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PLANNING AND DEVELOPMENT-AS PROBLEM - SOLVING
STRATEGIES IN EDDCATIM' A RatiOrtantlie-

.'. Richmond (Vitkinia) Experience-'
".

J

is..plancl'ing is plahnicg:, Noltsol Yes, it my mean a fe4

,in a "ihink-tank Setting" ith fl7kchatts, data collections,

4*aly,tice4reports, statistical, cherts,-iiesesrch reports,' mathematical
%

-Modoliand various Wita-and pieces of information- f iced on he Mills.

ThAtesut of heir, Mork would be a Well-,docUmeted, sOphiatiCated pian

which could be issued with orders to'impliment.'

Although the above description was written-facetiously it way not

Meant 10 be critical.' In some initances, the isolated."toi-down"- 'plannin

approach ia appropriate; howeVer, in this report,, it' didn't happeh th at way.
.

Wi'toO:down". iA is implied that the placuringisdone at

an organi ation and handed down'to the.subordinaia units

1
their in lvement:in planning._

This paper will deal with`the events whichjed to a ne ot'some

a highe level in
-

tp implement without

extreme proklem-solving measures in the Richmond PublicSChoors,\

(

d 'descriptions ofthe planning strategies which haveLevolved since 1973.

.
i

At -later time; the material outlined inthis paper wal,become the basis

for a-case study of the effects of the planning strategies in ilchmond'in'
fi

. A-'
solving school prOhlems. No attempt will be'maSe to.'pres t findings,

conatiaisms.or recommendations-at this time; with the e eption,a some
I

q3obhaus'iresultS.

,Settingi t.

Virgini , is an historical city. Records of the site go,

. r"?

afth JarestoWn Settlement '(1607) whenywas an Indianback to the time

3 : -.



i1.4,

2 :

,Village.' .It waO:orginii .15A-17'42Lp:id became 'a triving trading
. _

j 7 . 7 , .

post. ,.Whelot.*11:--si4i capital iamsburgwats; threatened in 1779, d
. . . .

.

Revolu ionary War,GOvernor 's Jefferson moved the capital to-.Si hmond.
.

IthasLremained theState-Papitil ;Lice then,,. as well '-'as being the C ital

11(

.

if-the'COntederatydur the CIVil.'yer..
. ,

The.history:of e Richmofid,Fublic SChool System dates bricktio, 1870
Q.1

and in spite conservatism attributed to the City6and state, the,8

Clkizets have takeif:pridt-in--their--30043-and-PP9rted--them-*-0:1--

WI/

2 .1

the:eVents of the late 1960's and Orly 70's had a major impact'on

the pUblic schoOl syStem. Three. changes Of-supOtntendents in the past

decade (Which,b*onghAthrge reorganizations), court-Ordered desegregation
1

.
0

Plana,-coUit7ordere&annexationYcoart suit seeking.. onsolidation of the
/.4

. . ,

metropolitawichOol-ayite404:;etc.4 brought the school systel.to a low ebb.'

'

0 .

.. ,- ,, .-,
'.'r? -

.,

Desegregaticiu:.. IheAtichm:ond Public Schools were desegregated
. .,v,,_,,, 5 II i

'incrementally beginningfin'1960.' Racialcomposlepn of the schools'at,that

time was 45 percent blac and 55 perceht;Whitety population was 42 per
,-.

cent blick and 58 pertentHwhite.
,t, .

4$ : . Following the cillapse of the 'Masaive,Reaistance," a State/strategy

DJ

4.

to 'avoid desegregation, in 1959, suit was f in u..r District courtoa,
. ....-- '3 J--'

1

behalf of threi black stude xs./ In September, 19 0, two of the three were
t .

..-
...w

assigned tothe all -white C ndler Junior High School: This was the first

breach for.clabeiregation. though therelmas hostility an4 cOopieion, the
0 ,

. .

impact of desegregation did n t result in violent atmonstra ions as
1

N ,/ ' .
\4 a

,experienced el where. Base on a freedom of choice policy, approved by
if

°

. the U.S. Dis ict Court, an latempt was made to desegregate the ;schools'

y
.

through na gal processes; however, results were s

°

A court-ord int im plan which called f- desegregation,14 the- .
, (,"°secondary schools was put into effect in September, 19 without as --''

ng.

a

t
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f4= cross -town buaingThe full 'desegregation p n, .called

7
Was:cidered-by"the Districi".coutt to be implemented in

.
i D ,,,

.
o SApteAber, 1.71. Plan III called fik auhoOL pairings, satellite. zones;

. /
I

'cross -tawb-busing of :approximately 2l'000 stUdentl and the desegigstion

,

.:.

;- Q

.e.
9

, .k.
-Of-ScAooli at all levels" -prior to this time,,-Richmohd PUblic Schools

A.

'did not have a transportation systeM for regular:',CitY students.
: --\, .. 0 -, °

)
, i 40C

'Annexation and attempt at consolidation. Preceding the court-
..,,

ordered desegregationdecreei in 1910 and 1971; the City of Othmond was-,-

uiJ

.

.,.
\agarcied 2-3 sqUare miles of territokand.approximately 47,000 .people (mostly /
. , ... . .

!kite) from the adjoining nty of Chesterfield by an annexation cou ;t,
.

!...
,

, c'.

effective_,January 1-,, 1970. This a 1.7t on,. plus an uneeccessful- attempt .by-
.,

,of Richilond School. Board in 1971 to consolidate the,cieyes ethcf.?1 system

through- the courts with the, systems Oftwo<djoining counter to-form a

mepolitan achOcAreem of over 100,00 stIdents, compoOnded impact

of the desegregation orders. Much bitte ess.wat;kgUerated as * result of

.

the annexation, coneolidatidp,and depegre tion acfiOnsrby thy,courts,-all

;,)

writhin a period of two (2) years.

., In the vaie Of thesedisruptive events Of the lat 60'a and early

/ - /
Vs, Student achievement test scores declined, ehrolimentdeclined, teacher

.
. , ,. 0

perforibance and mok.ale declinedaelevidenced by an increasing eurnover rate,,..,..
i > . ,

.

. :

and student.behavior problems-increased; not only in number but in degree
- .,.

6

.,

of violence within the sqhools. , o

'' t, .

dh

4111%

A ange of superintendents in the slugger of 1972 brought mew
..1.- / .0

, ,

Ala

resolve to turn th4 pgs around. Adah'external consultidifagenc hired i01
I If .

i
d

conduct -A study and make recommenditions fof reorganization.' The result was
C -C

chabge from thedesntralized organizational pattern to a decehtralized

'-pattern consisting of three pies admit istrators anastaffs in addition to as

Aisuperintendet'S office and staff. The reorganizetion'wasAplegiented.ln the-,
4

5
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SWIM of 1973. Zhe decline of the schooli' enrollment and the city's-
.

. A

a
4

population,was not anticipated at that time, therefore the sOlution to many

of4the internal problemi ofthe school systlseeMed to be to put top

administrators with staffs out closer to the schools and communities,..

40

Early in the fall of 1973:the sukzicitetilent (Dr. Thome; C. Little).

or d a iteriee,of retreats for' centr11 dministratorqbsuPervisors.

and principals to orient them fully to the new organization and policies as

13. its tro discuss issues, problems and needs
,
facing the. school system in

its , troubled state.
)

,

,These r reats marked the beginning of the massive p ifig project

which follot U er the direction of the newly

:

glipointed,Associate ,

"inperintendent for Educational Services (Dr. Richard C. Hunter). and his
,

.
4

- Educational Servicps Cabinet, a massive "pgirticipatory" planning process

v

as designed - sometimes called a "collaitoraLv " cess% The basis for

the planning activities wasci be the needs which were identified at the

retreats.
A v

. ,

Need identif ation process. Evenf,though the retreats provided °an.

exhaustive list of- eds, it was decided that it would be desirable ,to'seek

input from sources other than the administratOrs and supervisor °

strengthen the validity of the neif identification-procesC Specific
T

.''groups - teacher, parent, stddelt, . PTA, and ther ancillary staff groups -

Were asked to submit- their Ideas. Portal meetings as welles'informal

,Il klatches" were held throughout the city by the school- community
, .

.

, ,,
..

coordinators to discuSs the schools' problems.

1

As the need ident ficationprocess unfolded, there appeared to be

some
41 duple of suggested ideas.

certain/it rpecularly-those res ving nomination by several groups or -%
9 °i. o

A .

ind;Viduals. e repetition4also 'indicated that mo of the educati 1

/ .

,'

6 '1 .... 1
:,-

. ..-... -,

s tended to-enhance the validity of



needs.had been identified.

r--

- Of course, the purpose of the need's identification process was to

provide material for planniqg program. improvements to eliminate the needs.

The question of. "W)at to do snextr.begged an answer.

, 4

Planning strategies. The development of the.educkitional planning

,`capability of the Richmond Public Schools can be better understood if

Irked in two (2) stages. Probably a more appropriate word would,be

nevauation" than "development" because the skills'of planning emerged

throughout the system.
1, I

Stage I, describedbeiow, wag known as the "Educitibnal Services

Priority Planning, Program" or "ESP3" and was based almost enttrekil oh
4,

.4r; -
it.

participatory planning strategy. "Partiptpatory planningyn'edvcOion has
. is,

.

been described as "involving citizen participation, along with school
.

,..c. N. .......

personnel, in an educational planning process whiehseeks to develop group

consensus on needs, goaleand objectives and strategies for program

.improviment." (Stromquiht and Johnson, 76.) 'Stage 'I of the Richmond

experience adhered tohis concept.

Stage II of theidevelopme t

formalized approach and is considered.in this paper as haying begun with .

a planning capability was a more, ,

the formation ofa department of planning and development: A description

oPqhis department follows-rihe-section on .Stage I.

lr



STAGE I

THE-EDUCATIONAL SERVICES PRIORITY PLANNING PROGRAM (ESP3)
7

'..:*.114.

'',!.c14 . Once Ne initial need identification process had been% completed,
.

.--
1

\--..

it became evident that some sort of systematic planning was-necessary if

k
efficient resolution of the needs vies to be realised. * The Associate

Superintendentfor;Educational SerVices (Dr: Richard C. Hunter) and his

Cabinet developed a design which followed the usual steps in program

planning: 'Identify Needs; Set Priorities; Develop Goals and Objectives;

'Plan, Implement, and EVuate,Programs; and, Modify Program on Bases 61
/

Evaluation. The plan became known as "ESP3" which stood for "The ,

'Educational Services' Priority planning Program. "

Setting priorities. The identified heeds were: listed and.

distributed to each Cabinet, member with instructions to rank individually

each item after cqnsultation with hid Immediate staff:. Individuals were

then asked to furdish sufficient'copies for all abinet members of their
5

rankings.
66.

4 '

' The individual rankings were summarized and i duced to traniparencies I
t, 4 . (

°

and used to ameisti dentifying -common rankings and overallgioup priorities.

Every item was th ated jointly by the Cabinet. Items marked 1 denoted

,ithe l ghest rating, 2 next, and 3 the lowest priority:

Grouping by categories.

ratings, they were grouped into

When all .items had been given priority

six (6)..categoriesi (1). Staff Development;

e

(2) Planning and Evaluation;" (3) School-Community Relations; (4) Utilization.

of Physical and Human Resources; (5) Instructional 'Prograt Development; and,
. 1E,

(6) Procedurefkand Guidelines... A task forCc fof each respective category

was to be appointed to work as assigned.,

6



7

Task force goals and objectives. An important part of the process

.was to provide each task forde with. specific instructions on each task to _

. ' .

be accomplished: A teamwas appointed by the Cabinet to write individUal

goals and -objectives on ail spedified needs. An-example is given in

Appendix,A A to illusxrate the'direction given the task force members. Also,
..-- I ,

. _ . .

a handbook was developed,for each task force which included:

Members' names
2: Introductory statement

43: -Flow chart.of the planning process.
,4. Guidelines for the, respective task forces
5. Objectives to be accomplished
6. TiMetable,fOr rporting k . -'
7. eporting procedures and forms

't

8. Bibliography of recommended references

. . r

When the task forces were appointed, they had specific directions and

could go immediately to the tasks without having to stop andlwonder what

they were supposed to do.

The Task Forces

Six individual planning task forces were established. They _

included: staff development, planning and evalua tion, sChOciiZcommunity

relations, utilization of physical and human resources,-instructional
.

program development, and procedures and' guidelines. Each task force was

subdivi4ed into two committees: worktng and advisory.
4s

. 4

4. Working committeak., The working committees,were.expected to perform*,

I,-
46

most writing and program developmerw.fo,r each task force. TheyOut of

decesgty, met at prolongeersessions, sometimes expending three or four

hours per day for several successive.days. Individuals assigned to these
.

committees were'allpe to spend that amount of time. Numerically, ihis

group was small, possibly five
fs
or six people in all. All, plans developed

r-- .
by the working, committees had to'be approved by their 'respective adVsory

committees before submission to the Cabinet.
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8

Advisory committees. Theedvisory. committees were much largef than

the working committees. osition of these committees was approximately

40 persons per = task force ,which *typically included the 'following membership:

-6 teachera;i.

16 parent.
6 studenfiii
3 principii*vice-principols
5 other administrators; supervisors; counselors, psychologists,

,
and,ysocial workers

-4-norgcertified personnel
40 _

i .0 .

The primary role of the advisory committees was to.evaluate all plans

developed the working` committees. Meetings were brief sod utilizle.a

critique format. , The committeeS met '\ointly a biweekly or monthly

. basis for one or two hours the evening to facilitate maximum participation.

The advisory committee members were expected to keep heir various

'1411101
.

constituents egarding the planning itatus_and, in turn, supply

. .

their colleagues' reactions' to ttle proposed program designs.

A

Standards of Quality Council. At virtually the same time needs were

being identified bytfie Caidnet,. the Superintendent of Schools and the

,

Richmond School Board appointed memberI ship.for the 1973-74 "Standards
,

Quality Planning Council" (hereof* referred to as the Council).
0?

This.body grew out of the statutes enacted by the General Assembly
t

of the Commonwealth pf "Virginia to guide local school diviEilon planning

.

for improved educational quality. The purpose. oi'the Council was to-advise

the School Board of the status of,Richmond Public. Schools in relationto-
. (

.

4

the Cpmmonwealth of Virginia's Standards of Quality'for Iocallschpol*,
.

divisiOns. Further explanation is included. later.
A

The Council had a divdrse m rship.1.9cluding students, pftents,
v

School Board member', and division administrators.

this diversity,.tbe Cabinet desired

Council in the planning process.

r
to:livolve the

)

1 0

In order to benefit frail,

ds of Qua ).ity



. The organizational chart entitled-, "Richmond Public Schools

. I

Educational-Services Priority Planningarogram Organizational &ham"
.1(71

.shown on the next page,' indicates this role. -Conceptually; a-plin

approved by the Cabinet wpuld be examinedfby the Council before implementa-
.

tion was recommended to 'the Superintendent or the School Board.

It was- determined that the Council would continue to consider the

identified educational needs whil e-pursuing their primary responsibilities

of monitoring the district's progress in meeting state quality standard9

Needs identified bythe Council via this process were turned over to the

Cabinet for goal and objective development and aildkopriate task ftirce

assignment.

\
The pabinei served as a clearinghouse for the large volume of

e----, ..,

propdgals and studies which.flowed from the sir (6) task forces. Members
v

of the Cabinet also served as co-chairmen of the task forces. The dual

, sr

irolestfacilitited cbmmunic tion an appropriate planning of the various

ESP3 activities.

All proposeciaans-Ovelopedby the indivi.dual task. forces were

submitted directly to thelBsbinet for rekriew and approval. Bearings *ere

held to which the, public was invited. Those class which were approved

were then sent .to the Siandards of Quality Council for their consideration.
t%

. . 40

ESP3 Summarized.

In retrospect, the work which was done during the two and one-half

year period of ESPlactiyitied was invaluable to the effort to turn the.

school system around. Over 1,000 people - students, teachers, adminis ators,

suPeiAisors, parents, citizens - were actively involved at some time during

".,
the.pericoct. The effects. of ESP3 can still be seen in the programs which were.

actually imAlpinied; the knowledge andcapabilities for planning which were
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.14.4. Program Planning

=4. -1''"
I. Goal Statement *

,
;'i, ".'' -..

,

.

the goal of staff development activities relating to_program.. .

plannitl$ is.te develop Principhia'sbilities topriln.by utiliz-
.

, Ing a.modelAn4orporatitivneodisastessmentrand thei4evelopment
ot..io.atsaqd'objectivis-loPiowecl,bi program ptanning, implementar

.-4,
, ......

: tion,.!valuationf and moaificatIon. .

. ..

j

lit

ObnduCtinglieedaAssessment
I

, - ,,., - .

. 11

Specific, Objectives: ;.
. .

1.1411 To.deVelcip an understanding oft& proCedures
of deede'aiiessment.

v. le
Ils,

i

4.1.1412 To dete/op competence to conduct needs,assess-
ment within their schools.

1.14? Developing School Goals and Objectives

N`,

..,

Specific Objectives:
f_

1.1421 To develop skills required to-write op rationally
stated school goals and product objectives based
upon results of needs assessment.

1.1422 To develop skills required t6' prioritize goals
and objectives.

1.143 'FrolAram Planning

Specificilblectives:

1.14311revelop.an understanding of the process of:
Ogram development.

Aro/
1.1432 To develop abilities needed-to plan programs for

attainment of school goals and objectives.

1.144 Program Implementation

Specific Objectives:

1.1441 To develop skills needed to specify operationally
stated prokess objectives necessary for program
implementation.

1.1442 To develop skills needed to plan monitoring system!
that can be utilized to determine if process
objectives, are being implemented as planned.
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1r

A' . 11
4 ..., 4..

c.,

developed; and, the many personal relati nships.which resulted from he:
,- ''

'mee4i,ngs. It was i nteresting tOkincite that the Richmond Champer-of

(----0,

Commerce hal tbe higheet:contingent in a number of the meetings,. outside,

P.,

ti

of the school personnel.- 'j'

Th4 ESP3 activitil outlined above, extended

1973=1 4 -75,. and througb the fall of 1975-76:

of interest was maintained over

over the yearsi

A rather high level

the two-year period; however, in the fall';

of.1975 the project began tq wind doWn.

As expresSed earlie in the paper, the ESP3 program adheredeto

the usuii'design of participatory. planning. Some -of- the characteristics
,

which could be identified in the process were:
.

1. 111e process provided a vehidle for comprehensive participation
b various types of individuals in a group process, where
diverse points of view could be expressed while working toward
a consensus.

0

2. It was a problem- solving process where the problem could be,.'
addressed in-a rational, logical, analytical and Systematic
manner - step by step.

7'

It\es an educational proces6.
worked.

Participants learned as they

4. It waS-kpoliticalAirocess. In the consensus building process,
many timet--priorities were determined and(recommenditionsvere
'made which led to allocation of resources. or 4ecisions of who
gets what and why.

. //

5. It,as a communication process which
feedback on actions taken..

.6. It was a change process which flowed
tent by objectives" plan.

informed and provided

naturally into a "manage-

7. It became i continuous process with-periodic updating of the
plans.

8. It alloWed for research findings to be integrated into the
process.

At the aide the process was used in Richmond, it seemed to be the best

/
approach. In retrospect, it still seems to have been a wise decsion. The

14:



,,
stances called for a major effort.

'FOCUS ON TO$45TELOPMENT OF THE PLANNINO.CAPABILITIES
,

.11!
.414 \

pact of the ESP." eperiencebe&ame a major factor in the

f.

: rm.,) . ,e,

. dev&eloent of-t1 pP .personnelcapabilities of personnel hbroughout the
, - ,.

Ischool system. ,
..

.. .

The ESO4project was thoroughly documented; thereforet'a reconstruc-
,

tion of the" events.- fs fairly Beginnfng with the in4al, . .

4.-- 401

°

identification of approximately 200 needs, there'were a number of items"

which called for "planning-type" activities. Some examples of these

identified. planning needs were:

a

1. New' to devellp a cadre of evaluators in system
.

2. .Need to develop procedures (model) foilirogram devekment

3. Need to determine goals fo5 Richmond Pbblic Schools

, 4
414 Need to develop models for planning ,

5. lied to increase staffs', parents!, and students' fhvolvement
imdecision-making,"±planning, etc..

6. Need more basic 'information

7. Bleed building-use survey

).

8. Need to improve budget preparat on procedures

9.* Need to develop criterion referenced tests

10. :Need to evaluate current programs
%I/ .

The ESP3 Planning and Evaluation Task Force was giVen specific objec ves

4 tb accomplish Which flowed from thesStypes of identified heeds. For the

le
most part, their work centered on develop&O,MOdels as well as plane and

probedures toccomplish the objectives.

The Planning and Evaluation Task_Force-,Aassistell-hy-,"the Department

of Research, conducted a series of Staff development sessions in the

15
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ntral office administrators and,supervisors, and

principals*and.asIistant princtp4s. Also included in the training
4

sessions were the curriculum specialists, a newly created position-in

each school 4', give close support tal tht teachers in improvem nt of

instruction. They also became the chief lanneris in each sch li/
.

..1.

..'

13

Impact ofigate Starylards 'of Quality.. ly,:the State
A

mandated Standards of Quality were haying their effect. The Standards of

Quality,and-Objectives weiefir;t.establiildhy the State Board of

Educatidh in August, 1971; and were revised anZenacted by the Virginia'°

General Assembly, effective-July 1, 1972. _An item in the section on!

Planning and Management Standards statEd:

' .

The superintendent shall develop the capability,'4 procedures
apd organizational structure toenable-the schOol div on to'
pan for future needs; and . q

. t, p°
e os

-,.
'

Ls,

The superintendent shall. involve the community and his
staff in the preparation of a five-year plan,%whiCh shall be
updated annually. Such a plan shall be based on a study of
the extent to which pupils are achieving the. . objectives
formulated by the Board of Education.and shall b designed
to raise the level'of pupil performance. This plan shall
be reviewed and approved by the School Board and submitted A
to the State Superintendentpf Public Initruction fbr
approval by the Board of Educatiok

-Also, under the section on Individual School Planning and

Management; the following objective wA s 6ted:

. .. sr

;The principal shall involve the community and his
staff in the preparation and im ementation of an annual
school plan, whith shall be.co fstent with the division-
wide plan and which shall be app ved by the division
superintendent. .

A third dimension of planning requirements in the standards was ,under the-
.

-t

section-A-Classroot-Planning and Management Objectives which required that

."teachers shall be responsible for humanizing instruction, providing for

individual differences, king available instructional materials and other 11.

16



'1'p
'resources'effectively

objecrfVes, providin favorable psychologicai,environment
,

14

ni4.4.-learning activities to achieve Specific4-,r...

-4
and evaluating pupilrogress

for learning,

0

...

61 ''
.

In 1974, si.serti) of staff development sessions was condUcted byL.
,

,

e

members of the Depattment of Resea rch to assist' administrators and
') . ,

supervisors in-fulfilling the le's reqairements. A handbook was

lliaeveloped to assist the indi idual school 1.ehnners in working up their
I

.

,

, 4 annual.school plans. From these, beginnings, each year 'the'Annual Sch6o1
.

Plais have become more expertly,done than the previolus year. Also,

because each member of the respective facul4es has been involved to some
r

degree in
c

developing Ais/her school's goals, objectives, and strategies,
r

the plans are more than a mete piece of paper. Status reports are
..\

submitted at therend of the year to report on the achievement of objectives

which were stated the year before.

v..
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_STAGE If a.

DEPARTMENT Of' 11.ANN;NG ANIODEVELOPMENT
\

. .

.In the report of a study made in 1974 by an external- agency of the
. .

,organizational structure of'the RicIpohdbPublie4chools, one of the r- :

L.

.

.-.

,NNommendations was that: "A\ney'Department of P lanning and Development.
A.,.. . 4 4

,should be initia ' The report further stated that this new departmer)). .,

wis,,needed to and implebOnt a .formal .planning program, and that

the functid01 ibilitiesAhould include le following)

. .

,l. Long-range-administrative planning

2.
f

Program 'Planning and budgeting system
ar

l'-'

....

3. Managem t information services'Ih
. °

.

Research includtagbasic (in conjunction with colleges and
universities),applied,and operational

5. Expanded program evaluation

6. Coordination 'of federal pr ograms

Such a)department.was'notestablished immedia ely, -in spite ofthe obviou

need. The delay proved to be a wise decisi on the part of'the,

administration, fOr two.( easons:

1. The ESP3 participatory planning process changed attitudes and

pe;-spectives of ,eople (both school and community) to 'the
point oaccepting the notion of planning for the future.

2. Sufficient skills and expertise was;not available for formal
planning by incumbent persdhnel. _Much had to be learned.

On February 1,1976,' the fourth change in, superintendents in less

than-a decade occurred. Dr. Richard C. Hunter, the former Associate

Superintendent for Edubational Services whO guided the ESP3 planning

4
activities, as well as other plAnni functions, became superintendent. The

reorganization of the central office which came in July,11976, included a

.

major- department to be called, "Department of Planning arid Development:"

11



. They initial congllit,of.the-department

study was f011oWed; however, some

.
7,/

as recdffitended iji the 1973..

changes in emphasis were made. Chart

No.2. °lit the next,page outlines

was to prepare'to assume. Not

4

16

. .

the specific functions which the.: epartment
ti

&ly was efficiency expected .to improve .by

fl

bringing the varioup functions together.and cutting down on duplication,

,

..-. , .

bdt thedata, and informatiodgetlerated'from the various reports, pilgrim

# ..
,

planning and budgeting, group testing, etc., dmed the basis for a
o -

-). "Y"
comprehensive Maement Inf,ation System for decision-making pd

range planning. The'director ref:lotted to the superintendent in the

initial reorganization.

putting It All Together

...in

AM

The ratiodale for bringing the various actions together in one

A'

, ri
depailment was' to bd able to interface them in developing the total planning

, to

school system 'The major fltctions which were brought

of Planning and Development were formerly located as

function within the

into the Department

Function

1: Accreditation

'2. -Budget'Budget
,

Preparation

3. Data Processing

4. Evaluation

5. Management Info

6. Program Planning

.7. Research
. e...'

8? Tiating,tro p

r
Former Location

4

Instruction

General Administration .

General Administration

Research

tion Research

5

As the members of the new departtent

Research

Research

Pupil Personhel Services

set to work on developing the

assigned to,thast; an overall design was mapped out and departmental

19
41
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CHART #1

FUNCTIONS

S

DEPARTMEN7F OtiTADING AND DEVELOPMENT
I

---,

PLANNING AND EVALUATION
SECTION

.6.

.1. Educational Planning

/ 1.1 Summative evaluation
1.2 Group testing
1,.3 Educational planning.
1:4 Support' school leyel

planning

2. 'Research

2.2 Conduct and/or
coordinate research
activities within the
scope of the planning
process '

.2.3 Coordinate research
conducted by college
and university
personnel

3. Program Development

4. Accreditation
t

4.1 State

4.i Southern Association

, .

MANAGEMENT INFORMATION '

AND ANALYSIS SECTION

At. Data -based Information
System

1.1 Collect, analyze,
interpret and report
on schools data

1.2 Collect, analyze,
interpret and 'report

on community data

1.3 Develop and maintain
efficient information

i

storag and retrieval
system

1.4 Develop appropriate
reports Of manage-.
ment information for
regular, and special
distribution as needed

2. Utilization of Facilities

3. Coordination of Reports

P

:FISCAL PLANNING
SECTION

. Collect, analyze,
interpret and re-
port on fistal
data

2. Develop frndmaintain
program budget
integrated with'
planning proceAs

3. Prepare function/
object budgets as
needed

Long -range planning

3.1 Coordinate all reports,
response to questionnaires,
etc.; requested of the
division

3.2 Verify uniformity, of
information being
reported

2C
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'CHART #2 , 0 "6 '1*

°RCA NIZAT L STRUCTURE

rEPARTHENT OF PLANNIlit AND wawa=

S E N I O R C STE% OC

1 o;/

D EC TOR

A SS IS TA.NT WR FOR -.
EVA LtaT

Tv'ALT.:AT ICN SPEC IALIST

:LE I iyALVATIGg SPECIALIST

7,F.0110 TESTING SPECIALIST

,

.

.e 4

RES1.1 RCA ASSISTANT

CLERK TYPIST II

SENIOR CLERK TYPIST

LCLERK TYPIST II
.

21
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cAmittees were created to wokk out sirategies and proofd4res"for biinging

their work together:

To gui4e the development of the 'department; the following mission

statement and.goals were formulated:.
' -

Mission

r

r

` . .- ,The primary mission of this department is to provide.ieadershi,.
and support to the aninistratitle dec ion-makers In planning,
and developing instructional programs, a inistratiVe and
toperational functions and accountability p otedures.

... 7, .
1. ,

Goals

k
1. To foster effective planning, evaluation, 4evelopment and

/related practices throughout the system.

2. T o d evelop and maintain long-range planning at the 'system
level. ,

3. To develop and maintain a basic management information-and
analysis capability.

4. To foster basic research activities appropriate for the
'school system.

-"N

5. To coordinate planning of programs and resources. .

6. To provide staff development support in planning and
development functions.

During the intervening period - from 1976 to the present. writing in

'1978 - muchAlas been done by the "P&D" Department in attempting to fulfill,

-its mission. This paper does not propose to report.on the level of its

success or effectiveness; however, a subsequent case study will attempt to

analyzefthe impact which the planninf strategies hay' had in the solution
;.

of-some of the school problems.

MOAT

The concept of'planning and deve).opment his become a "way of life"

in the Richmond School System, primarily through the evolution ofthe

processes-described iethis paper. The systematic-and analytical techniques

2L)
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pfIanning are accepted; generally: as the.way thaf probleths "should" be
A 4 -.r.

. .

A e, Vified. Sometimes, faciBis'intervene4p prevent the carryiat ,out of'the
-7

,-,
.. . A

full process, resSure of-time, pOlitical.pressures, dO lict of.

20':`

optnions, etc.; h ever, thljoasic of-determining:goals And-,
0,

obctives, program plans and implmentation strategies with subsequent

r ..-

evaldations'and feedback is well estqlished:
.

, . .

1

increasingly sophisticated techniques are being.developed

. 4

datadata away* and various uses of the computer; in addition to
,

. . , _, 4

. the,standard stUdent4gration sistem;schedulingand-repoOing,

personnel aata'recOrds, and finance accdunting s54tems. Some of these

are: computerized instructional management systems, zest data item analysis,

longitudinal and comparative test data analysis, automated spot mapping

using the DUal Independent Map Encoding (DIME) system, computerized

membership projections, and various manageMent information reports.

-

The underlying attitude of the current Administration and School .

Board in Richmond is that they cannot affort to.let things "work themselves

out but that planning skills and techniques based'upon solid data nand

information must be developed to improve the schools and prepare them

to edicate children for the future. The currentSuperintendent and

School Board are committed to this approach and are providing the leader-

ship in developing this capability.

23
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.144 Program Planning
-.6

,

-14: .' '-l''. -'-,

1. Goal Statement
,

\ ,
. 0

e "ti

.the goal of staff development activities relating tol.progrem
'plannin$ is ,to develop prihcipalt'.abilitiestopran.by utiliz-
Ing a.modelAn4orporatimgrnegdisastessmenvsnd the 'development

ot4o.atseild'obje.'ctivis-IpPlowetil,bi.prOgrimmpfanning, implementer.
,

, .,..
.-",tion,.!valuationcinitmoitaicatIo. .

s.

, .

1..141' ObnduCting Needa'Assesiment.
. .

t -
41
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Specific,. ObjeCtives:

1.144 To.deVel0p4an understanding of t& procedures
. of needs assessment.

41.1412 To dete/op competence to conduct
meet within their schools.

i.

needs,assess-

1.14? Developing School Goals and Objectives

Specific Objectives:

1.1421 To develop skills required to-write op rationally
stated school goals and product objectives based
upon results of needs assessment.

1.1422 To develop skills required td prioritize goals
and objectives.

1.143 'Pr,ogram Planning

Specific*blectives:
-

1.1431(Aro-develop,an understanding of the process o
Ankogram development.

1.1432 To devef6p abilities needed-to plan programs for
attainment of school goals and objectives.

1.144 Program Implementation

Specific Objectives:

1.1441 To develop skills needed to specify operationally
stated proless objectives necessary for program
implementation.

1.1442 To develop skills needed to plan monitoring system!
that can be utilized to determine if process
objectives, are being implemented as planned.



J

23

1.145 PrograMEvaluation

Specific Objectives:

1.1451 To develop,an understanding of the procedures
involved in designing summative (product) and
formative (process), type program. evaluations.

.

1.1452_ To develop the ability to.collect and analyze.
. ,

- ',product and process datafor the purpose of
delermining th nt to whiCh product and

opOceas Objecti 0 attained.

1.146 Program ModifJcation

1

Specific Objective:

1.1461 To develop an understanding of how results.of
the formative evaluations may be used for

program modification.

t

2C. '
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