of ,teachers,
board members, and/or community representa-
tives, will there <be_qs”ome \spécified period of
© membership and some change in represent@tion?
“*  2.What will be the schedule of meetings and
who will provide basic input to the group to guide
and direct them? ' .
3. will theséqrjew duties be “add-ons” for all
. members, or will released time and/or financial
incentives be allowedn some instances? )

4. How will the group arrive at major \decisions
— by concensus, by majority vote, by compgbmise,
or by final judgment of the superintendent?

-

planning council and how will other appropriate
persons be involved at the proper times?

7. How ‘will the council providé fog its own
organiZation and proceedings?

These kifrds of questions\shouwld be considered
early he planning councifshas some assurance of
legitimad®y,. permanence, inflience, and efficiency
of Oyperation. Without adequate thought and
preparation the planning council, after an initial
burst of energy and enthusiasm, cdn quickly -
becothe another stagnant committee which exists
officially, but in fact does little it was designed to
do. ~ )
\ . N .
In most districts, the coAtinued support and
involvement of th§ superintendent’ is also a key
factor to the success of the team. If planning
council meetings and activities become a low
priority tp the superintendent, the committee
ually- begins™to display the same attitude, and
&u%’n*a short time morale problems and a sense of
unimportance render the group ineffective.

It is :e{qua{ly true that the board of education must
provide for and regard the planning council as a

"/~ 5. What will be the relatic;nship of the plnmivng ' /Qprimary advisopr group. Although no advance

council to the board of education and how will
opportunity be provided for regular interaction
and input between the two groups? =

6. What are réasonable expectations fegarding,
the pracesses and products to be developed by the

-

guarantees can be made regarding eventual actions
by the board -related” to the suggestions, recom-
mendations, and products of the planning council,
both groups must view the relationship as a serious
and cantinuous arrangement if the results are to
merit the efforts.

.

A ,




V. Negds-Assessment: A Common Stacting Point,

v A

.

-

Ma?w local administrators and school *board represent some of 'th{ ideas, suggestions, alterna-
members have the desire to "get organized” and to tives, and a general history of the LEA, CESA, and
begin development of a better planning capability SEA activity in conducting needs assessment.
but are uncertain as to where and how to begin. Hopefully, the gefieral guidelines and ‘directions
For a number of Wisconsin districts during the past - available in resource material packets can provide a
several years, a local educational needs assessment basis for any educa¥onal community to construct
has provided a solid starting point-for the following - a viable model and organization b pursue their
reasons: own needs assessment. As-more and more educd®
.. tional communities proceed thru needs assessment,

e Routine activities -and prerations of the ~ improvements and modifications of t'h_e resource
schools can be re-examined and re-evaluated\ materigds occur, and as a result those who review

,,/,__ “from--the. perspective of the entire com- these’documents should be aware that they repre-

munity. sent only a point in™time and-not the ultimate
\ answers. .

-
.

® Priority educational needs can be identified « ‘ . -
"and documented to serve as the ‘basis for In a survey of local districts during May 1974, over

action designed to improve the educational {30}%5;20% indicated somé degree of interest in
program. con ing local needs assessments. during the
- ‘ . 1974-75" school vyear. Materials, -staff training
Existing educational philosophy and goals can services and.consultative assistance_ale avaiable to
‘be reconsidered as a part of the process or in all -districts Jree of charge from thk Section for
light of the results. . . Educational Planning of th€ DPI, 126 Lanngn
, ) o Street Madison, W| 63702.

District edugators'can demonstrate their con-
cern and respormsibility for the constant evalu-
ation and, improvement of the local school
system

As an aid to understanding needs assessment, a
number of fundamental concepts and agtivities arg
listed for the reader’s consideration:
W 4 v

1. A local educationat needs assessme‘nt fs a
plann®t, organized,  coordinated com.prehenswe .
self-analysis and self- evaluatlon of .a local school
district by members of the community, faculty,
administration, school board, and sttddent bodX\

Community re'sid_ tsican be provided with
the opportunity 6 participate in the develop-
ment of educational plans and policies which
affect them and their children.

An important public relations funel;ion can be
served during thg needs assessment study.

2. The ultimate purpose and utility of the local
needs assessment isefo provide a more acéurate,
more complete, and more accessible data base for
better understanding and for improved decision-
making. g :

Resulting statements of goals, objectives, de-
sired improvements and changes, become the
basis for sound planning through management }
by gbjectives, PPBS or other selected systems. © 3. Local needs assessment should be the result

) . ofinterest at the local level directed toward the
The resultant data base can serve a variety of improvement of education in the local schools and

program and project planning activities in the  requires sufficient thought, preparatlon and com-
district and can aid in allocating resources. mitment.

The develqpmer?t of the needs assessment program 4. Needs assessments are usually structured and
occurred through efforts of local school dlsﬁ'lcts, _organized on the basis of research activitieg, such as
-CESAs, and the State Department off Public In-~ community surveysg public eoncerns conferences,
struction which were directed at attémpting to pupil and faculty speak-up$, and ‘the -analysis of
provide a"be&}er basis for}educatlonal planning. pupil performance data jand administrative data
-Resource materials have been accumulated which available in the district. -

L




"*  equally as important as more objective data.

@

A e - < .

5. Needs assessments usuallyﬁincluﬁe collection
of both -objective data and subjective data. Atti-
tudes; . values, expectations and opinions held by

- the groups and--individuals involved are often

6. Needsr assessments .usually address com-
ponents of local district operations such as curricu™
Ium%ﬁtransportatlon “facilities, -pupil services, sup-
port services, policies and procedures. AIthough
.most needsLassessments are d|rected at determina-

..

¢

. tion of a broad profile, the partrcular issues ~ands .

'_ ture of the study

interests of each anstrlct should be the ‘major

criteria for deciding. upon the approach and struc-

7. A fdll sthool year

-

8. Costs vary accord|ng to the desngn of the

, 'studyand the size of the district, but generally, the

data processing costs of analysis for recent LEA

- studies has been under $300. a

. educational ‘com

~ 9. Needs assessments are intended to objectively

identify strengths and assets as-well ‘as needs. A
carefully completed needs. assessment develops a
community profile regarding level of support for
variousuasp-ects of local district operation._

/10 Needs assessment emPraces the concept that

and objectlves they want to achieve.

-Thé Department of Pub||c Instruction recognizes .

_ the kinds of planning, budgetry, and analytical

- planning process, or whether the development of a

%,

‘restraints most ‘school districts operate under, and

has developed” the resource materials, ‘processes,

and consultation  involved with needs assessment to

vercome these difficulties.” |f further information
is desired, contact the Section for Educational
" Planning of ,the Division -for ‘Management and
PIannrng Servicgs at 608-266-7798 or
608-266- 2146. :
Whll\e it may be debated as to whether a needs
assessment is the most logical place to begin- the

district philogsophy, educational goals and instruc-
tional objectives . shouId be the initial activities,

is recognized as an -
_adequate time frame within. which the plannlng,” :

1mplementa’t|on analysis, and,results o a»needs‘--'
: assessment study can be completed,

nities should frequently evalu- -
ate local educational efforts in terms of the goals

-
e
-

' many districts favor the needs assessment approach

for the foMowmg'Teasons

to
[

LI

171t aids .philosophy, goals"

~sional- opiniens, values, atﬁtudes, and expectat|ons
avarIabIe to aid in such development

and objectives®
" “~ development because it- makes public” *and profes- .

Es

4

\
,4.

2. It: causes publlc mvolvement and awareness
-of the pIannrng process armd educationatneeds and
can\ generate, support for planned change’ ‘based on
docUmentea deflcnencle,s and expectatlons

S

v

3. Current ’prog@ms serv;ces and p0|1£IeS re-

' .erct district philosophies, goals, and objectives to

. some degree even though these-may not all be well.

' now, and to learn. what shou

described and ‘documented in a formal manner.

' The' needs-assessment therefore is not operating in
a.vacpum b,ut is instead sErwng to evaluate ‘what is
1§ be inthe future.

[ ~

4. Needs assessments&are product-eriented, and
related activities are conducted within a definite
time frame to give the direction, structure, and
purpose wh|ch is essent|aI when many lay citizens
are involved.

L)

5. The' groduct(s) of the needs assessment pro-

- vide excellent input for further work by the local
“planning council and thereby strengthens that
group and their role by‘making the|r work reIevant
and visible. DI

The needs assessment model used by the DPI is
based on the “Worldwide model” developed by Dr.
Jefferson Eastmond of Salt Lake City, Utah. It has
been ""Wisconsinized’’ considerably during the past
-several years, however, to meet the lotal condi-
tions, requirements and preferences expressed by
many local district usery.

materlals currently in u$e, and those developed in’

. the®™near future, will be”incorporated into an LEA

needs assessment guide for ‘distribution’ to all
districts during the summer of 1975.

Additional ‘models va@re _available, including the
Dallas, Texas model, the Phi Delta Kappa model,
and the Fgesno, California model. Information
regarding d%ese processes are also -available on

o request frém the Department of Public Instruction

- to enable loca! districts to draw ideas and tech-

“ niques from them to develop the specific custom-

ized process that best serves irdividual d|str|ct
preferences’and conditions.

6
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It is antlcrpated that the- _
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o Wl Other Possnble Start ng POII‘ItS

~ -

I some districts, for-a.variety of go
widespread community based - needs” ssessment
may not be a logical .or acceptable startn peoint. -
. Several alternative beginning ac‘uvmes are theretore
suggested below for Iocaldlstrlct consnderatlo .

Development ofna Local Educational Philosophy»

An educational philosophy at the school district
level is a summary statement of the beliefs,
concepts and attitudes which underlie and subport
_the lotal educational system. It is an .expression of
the public values and expectations which give
purpose, direction and\_ meaning to the myriad

fective " and efficient school system. It is a

ratidnale for exnstence a statement of the reason.

" for bajng“of a school system, and ina general sense,
i id.in setting priorities; in choosing from
Nernative courses of action; in determlnlng
directions of change and nfovement; in assessing
and evaluating-what is; and in deciding what should
be. .

A district philosophy, when taken seriously, ista
living, dynamic statement which permeates all
levels and all dimensions of instruction, administra-
tion,: governance and decision-making. It is a base
of reference, an area of commonality, and. a

educational process. Rather than being written an

.reasons, a

activities, -programs ‘and events which comprise ang

(LI

The important step is to decide to und&take the

T
.

' task, for /once’ that commitment is”made local

personnel/ can .be organized to’ complete it |n an
effectlve manner.

Developmen/t of Local Educational Goals o

The development and adoption of a district ph|los-
ophy of education provides a brqad. context within
which ‘the school system functions. ‘Within this’
framework educational g be developed to"
‘interpret more specnflcally{t e purposes, expecta-

tions, and ends toward which the local school

\ system isstnynng ‘ -

4

Educational goals are relatively broad, timeless
statements: of intent which express the desirable
ends toward which efforts are dirécted; the
achievements ar accomplishments desired; and the

_results to be attained through the educational

process. -

Goals descnbe characteristics, conditions, and
scircumstances which have been judged as good and
desirable. They are rooted in values which are:
collectively shared by those involved in or affected :
by the local educatlonal system. Goals need not
necessarily be viewed as competitive with one. *
another. They can be multiple in number and equal

if concensus can be attained.

b °

- meaningful guide for ‘all persons involved in ch in priority, or they can be ranked in prlorlty order

then forgotten, a district philosophy should be al.
statement with constant utility and influence. °

Districts having a written phnlosophy can begin the
planning process by evaluating it in light of new
~and changing expectations and demands being"

made of the local school system. A committee of

manageable size, which includés appropriate pro-
fessional, lay, and pupil representation, -can de-
velop a tentative philosophy withiri a period of
several weeks to several months. The philosophical
statement can then be presented to the total
community for consideration, possibje reV|Slon
" and formal adoption.

Districts with no existing vlmtten philosophy may'

develop such a statement’ for- public review and
formal adoption through the consnderatlon of
philosophies from other districts as well as original
developmental work by the committee.

¢ backdrop of standards and values e

] ! ? . . ' , 2

‘—.l

Well formulated goals can aid®in decnsion maklng
by allownng decisions to be considered agalnst the-
expressed in goal
statements, and they can serve "as Broad indicators
of intent which provide transition from a broad
statement of philosophy to_ the development of»
specuflc instructional objectgves

During the™ 1972- 73 school ‘year," through the
involvement..of a. citizens taslg forcgg public hear- -
ings, and related activities, a statement. of state-
level educational goals was developed for the first
time in Wisconsin.” These 11 major goalsy with
underlylng sub-goals, have been distributed¥to all
tocal districts -and all irferested findividuals,
agencies, and organizations.n the staté. In addition
a composite document containing goals from states
throughout the United States has been published
by the Department of Publlc lnstructu)n under
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auspices of the Coogerative Acoountability Project
(CAP) and is available on request from the DPI.
Goals have also been develaped in. some local
districts and may be used, ag may the state level
goals, to. jnitiate and aid in local goal development
in any school d|str|ct :

« t

2

: T
Professional Staff Identification of Perceived Needs
Duringithe 1973-74 school year a limited approach
to issues identification and perceptions of needs

was piloted in one schoof distri¢t of approximately

* 4,000 K-12 pupil enrollment. This process involved

school board members, fgculty members, princi-

°pals, and district-level administrators working in a

three committee structure, assisted by DPI plan-
- ning personnel and outside consultants employed
. 0N a I|m|ted basis.

R

Through nominal grouping techniques, data collec- -

" tion activities, committee deliberations and'related
procedures actual and perceived issues, problems
and- needs were identified, dﬁcussed defined,
documented, and analyzed to serve as the ba5|s for
continued planning efforts A report of. this pilot
project 'is available upon request from the Section
for Ed{cational Planning of the DPJ.

This limited approach does not have the wide--

spreagt* public involvement and input of a compre-
hensive community based needs assessment and
_therefore may serve as a less certain indicator of

local issues, deficiencies, and potential directions. .
It does ‘have the advantages of being a shorter -

duration process which is less demanding and more
manageable, and of being -more dependent upon
professmnal personnel and expertise readlly avall
able in the district.

The products of this limited district 3elf-evaluation,

-and analysis may best serve as the input into more
detailed needs assessment; as the basis for explor-
ing alternative approaches to address the problems
and needs identified; and as a means of generating

public and” professional awareness-and interest

.regarding district directions. -

Intervie
A distric¢t wantmg to make a start at self-appraisal

but preferring to do this in a more controlled, .- *

in-depth manner can consider the limited saynpfe
interview type of study. In this approach a number
of items are developed by local personnel, with
. possible -assistance by DPl or other consultants.

L]

Study, ‘of District Concerns and Problems'

initial development, field-testing, modifica-
tion, and finalization the instrument(s) is Lare) Lo
used asithe basis for in-depth interviews with g '
reasonable number of communmity residents, board
members, teachgrs, students, and administrators.
While care mugt be exercised not to-generalize.the .
findings. and interpretatipns. beyond what the
sample characteristics W|I3 support, this type of
" activity canserve to help ‘identify local issues,
problems, perceptions, and conditjons which can i
then be considered for more extensive investigation
and evaluation. ‘ /

~N

This type of study is usually very rr%nageable in

the data gathering phase but requires careful
attention and considerable time to tabulate and
analyze hours of interviews that are usually
recorded on tape. Third party researchers should

be seriously considered in such studies to assure
confidentiality of the data and anonymity of the .
respondents, if so desired, as well as objectlve .
‘ |nterpretat|on of the content.

. Summary

., Two brief statements can be made to conclude this
section: o R '

e There is no one place at which all districts
must start to develop a planning capability
and/or to initiate planning activities. Some
techniques are more appropriate’ in some
districts at certain tlmes than others might be,
but each district has to carefully consider , .
what it wants to do and’ why, and “then :

‘ proceed in the light of local factors and

conditions. -

W

e Regardless of what type of entry point is

selected there must be sustained local.effort

and- commitment related to the planning

process if it is to survive and be effective over

an extended period of time. %evelgplng a ,
~ sound philosophy, establishing worthy goals, *
" or conducting a quality needs assessment may

all come. to very little fruition if no further ° ~’
efforts are made to relate these to programs,* A
“personnel, policies, and financial decistons.
An isolated burst of enthusiasm and action,
without follow-up and follow-through efforts, .
often results-in the proverbial reports that
gather dust.in numerous file cabinets.

11
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‘As indicated in Section |ll, the planning model
selected® by the Section for Educational Planning,

. shown below{ provides a workable framework for
local planning purposes and- activities. In this
section the components of the model will be more
thoroughly analyzed

Operational. Educational Philosophy

“ The routiné,” on-going programs, - activities and
policies of a school district reflect a great deal
about the educational philosophy of the com-
"munity and the school system. While many dis-

-..tricts do not have .a wrltten current, formally

L

. Z
. »

L3
RS
.

- adopted statement of philosophy, this should not
be ‘misinterpreted as the absence of a phllosophy
‘The presence or absence of programs, personnel,
facilities, policies, and other related entities speak,
in effect, for themselves regarding the philosophy

" being practiced. As noted previously, philosophies
and values are complexly intertwined and form a
perspective or viewpoint that colors and influences
individual as well as community attitudes regarding
the purpose and nature of the educational process

and, sygzem.

EE AR

RN Vil Analysis Of The Planning Model -

. The school “district fors example. that provides’

S0 N

kindergarten, a-pupil breakfast program, a senior-
citizens lunch program, a summer school program
an extengive program for the handicapped, -

complete co-curricular program, a K-12 career
education curriculum, multi-unit elementary
schools, special offerirfgs for gifted students, and.a
work-study program at the secondary level |§
demonstrating certain values and phllosophlcél

“beliefs which differ from’ those held in a district of

similar size and wealth which has none or few of

‘these characteristics. While this example is extreme *

to demonstrate the point, the old adages of action.
speaking louder than words, and- “what yol do

speaks so loudly that | can’t hear what you are

saying” help to make the point quite clear.

A , R o
In many' instances a societal philosophy and values
have. beeri placed uporf the school system through
legislative mandates; e.g. the thirteen educational-
standards, minimum curriculum requirements, and
provisions for educating. handicapped children.
Within these requirements’. theré are many varia-
tions,. however, both in quar,jtrty and quality

Operational Educational
Philosophy

LY
-

L~
s :

Evaluation and Revision-:_-
of Implemented
Programs/Policies . .

.

dmplementation of
Selected Solution

\.

Selectionof .

As essment of [ v
E ucat.lonal Nedds

/

Generation of /

Preferred Strategy

Alternative Strat'egies
to Address Need$
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Whlch are within the dlscretlon of thelocal board,

o/ communlty, and professuonal staff.

w

. Updatmg a dusty, obsolete philosophy of Jyears

past, or developing one where none has formally
existed, provides an opportunltﬂ/ to consider the

identify values which are commonly held’ by the *
community. Such efforts should result i a state-
ment of belief and intent which serves as a basis for
the development of educational goals and objec-
tives. .

!

Educatlonal Goals and Objectlves

The past decade has seen an mcreased interest in
goals and objectives from the state.capitol to the

. kindergarten class in, the neighborhood school.

Many. states, including Wisconsin, have developed
and adopted formal statements of educatlonal
goals and objectives at thie state level, and ye} some
districts have been relatively untouched by 1.0.s
(instructional objectives), B.O. s {behavioral objec-
‘tives), performance objectives, or M.B.O. (Manage-
ment By Ob;éi;tlves) or PPBES (Planning Program-
ming Budgeting Evaluation Systems) for
administrators and managers.

objectives to exist at several levels within the local
school drstrlct and it isalsor asonable for these to
differ somewhat in nature at these various. loca-
tions. A statement of distrigt goals, if properly

L

- nature and direction of the school district and tg. ™\

Itis reasonableﬁ and appropriate for goals and.

developed, provides the opportunity fqr all person--

nel to develop objectives wHich are compatlble
with the general statements of{intent and the ideal
conditions and characteristics [which district level
ggals descrlbe -

Develgpmg‘ acceptable educational goals for a
schooldistrict is not an insurmountablé task and
can bq"acco plished in most districts in a matter
of .several-months. The extension, translation, and
mterpretatu,')h of these goals into meaningful,
usually.measurable objectives is more complex and
time consu ing, however,
effort by’ the professional staff of the district. Such
an effort: may require a year or more of involve-

and involves greater ~

ment by teachers administrators, consultants, and -

other approprlate personnel, and may require an
additional year for |mplementat|on and - mmal
evaluatuon. .
. W ", . .
While there are few short tuts to the process, the
resultant product should provide an improved
descriptiorf of who is attempting to-do what; it
' <

- "

18..

13

should help to clarify 'ex‘pectatio'ns and activities;
and it should serve as the basas for an evaluatlon

system of greater utility. - - -

Agsessing Educational Needs

blems or undesired conditions and have often
bgen defined as the. discrepancy between what is,
and what is desired. Section .V provides abr\lef
m"croductnon to needs assessment studies in Ioc}af
Stl’ICtS At this point itis “sufficient to emphaslze
that a quality local effort is tjme-consuming.and
involves a great deal of work by’ manyfﬁr_)fe but
“the results have great potential and utility over an
extended period of time in many areas of district
operation. A comr-nunity based needs assessment is
an expression, by the board of education and the
a mln‘!‘fratnon, of a belief in rthe wisdom &and
judgment of the public and ari affirmation of the
ptinciple that the public can and should . help
d SIgn the school system that WI|| serve them.

fods are often descrlbed in relation to percelved

Needs assessment is an effectlve way to reduce
perceptions of problems and deficiencies to more
manageable, better defineg status. The “problem”
ofT a poor quality elementaxy reading program, for
“example, ]
generalization. If it is leacréd through investigation,
that this undesirable state exists in specific elemen-
tary schools and/or at specific grade letels which
‘are|using partigular materlals dnd techniques, the
'problem assumes new dimensions of clarity. In
‘mogt cases, such dlstrlct evidence may _not be
-dbsdrvable; however In all problem areas some

\degr e of translation -and mte,epretatron can be

made from a general statement of dlssatnsfa%tlon to
"a more clearly defined description .of the problem.
Such - questions as - “Who has this problém?”,
"Whexe are they located?”, ”What is the degree of
ity of the situation?”, “’In whose juris-

does the: problem reside’’,"and ‘'‘By what'

is difficult to agldress at the level of

subjectjve and/or objective evidence do we know -
this to\be a valid descrlptloﬁ’of the problem?”’, if -
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2. -Teacher and pupil opinion surveys is-which.

those most involved in the educational process -

from the learners’ perspective can provide observa-

tions, - insights, and informal evaluations of
strengths and weakriesses jn the educational sys-

tem. ~ » e

3 Analysns of -pupil Qerformance/measUrememt
data Wwhich, ‘in spite of well:advertised deficiencies,
can help to identify patterns of pupll performanbe
- by groups ofzpupils over.a perigd of time, Suc
trends can help to improve an edﬁcatlonal progrErK
and to aid in |dent|fy1ng and describing SpEleIC
problems of rieeds. ‘ .

. . . ., /

4 Communfty, .teacher, anq]pupﬂ ""speak-lips"’
in gvhich meimbers. of these client and consimer
grgups, are provided an opportUnlty to verl allzg

-their congerns, perceptions, opinions, and vallies as

they relate to'the educational system.

5. Summaries of administrative-data and pvalua-
tions wh1ch tan_reveal information regarding |
finances, staffing patterns, pupil disciplinary and '
dropout‘f” incidence rates, community characteris-
tics, and management: and admlnlstratlve p¢l|0|es
systems, and character%stncs _

R
Through these activities, large numbers of concerns
can be collected, which, -when classified and

- documented with appropriate fact§, values, and

policies, and then assigned relative values of criti-*
cality, can be regarded as validated, doc:umem‘g1
educational néeds. Such needs are clogely rela

to the problems orlgmally felt, but are now in a

-refined form, complete with relevant evidence,

which can be used as the basns for further planmng
efforts. ':i;g '

Generating Alterf'ﬁ}ive Solutibns
Vi . N

Defining problems and documenting, analyzing and
classifying needs doesn’t change the nature of an
undesirable situation in any substantive way. The
proeess has value only if the findings are used to
develop and implement strategies to ‘change the
undesired Situation. ‘When problems have been
thoroughly researched and translated tho vali-
dated, documented educational needs; it is neces-
sary to con&nue the effort by )developing and
exploring “dlternative methods by which preblems
‘'might be alleviated. It is evident to mqst practi-
tioners in any profession that there are seidom easy
answers to complex problems, just as-it is evident,
that there are wusually multlple approaches to
addressmg any partlcular problem or need.

GeneZatin'g alternative solytions serves the follow-
ing purposes:

« 1.. An opportunity i/provided to a number of
persons to propose strategies to meet documented
needs.” This increasesJawareness of the needs and

-, develops a broader basé of involvement and poten-

tial support to chan?é the updesired condition..

2. Differing vieWp’oints agout the needs can be
-expressed by individuals who see them from
various perspectives, and consideration can  be
- given to multipledimensions of the problems.

3. The process of identifying multiple Ways to
approach a need helps to prechide premature

" decisions’ regarding -the acceptance of. any one

strategy and helps to distinguish more clearly the
needs from the solutions.
.
The generation ‘of alternatives involves what has
vbeen labelgd "Iateral thinking” in contrast to the
logical, sequential ‘‘vertical thinking” wused to
identify, define, and analyze problems and needs.
Lateral thinking is random, divergent, and undisci-
plined. Anything goes, in effect, if the end product
is a solution to the problem. In short, at this stage
of deliberation, the solution justifies the means.
Al

3

Care, should be conscnously exercised to avoid the

followmg pitfalls when |dent|fy|ng alternatlves

e The constraints of traditional practices pre-
vent creative thinking.. .

* |deas are too often judged not on their merit

‘but by the reputation or prestige, or lack of

'it, associated, with the person presenting the,

, ideas.

‘e Too many constraints and obstacles are con-
sidered too sgriously .and too soon in the
exploratory process.

e The appropriate people are not: mvolved in
the process.

* The time frame within whith a strategy must
be identified is too brief to allow the careful
consideration of alternatives.

During this stage of work,

. i
it is often valuable to

contact appropriate iristitutions and agencies; con-

duct reviews of the literature; visit school districts
which have experienced similar problems and have
selected'and implemented a particular strategy; and
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. a ) .
employ consultants to increase awareness of alter-

natlves,whlch are available but which may not be
" known locally. it.is worthwhile during this explora
tory phase to expend the .time and money needed
to assure that a substantial effort has been made to
identify alternative ways of addressing a need, for
once this process is brought to a close, the specific
strategy has béen captured—it is now a matter of
identifying it ~among the p055|bnlltles that have
been collected.

Selecting Preferred Strategy .
In most real-world situations there is a limit, often
of unrealistically short duration, to the amount of
time ‘and effort which can be spent in formulating
and investigating alternative solutions to apy
problem. The need to get onvith efforts to resolve

. the problem situation is given impetus by forces
and pressures over which those persons responsible
for resolving the issue at hand have little control.
These forces may include commupity opinion,
parental demands, school board policies and deci-
sions, student needs of an immediate and pressing
nature, faculty requirements, state or federal
agency demands, or any one of a number of other
citcumstances. Regardless of the specmcsL & any
individual situation, the fact remains that alterna-
tives must often be quickly analyzed so a specific
strategy can be selected and implemented.

In attempting; to combine care, objectivity, and
precision witly wisdom, insight, and experience the
following sh9 Id be con5|dered

4, Selection _ criteria should be defined. Some
obvigus critefia*might include the time required.to
impl¢ment a given solution; the cost involved to
implement; and the estimated benefit of effective-
ness to be derived from the solution. Known
constraints, limitations, and expettations should be
clearly expressed so alternatives are evaluated in
light of the realities of the situation. The degree or
amount of change desired or demanded:should also.
be well described, if poss@& so alterndtives can be
judged in view of the expectations that exist, and:

_the probability .iihat any given strategy will rheet
that requirement-can be carefully assessed.

2. The strate\/ accepted should have an accept-
able degree of “\face validity,” i.c. it should be
reasonably evident that the .desired outcomes‘
ppear to be attainable through the solution
adopted. In effect, the strategy selected should be
acceptable to those who approve it; those who
must implement it; and those who are involved in

- L

15

relative degree of

-however, -

-techniques,

“\

or affected by it. Strong negative attlttfd’es that ”
won’t work’’ can become self- fulfllllng prophe‘cnes

3. The cost-effecti'\'/erfess of the alternatives
should be carefully ‘analyzed,. To do this thor-
oughly, it should be decided whether an absolute
measure of progress t be attained, or whether g,
uccess is adequate. -To attempt
to raise the reading level-of a/l 4th grade pupils to -

-the 4th grade level might require an investment of *

$80,000; however, to raise the reading level of 856%
of the pupils to that level might cost only $50,000. -
The p(obablllty of total success, availability of
adeguate resources, and "personal "and §0cietal
values all have to be recognized andedfalt with in
such decisions. The application of cost/beneflt and

_cost/effectiveness analyses‘are,eﬁten less appropris

ate and less conclusive in educational a(ctlvmes,
than in the business/industrial secior
where such processes are routinely used with a hlgh
degree of confidence. In many cases in education it .

.is not a question. of whether a particular effort

should be made, e.g, providing for education of the
mentally handicapped, bu&t rather how this can best
be done. Few absolute measures bf success can be
deemed appropyiate. Instead, relative measures Qf
gain and. mpr%ﬁem\ezt are most often employed
and lack of succéss_means only that arﬁther
approach must be tried .— the task cannot be
abapdoned because of failure to meet expected
goals. .
\

4. The perfgct solutlon to persistent, complex
problems is u Iikely to be $ound, While new
materials, and procedures have been
developed in .many areas of education.and have
resulted ih improved instructional and related.
services for /today’s students, many familiar
problems of motivation, ability, interpersonal rela-
tionships, attitudes and values, and physical and
mental handjicaps still remain and must be ad-
dressed anew with every generation of students.
Realistic regults rather than overly optimistic ex-,
pectations should be stressed to avoid unnecessary
disappointment and . disillusionment with the
strategies, that .are implemented and the possible
terminatioh of programs and activities that are
positive, even if they are not perfect in theif\

impact. _ ' . '

~

mplementing Selected Solution

Needs Have been identified, d’ocumented,nand
v'alidated’: alternative stratégies. have been gener-
ated; and a preferred solution has been selected
from the ayailabl‘e options. Although this process

-
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‘may not have been as rapid

. ) '\
\\ ‘-

. tharough, and
systematic as in textbook planning models, it has
probably resulted in a chosen course of action. So

' far, however, little if anything has changed in the

need or problem area. |f these previous steps have
Been done well, however, a reasonably smooth
transition should be experienced in implementing
the chosen solution. If the implementation phase is
poorlyl done, it can negate all the ;Zne and effort
‘carefully spent in arriving at this goint. To avoid
that situation, the following areas should be
consi@ered in the implementation planning:

1. Are the available finarfcial resources adequate
to support the new effortp to a degree that will
make success probable, or at least that will not
cduse inadequate fundlng to be the cause of
failure? Unusual, one-time start-up costs should be
recognized _and provided for as needed, and con-
tinuing full-fiscal-impact data should be available
and understood."

"

2. s it clear who will have specuflc.lmplementa- .
tion responsibilities, and whether \the authority will
be commensurate with the designated responslblll-’
_&.ties? Do all those who, are likely. o be affected by

_or involved in the new ‘endeavor know who s

responsible for what, and whictspecific duties and,

tasks they are expected to perform?

3. Are staff members well-informed regarding
the strategy selected, and can they explain and
interpret it adequately to others? Has specialized
training beeh provided terthose who will need it to
participate effectively in the implementation
work? Has the commupity been informed of the
dimensions and dlrem|3ns of the new efforts, and
the needs and  resources related to the chosen
strategy?

-

4. Will new personnel pe employed to imple-
ment ‘the selected solution? Are qualified people
currently available? If existing staff are responsible.
for implementation will this work be added on to
existing duties, or will there be a formal and clear
reduction of other work so the new efforts don’t
suffer because of a lack of time and attention from
|people who already have other full-time responsi-
*bilities? »

5. If appropriate, have the physical needs of the
new strategy been attended to? Is adequate’ space
available in an acceptable location? Will new
équipment, .materials and supplies be needed? Are
they budgeted for? Are they'ordered? Have they

-
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arrived? |s secretarial/clerical a'ssistance needed?- | f

so, who will provide it?

6. Has an evaluation strategy been developed?
How will it be known if reasonable success is

attained? What will be the indicators. of success?

Who will judge the-success or failure of the
implementation? When will this occur? How much
time and money will be invested before satisfac-
tory results must be shown?’
roduct-oriented, what will
product(s) that signal attainment of the objectives?

7. If students are directly involved
implementation, have they been' selected and/or
prepared for their participation? Must records,
dita, materials, etc, rpgarding pupils. be gathered,
collected, analyzea"/e
|mplementat|on,,beg|ns? Should parents be in-
formed of new activities/programs affecting their
children?.

Not all of these questions are appropriate for all
new strategies and programs. Conversgly, some
additional questions will .probably be needed to
accurately reflect any given situation. The point,
however, is that such questions should be asked
-and answered as fully as possible to provide the
" best possible opportunity for the new efforts to be
successful. Unexpected problems constraints, and
force$® may never be totally g)minated, bit the
probability of such difficultied §an be reduced and

If the evaluation™
be the

in the .

and “interpreted before the.

\

“their effect mmlmlzed through' careful analyals of.

the |mplementat|on phase.

Evaluation and Revuslon of Implemented Program/
Policies

~

Few human endeavors are so perfectly planned and
implemented that there is no need of revision and
improvement. It is to be expected that new
programs, processes, and procedures may experl-
ence imperfections of many types, arid that con-¢

tinuous monitoring, evaluation, and modlflcatlon*ﬁ

will be necessary to attain and maintain an ’&u

acceptably high level of performance.

Several important consrderatlons in this respect are
as follows: 1

1. To the fullest extent possible, the perform-
ance standards or criteria t
evaluation should be selectéd and agreed upoh
prior to implementation, r/éand all appropriate
parties should know and understand the l’heasures
to be used in judging success or failure.

& ér\
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~be applied during .
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2. The processes, procedures time periods, and
means (such as tests, written ‘instruments, etc.) by
which evaluation will occur should be. deeided—
upon as early as is practical, but should not be sq
rigid and insensitive to new conditions that the
procedure ‘cannot be amended in light of mew
developments and unanticipated circumstances.

3. If the newly implemented program is suffici-
ent in size and |mp0rtance to warrant the extra

cost and time involved, it may be appropriate to

employ outside evaluators who can presumably
give more objective, less biased analyses of the
program than those intimately involved in~ its
conception and implemientation. .

4. Evaluation should be reviewed as a positive,
healthy indication of organizational strength, not
as a threatening, negative activity which causes
individual and collective defensiveness t0 appear.
The most valuable critical evaluations can often be
provided by these persorj?§‘ -most knowledgeable
about, and involved in, the implementation on a
day-to-day basis. Opportunity should be provided
for such persons to make their-judgments and
perceptions known in advance of or in conjunction

"siveness of the original
encouraging positive change.

with other personnel who may be evaluating the
new efforts. :

5. Evaluations should, |f,p055|ble be a combina-
tion of objective and subjectlve data. In spite of
the scientific approachto educational evaluation
advocated by many mgasurement experts it is
often difficult to “prove” that success or failure
has occurred .on the basis of statistical tests or

other mathematical data. Conversely, it is often:
inadequate "to claim success or failure based.on
perceptions, attitudes, and values which are totally
devoid of objective evidence. A combination of
hard data, professional judgment, experienced
insights, and relevant values must be brought
together in a balanced manner to assure that an
aﬁEquate evaluation has taken place.

Evaluation should result in-program improvement.
New activities which become prematurely "‘locked
in”’ to the original implementation processes, pro-
cedures, and policies negate the beneficial effects
of sound evaluation and tend to promote defen-
decisions rather than
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* VI Summary And Conclusion

Educational planning is both an art and a stience
and probably will continue to be in view of the
characterlstlcs ‘and expectations. of the public:
educational system. While this means that plannihg

‘can never be reduced to mathematical certainty, \.t
does not mean that planning is a waste of time and
- effort because the variables are too numerous or

their interrelationships too complex. The alterna-
tive to planning is not to plan and no school

dlstrlct has ever endorsed or practiced that philos

ophy and continued its existence. The larger
question is the degree or extent of planning that

will occur, and the means by which it will occur. .-

‘The following thoughts are offered for consadera-

tion:

.“.
B

1. Local school personnel should.analyze and
evaluate the means by which théy currently plan
their district’s educational” fut’ure A critical self-
appraisal of existing pianmng processes may reveal
deficiencies which. should be corrected as well as
strength s which should ‘be recogmzed

2, Cons:deratlon should be given to developing
and/or formalizing a planning capability within the
district. While many districts may not have re-
sources immediately available to.employ a planning
coordinator, the concept and philosophy of plan-
ning can be-developed and instilled in the district if

someone on the staff is charged with planning

respoﬁsnbllmes. To do this in a serious manner
requires a formal release from other,current duties,

~at least on a part-time basis or ‘inevitably the

pre-existing responsibilities and demands will.
reassert themselves and the planning function will
exist only in intent and not in practice.

3. The feasibility of providing planning services
and personnel through inter-district arrangements
or through the CESAs should be explored. While

.
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every dgict is unique to some degree, there are-

- also ma areas of common need and concern
which could be addressed on a cooperative basis
. with a greater economy of-scale. Federal and state

legislation often imposes similar requirements on -

local districts (Chapter 89-Handicapped Education,
and Chapter 90-School
recent examples) which should not have to be dealt
with in isolation by over 430 local districts.

4. Planning efforts during the past decade were

often dirécted toward managing additional re- .

+ sources and providing for an expanding enrollment.
A declining statewide pupil population; continuing
demands for accountability and increased produc-
tivity; stabilizing budgets; new cutricular/

“instructional needs; and increased state level
involvement are placing new and different demands
upon local school ‘distficts. Planning priorities and
strategies will have to be developed and/or adjusted
to deal effectlvely with these changing conditions.

.- 5. Except in isolated cases and Iqmlted areas the

i

25 year effort to bring about a significant reduc-
tion in the number of local school districts appears
to be diminishing rapidly. For the first fime in
several decades™it.is possible to predict,| barring
severe unforéSeen €ircumstances, that the preserit
local administrative units which now exist in
Wisconsin will be basically unchanged in number
for the “next decade or mére. _Wexlsts in the
mid-1970s may basically be the same in the 1980s
and improvements in the educational system will
probably have to come from within existing units,

not as the result of dramatic changes broug_hm,o
about by the consolidation of local districts.

.Improved plajnmg capabilities, although not a
panacea guardnteed to resolve all problems and.
needs, is an essenfial ingredient which can contri-
bute to the further growth, development and

District Standards ‘are’”
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|mproven'ﬂent of the public educational system.
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