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Any canments; information or suggestions you have,to. offer regarding the

process, format or presentation will be most sincerely appreciated.

Please feel free to raiove this page and forward your writteh comments
to: . : N T

The Center for Educational- Planning ;
‘Santa Clara County Office of Education .
: 100 Skyport. Drive B
»  S3n Jose, CA 95115 -

oyl

Attn: Jan Carey ‘

§

Telephone comments will aiso be welcomed: (408) 947-6868 or 947-6871

ANl rights reserved. Price: '$15.00,

s i ‘»

COMMENTS :




o TABLE OF CONTENTS

| . ‘ ; o pRGE

FOREWBRD P T £

- CHAPTER ONE - ADVENTURE'TN PLANNING - RGADMAP. TO A SUCCESSFUL JOURNEY

Def1n1t1on and Ph1iosophy of - Strateg1c P]ann1ng . : 3
The #rocess of, Strateg1c P]ann1ng C e e ; 4
Hazards to be Avo1ded D | ] ';am 5
Rédu1ranents for Successfu] Strateg1c Planning . E 8

The Power of Strateg1c P]annjng e - eme

NOTES & & o e e e e e 13

Choosing the R1gnt Rcute S i i i i i i e e e.... 16
li'o"u’téé to ﬁefilhitibri of Purpose : - i : i o AT ¥
Route One--An Overalls or “Umbre]]a"zStatement S £
Route Two-—Progrgm Statements of PUTPOSE OF M1ss1on .. .. . 23
Route Three—-Rev1ew——Re11ve the Journey R 26

<«

) CSUMMATY = & & & s i i e a e e e e e 2




CHAPTER THREE - ANALYSIS OF THE LEVEL OF NEED OR DEMAND FOR SERVICES\
Focus: Who Needs the Serv1ces the 0rgan1zat1en Provides? : . . . 31

Choosing, the Rvght ROULE & & v v v s s o o s @ e e 33

)

Route One=-Identify Programs Requ1r1ng InF/rmat1on e e e ... 33

- . Route Two--Client Population, Sample, Information . . . « « «. 37

; Route Three--Collection and Analysis of Data . . . . . . . . . 41
- S N _

Route: Four--Analysis and Presentation of Re ults e e e i st . 85

. Summary o o S T . 2
CHAPTER FOUR, - ANALYSIS OF CURRENT AnéfFUTURE EXTERNAL FACTORS
Focus: What's Happening Out There in the Real won]d? i .. ... B9
Choosing ‘the ﬁightihoufe O -3
Route One--Establish an Analysis Team : . « . « . « « « « « - 53
Roite Two=-Develop Alternative Scenarios of the -Future . ;;.u'; . 57
Route Three--Interviews : . . « . « « « . « . .. i 59
Route Foubo-Literatire Research . . . « . .« =i s 62
- Route Five--Seminars and CONferences . . .. : : ¢ ::5 & = ¢+ & 54
Route Sii——PHb]iC\Fbkum e e e e e e . ? ; ; P e e e e 65
Summary . . . ; . i e N T S AR R N ; . S 71
“ CHAPTER FIVE - ii'QUTES T0 ACTION _
Focus: Decision and Action--Mhat Rappens after ‘the Data ,
| o BGTIEEEEAT < s s 5P e e i T3
Choosing the Right Route ;;\\. C e ; P ; D e 74
Route Bne--Planning WOrkSHOp « « « = = ¢« s s ¢ o s s o v oo+ 15
~ *Route TWOZ.VZQéViEWlOf General ‘Planning Information . . « « - . 77
. : : < ) )




Route Three--Program REVIEW . « « s + ¢+« s s o ave o o v . 78
Route Four--Administrative Decision Making for the Future . . 8l
':RéﬁtéiFiVé—w€6Mb%éhéhsiVé Lofig Range Progran 6égcript1%ns .. 86
Route Six--Setting PPAOFTLiBS . oo v o i i e i e e ... 90
Route Seven--Governing Board ReView . . . . . . . . . S ... 93
ﬁcuté_tighti:bécisibh €0 ACEION v v e e s 97

. Route Nine--Budget/Evaluation and Planning Activities 5;; .. 98
SURMATY « v v v e e e e e e T 00

CHAPTER SIX = THE ADVENTURE CONTINUES

Revisiting the Basics : . . ¢ =« ¢ = ¢ + + & + + =+ 5 &+ & s .. 108
Adaptation and Change : . . . . ¢ . . ¢ ¢ & ¢ osos o L. ... 109
The Role of Eﬁé Planner . & © & o i s i i i i e e e e e e e e e 114

Nété"s...........-...........'.»..’;;;J,;,W_;-ié'o'
BIBItIOGRAPHY...‘..".........‘._._..........,..121
GLOSSARY . . o o . i s sasisiiciiiiciisa.a. .. 125
APPENDICES

CRAPLEr FOUF* o v« o v o e e e e e .vbﬁlzg’

Ehapter Five 'v v v v v i i e e e e e e oo 158

. CRADEER ST « o e v e e e e e e e e e e e e e e e e 1T

i




W

FOREWORD

Rapid change is a fact of life in the 1980's. Not only is change .

happening with great rapidity, change in education is-often not to our
desire; it is all too frequently in the farm of retrenchment, reduced
reseurces and reduced ability to serve. The need is to.manage change in .

the most positive way; even in this rapidly:changing environment.

Strategiq planning is a futures-oriented change process based updn an

examination of the environment and development of alternative future
‘probabilities: The dynamic of strategic planning is in proactive choice
in the design of a desired future. ‘ :

The unique element in developing alternative chioices through strategic
Manning is the analysis of the enmvironment. The environmental analysis

focuses attention on” factors external to thelagency which impinge upon its
ability to accomplish its purpose. This environmental analysis, 1o0king
outside of ourselves; is becoming increasingly important in educational
planning as local control.dissipates and the control shifts. to the

state: -

This Manual adapts the Basic concepts of an industry-based long range .

strategic planning model to an intermediate education unit, specifically

the Santa Clara County Of fice of Education. The Manual is intended for
-use by those who are responsible for defining and implementing a planning
process, a process-to guide an organization toward the accomplishment of -’

'its goals. Although the adaptation is directed toward the.intermediate .
unit, it is hoped that many of the process options will be able to-be

-transferred to local districts as well:

]
N

The basic theme of the Manual is that of a planning journey, with haagj3

routes to the destination’and even many options within the routes. The _
planner will need to check the roadmap. There is no one best route--even

the same organization will choose different routes at differepnt stages in
the adventure. o :
The Manual presents a futures oriented, proactive view of planning as. a
tool for decision making with the planner as a change agent. _Following
this planning roadmap will provide information which will-enable choices

to be wade for the future--choices based upon alternative probabilities.

Within those choices lies the potentjal for the design of the desired
future. b
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The tents are folded and packed; the safari .is.
about to begin. Staff is trafned, gear and supplies
loaded, emergency resources set aside. Maps of the |
terrainp have been carefully perused; guides consulted

and information-gathered on conditions ahead. The

vehicles are ready- -

This is & safari to define a purpose; examine a ned,

 explore horizons and create a new design in the

explore d create a -
shifting soil of a changing world. Along the way, this

‘safari will pass .great crumbling palaces--mute

reminders of former grand efforts; now decaying; time

and the shifting subsoils of the region slowly drifting:

over the ramparts, in time returning the area to dust.
. - A\

But no new palaces will be created on this journey! A
tent isirequiiéd;ilight;,f]egib]g;fggo;ectivé; yet

easily moved as actions bring new information and goals

easi aen_

‘are shiftéd within the changing environment.

Previous trévéiiers:héééfi&éﬁfi?ié& the hazards ahead

and yet speak in praise of the effort. The ‘camera #s_

. set to record the events, binoculars ready to st&gy the

terrain, knapsack at hand to gather artifacts for
further analysis: J . o
- AN

I ,; o
This safari is embarking on the adventure of
pTanning--specificallys stratég}g planning in

education:



CHAPTERvBNE--ADVENTURE IN PLANNING = ROADMAP TO A SUCEESSFUL JOURNEY

. S : )
v

DEFINITION AND PHILOSOPHY OF STRATEGIC PLANNING ) J

Somet1mes used synonymous]y With 10ng range, or comprehensive plann1n§
strateg1c p1ann1ng has no universally accepted definition or model. It
has been descr1bed however, as a process exemp11Ty1ng a ph1]osophy that
1inks alternative pol1c1es and 1mp11cat1ons 'to. strateg1es and specnf1c
plans for: accomp]1sh1ng the purpoése of the organ1zat1on. A future -
oriented process, it prov1des a cruc1a1 br1dge between research and

decision mak1ng in the real wor]d. -

T

From its beg1nn1ngs as a model for planning in 1ndustry, and continuing
during use in post secondary educat1on, strateg1c planning has encompassed

the idea that while change 'may be the only certa1nty of the future, change

does not- have to "just happen.‘; Through the exam1nation of alternative

futures, organ1zatwons can exert some choice over the1r future, can adJust
actions as the future unfolds.. Phwlosoph1ca11y, strategit planning is a .

.- way of Jooking at life; through the study of p0551b1e future events, the
organ1zat1on can have some- cho1ce in its direction through development of
a]ternat1ve courses of action, angd can: eVEn hs]p create the des1red
future In essence‘ strateg1c p1ann1ng focuses more on -the longer term;;
externa1 factors rather than on 1mmed1ate, ﬂnterna1 ones. C:

- ,J

r
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:THE PROCESS OF STRATEGIC PLANNING '~

.o . A
- i

Ft has been said that "The future and the past fighy
the'pf‘eseﬁt’"1 [t is in.the present that the proce
p1dnn1ng takes p1ace As a process, strateg1€v91an

of strateg1c
g £1ows from a

,,,,,

deve10pnent/of policies; -5 trateg1es and: spEC1f1c p1ans for aechieving those
pu&pbsés It entails an examination of the organ1zation itsel f--what it
wants to do and can do well, through the study of what it’is possible or
probabje that the organization wil1 be able to "do in the future:

Strategic p1ann1ng, with its emphas1s on 1dent1fy1ng both the purposes -of: ,
the organ1zat1on and alternative cho1ces for the future, provides a
linkage between the history of the 0rgan1zat1on, 1ong range policy

decisions and day-to-day operat1onaL dec1s1oﬁs
of pr1mary 1mp03fance is the deve]opment of a systen to biepére for change

hased upon the data--a process by which the spec1f1c organ1zat1on

hgﬂass1m11ates and 1ntegrates the data and takes act1on, 1nc1ud1ng tak1ng

initiative in areas where a1though a future need ‘is 1dent1f1ed no current

programs ex1st. Key elements 1nc1ude, - L . '

R -
K l Research on the organ1zatibh itself, including definition of Jﬁe

prposes or mission of the organ1zat1on, the functions: it performs
and an assessment of success; o :
. a

ant1c1pated future needs and-an ana]ys1s of the aSSumpt1ons he d by

clients about the purposes of the organ1zat1on,

0 ﬁisearch on the externa] env1r0nment in which the organ1zat1on
f v .

nctions;

an endless battle of

by .
«V\g,;\

NS



0 Prov1s10n for eva]uat1ng, ad3ust1ng and updat1ng the

13

resu1t1ng from the p1annTag~process,, , ‘ -

‘ of po11c1es and priorities.
The task of the traveller/planner is to translate this long range; -
strategic planning.process into the rea11ty of a part1cu1ar public
ent1ty—-the 1ntenned1ate educat1on un1t Not an easy task In order to

by the 1eadersh1p of the organ1zatJon to the process and use of the

resilts. This- includes the commitment of adequate resources to accomp11sh

the task Therefore, as one de1ves ever deeper 1nto the 1ntr1cac1es of

S with humility, fully aware of the uncertq1nt1es of incomplete know]edge of
the future, yet comm1ted to the va1ue and efficacy of the effort

-

HAZARDS TO BE AVOIDED

prev1ous trave11ers. Rec09n1t1on of the hazards a]]qws the
trave\]er/p]amner to choosa an appropr1ate route, or: adJust a course of

action to overcome the risks. These hazards 1nc1ude

M .
-

5(‘,‘

P (] "Force f1tt1ng" a process onto an organ1zat1on i- taking a process:-
‘ that has- been, successfu] in one organization and attempt1ng ‘to
_ transfer it "in toto" to another organization; -
.. S ‘ a ‘
[4 _ ’ N
® Fralse assumpt1ons regard1ng the organ1zat1on -- whether the
organ1zatioh is. 1005e1y or t1ght1y structured;
;:ii e ’ Assumpt10n that p1ann1ng proceeds in a tota]ly rat1ona1, coherent,

structured non- po11t1ca] environment;

€
o

-k






’ Inappropr1ate t1m1ng - attempt1ng to rush into the process,
allowing the timeline to dr1ve the process, gett1ng 1nformat1on to

staff too late; allowing issdes to- crash in on the organ1zat1on,
\ .

.i_ Insuff1c1ent tra1n1ng -- lack of management expertise on p]ann1ng

jtself; inadequate tra1n1ng by p]ann1ng staff; :
¢ Inadequate linkage with outside sources; dpératihg in isolation;
] Inapprepr1ate use of the planning process -- using planning as a

"quick fix;" or going through the motions to give the impression

that there is action, when in truth there is not;

s
-

] Inappropr1ate type or use of data: too old, too much "soft data,"
not enough "hard data," over-reliance on "data," discontinuing data

update,

0 Inappropriate involverient of community/staff, resu]tihg in lack of
commi tment to the process; not enough input from the "bottom up"
o 1nto the process, ;

o

I & R e
® Budget driving the total process; becoming a one-year cycle;

Planning becoming reactive (mon1tor1ng results after allocation of
budget); rather than proactive (identifying goals and choices);

11?(Inappropr1ate placement of the p1ann1ng unit -- P]ann1ng

information not close to decision making and agenda 1ssues,

¢ System so elaborate or complicated that it destroys initiative
and/or fails of its own weight; 7
v

8 Too. g]oba], nebulous -- %oo many per1phera1 issues; try1ng to
impact the whole budget at one t1me, ‘




0 Underest1mat1ng the prob]ems of trans1t1on -- how change happens
-- chaos and react1on can result from toq rap1d an attempt to

change the direction of an organ1zat1on,
- »
is

data review; not show1ng relationship between data and gpa]s.

~ From a r'eviéw o% thé hézards, one. of the éhéﬂéﬁ{;é%. is 'stfikiﬁf“g’"thé rig‘ht

How,g]oba1‘or narrow should the process be?
However; from the p]anner S v1ewpo1nt the greatest hazard may be false
expectatﬁons about what p1ann1ng is or does. Planning is no substitute
for judgment or decision making. Planning alone does not solve problems.
The planning staff does not have a crystal ball == the future is not that
clear; it does not provide a cure-all -- there are no easy prescr1pt1ons
or correct solutions. Above all the planner does not want to be treated
like the "Persian messenger" -- executed for bringing bad tidihgéiz In
truth; p]anners shou]d be placed within the organization so. that they are
free to ask the hard, unpopular questions; a]ert1ng decision makers to

prob]ems ahead. N

With all of these hazards, the trave]]er/p]ahner has to quest1on whetheh/
the Journey into strateg1c p]ann1ng territory is possible,; let alone worth
the cost: More spee1f1ca11y, is strategic p]ann1ng poss1b1e, or feasible,
in an educational settih§7 There is consensus of those wWho have
participated either in the‘process or in the use of the results that it is
not only feasible, it is essential: However; there are requirements and

cautions.

P
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REQUIREMENTS FOR SUCCESSFUL :STRATEGIC PLANNING

Strategic nlanning is feasible; and carries with it the possibility of

~

success, when the fo110w1ng requ1rements are met:

a

involved - appropr1ate1y in the process,

,,,,, ; \ '

There is expertise or appropr1ate training for management and

staff on p1ann1ng process and function. Staff is convinced that Tf

change is possible and worthwhile;

There are on-going changes in the environment that can provide a

data-base for reasonable projections;

The p1qnn1ng process is tailored to the orgw. ization, consistent
with 1ts m1ss10n or purpose and 4s 1ntegrated into the thinking

and actiens of those carrying out the HF§§1on of the organization;

£S

There is balance between data and intuition in decision making
together with a commitment by leadership to an ongoing process and

use of: the results;

The planning staff has vision, techn1ca] expert1se, 1nterpersona1
skills, tenac1ty, the ability to prov1de tra1n1ng and the grace to
step away from "the process in order for others to own it;

Time is ava11ab1e in sufficient quant1ty to research and deve]op a
mode1 to deve]op understanding of the process, to identify

1nterna1 and external resources 3ind information needs; to collect i
appropriate data; to relay the data to appropr1ate Tevels within

the organ1zat1on in var1ous forms, to faC111tate ise of the



The task to be accomp11shea‘ the time, staff and resources

[

; u1t1mate1y ba1ance‘ ) R R 2h

-

©

'] There is bo th 1nd1v1dua1 and 1nst1tut1onab pat1ence, an awareness
and acknowledgement of the time it takes for strateg1c planning to
become 1ntegrated into the decision making processes of the-

PR P . N
organization; -

Al

® There is r@?agn1t1on that p]ann1ng takes p1ace in an - A
organ1zat1ona1 context and that educational organizations, as ‘

-
*

others; are fundamentally political and nost likely 1oose1y rathér

0 than tightly structured;

-

Infonmat1on f]ows directly to and from p]ann1ng to decsiion °

makers,

® Effort is focused in areas where there are real alternative

choices;

0 The p]ann1ng system remains flexible enough to adjust to changing

cond1t1ons,

0 P]ann1ng is linked to Tonger term external forces and involves

policy ana]ys1s,

what is being done, what it does well and what is needed in the’
future.

L

~

THE POWER OF STRATEGIC PLANNING =

¢

—

T L - : L : S
The task is possible.’ The question remains as to whether it is worth the
éffbrt There are three maJor advantages to strateg1c p1ann1ng First,

N

VE{?



structures a view of the "outside" world and how it impacgs the

. organ1zat1on and third, strategic p1ann1ng promotes a “m1nd set" of future

sriented and systematic thinking. - 7

}dvanta?es accrue to an organ1zat1

Strategic p1ann1ng forces the organ
o build consensu$ on what the organ1zatJon

_With the def1n1t1on of purpose

on when 1t d1rects attent1on to 1tse1f

process can be 1mp1emented t

ought to be do1ng and what it can do well.
and what it does well, the organ1zat1on can focus activities and bu11d a

more cohésive structure In add1t1on'sp1ann1ng 1dent1f1es how programs
within. the organ1zation are connected to each other and to the overa11
""" H1th information about the organ1zat1on'

pub11c1y stated direction and expectations are clearly delineated.

Conversely, d1ffereht or even rutually exclusive goa1s become apparent and

can be dealt with: i . i

Educat1ona1 organizations trad1t1ona11y have paid scant attent1on to
forces external to the organization, but within the environment in which
_ the . organ1zat1on fanCt1ons Thesé external forces; such as econon1c
cond1t1ons, immigration; and techno]og1ca1 deve]opnents, are hav1ng an
1ncreas1ng1y significant impact upon all aspectSuof life, including

"educat1on, and are 1gﬁored at some per11 A basic and un1que aspect of
""" ning is this systenat1c exarination of external factors.and

resulting trends. This study of trends forces an examination of issues
that might not otherwise surfacei In addition, examining the organization
from a d1fferent perspect1ve,,thr yugh contact with outside resouroe$, can
provide 1n51ght and increase preJZredness for new deve]opments
Finally, the process of strateg1c p1ann1ng encourages systenat1c and
futures oriented thinking on the part of all managers, many of whom are so
caught up in the day to-day survival issues that 1ong range, “futures
oriented p1ann1ng does not come naturally. The focus is on cause and
effect, mateching resources to needs in the long term throughout the
organ1zat1on The demoralizing climate of "3ust getting by, day to day
can be replaced with a more vivid sense of part1c1pat1on in a shared

-t -



LY

i - T e e P
futire as the heirapchy of management functions includes making choices

—

for that future. .

The advantages, feas1b111ty and hazards of the adventure have been

1dent1f1ed and the journey is about to beg1n "The ba51c strateg1c

p]ann1ng process has been described as a "Cont1nuou§‘i1ow from definition

of organ1zat1ona1 a1ms through p011c1es, strateg1es and p1ans for

ach1evement."3 The following chapters describe in detail th1s flow of

planning. . ' ' . -
. _ ) .

Chapter Two defines strategies and factors to consider in the development

of the Statéﬁent of ‘purpose or mission of the organization. Chapte® Three
describes the ana]ys1s of the "market." This includes Strategiés for
defining who clients are as well as their level of need or demand for -
services:. Chapter- Four prov1des a number of alternate Strateg1es for
exp10r1ng the external. environment in which the organ1zat1on funetions.
These three chapters essentially descr1be the research or data collection
phase of strategic planming. The def1n1t1on of purpose requ1res an
examination of thktorgan1zat10n itself through a study of its history and
1

legal responsibilities. The aha]ysns of client need; or arket ana1ys1s,
exp1ores both who the organ1zat1on is currently serv1ng and who it might
serve and in what ways. The purpose of the ebv1ronmenta1 ana]ys1s is to

1dent1fy trends in the 1arger soc1o/econom1c/po11t1ca1 env1ronment which

Chapter F1ve descr1bes strategies to ass1m11ate the research and Qrﬁﬁ into
the fabric of the organ1zat1on, out11n1ng processes by which the %i
information can be used in both por1cy and operat1ona1 decision making.

Each of these chapters deve]ops opt1ons through which appropr1ate Staff

A

Chapter Six revisits some basic elements -= evaluation; documentat1on, and

training (one has to know how to read the roadimap); reassesses some of the

y'factors which a11ow change to occur and def1nes the ro]es of the

traveller/planner. / \ | :



A]*hough there are some basic stops aleng’ the way, there are many

a1ternate routes to reach. the dest1nat1on and ach1eve the purpose. Ahé—gé

- with many adventures; reach1ng the dest1nat1on (10 §h1s case a "p]an" for

‘There d?e~ﬂdvantages and disadvantages to each of

the organ1zat1on } may be anti- climactic. The memorable part of the
adyenture jis the tr1p itself--the.process rather than the p1an

.,,1--.' ] ‘ - . :
> choices dekcribed "in
= recog&izes the

the fo110w1ng chapters. ~—Successfu1 strategic p1ann.
'concept of "mutual adaptat1on" .and modifies the proceXs to t
organizatiap, as well as the 0rgan1zat1on to the process- 4 With each

. action the course is adJusted the goal itself may even undergo change.

' Remember, th1s is a safari."to def1ne a purpose, éxamipe a need, exp1ore :

hor1zons and create a newsdesign in the sh1ft1ng soil of a chang1ng
world." Using.the straieg1es described 1n the fo1\%W1ng chapters, the

safari will pass those great crumbling’ pa]aces, and with the tents; adJust
‘ &
qu1ck1y as actions br1ng new 1nfo mation in an ever chang1ng env1r0nment

P ‘ ) ’ {
. A\
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CHAPTER TWOZZDEFINITION OF PURPOSE o :
_—_— N (M1ss1on) : -

FOCUS-=HHY DDES THE ORGANIZATION EXIST? ¥

“The “déstigatjof“ of the mission- sett1ng portion of this journey is the
development o statement of the basicpurposes, or missions, of the
- organ1zat10n and the functions it is empowered or directed to perfonn.
Abraham Lincoln sa1d nIf on]y we knew what we were about; perhaps we
~ could geE about it better'"1 Clearly defined public statements of the
purposeic or m1ss1ons, of the organ1zat1on focus act1v1t1es and serve as a
framework for ‘testing the appropriateness and cons1stency of act1v1t1es as

the organjzatwon ‘gets about"#its tasks.
g -

)

. Identification of the £;;51on of an organization is a journey into the
< reason for being, the purpose of the organization's existence, ih whole
and in part. As a hew program is being considered, or an existing one

changed;' the question can be asked, ‘"Does this activity fit under the

; "umbre]]a" of appropr1ate functions as defined by our statement of
purpose?" ' ‘

RS
In a Journey where the basic purpose is to map the total territory, there
are still many unique characteristics of the terrain to examine. The
- destination of this journmey is defining the purpose of the tota]
 organization. However, Withih the organization, as within the térr}fory,

Y



to. examine. A compietzéjourney into the~“Tdentification of the purposes of
S deve]opment of the nnss1on, or purpose of the

total organ1zat1on as well as identification of the m1ss1on/6t

= the organ1zat1on 1nc1u
separate

programs.

‘When - there is cons1stency and agreement on overall purposes: oﬂ the
organization, there is less 1ikely to be conf11ct and confus1on ‘among
supord1nate, or program goa]s The c1ar1ty of the 0vera11 statement of

" Without clear statements of purpose any task or function in any progran 1s

equa]]y 1mportant in the overa]] scheme of the organ1zat10r
( ..

tota1 organ1zat1on, a process for deve10p1ng suth statements for

individual prograns within the organ1th1on, and a process for reviewing

the sta%ements on a per1od1c basis. s . o W

¥

Y

CHOOSING THE RIGHT ROUTE

,/_}

The focus of this Jodgney is on the purpose of the orqan1zat1on 1nc1ud1ng

the funct1ons each unit performs in fulfilling tﬁ”’purpose. This is a
sequential journey which requires the deve]opment of “strong* 1inks between

the organ1zat1on as a "who1e" and its separate programs. The flrs;_segment

of the journey, Route One, is the identification of the basic purposes of

the whole organization. Thesé'éveraiig or "umbrelfa" statements of '
purpose mist provide clear directien to serve as "trail markers; or. :
signals” for the deve]opment of individual program statements The secpnd

segment Route Two, enta11s deve]opment“bf spec1f1c statements “of purpose
aha FunCt1on for individual programs If a program statement h1ts a road




.estatements OT RUrpose.  ine opLions 11 LIS Juuruey arc Witiiii, @uere
than between; each of these major routes:
' {' P " ’
Br1ng a spirit of adventure to this. Journey' Def1ne the purposes of the
organ1zat1on with the des1red dest1nat1on in m1nd--what the organ1zat1on
should be do1ng--rather than eonf1n1ng your Journey ‘to what appears to be
feas1b1e given - today s resources . The safari may be 11mated to one .

veh1c1e now, but resourees may become ava11ab1e for a caravan later.

.

e

- Caution: Avo1d the restricted route of ' .f *
* what is "feasible" in the current g¢limate with *
* With current resources. *

% *i********************i**********************ii*iiiiii *%k

*

" , S
Who will take part-in this 3ourney7 When will they be involved? Each

route must be taken. The Journey may take cons1derab1e t1me(and require

f

commi trient of many resources at d1fferent times: The ba]ance between the
resources of the p]ann1ng un1t the time allocated to the act1v1ty, the
interest of the members of the orga 1zat1on are all factors to consider in

~

choice of route options.
Tak1ng the time to involve various Uevels of staff is a way to gain
- understanding and,commitment both :\)the process and to the results. The
energy and time the p1ann1ng unit spends in gaining thig understand1ng may

save much-time and energy in thg overall marathonsadventure of planning.

(4

"ROUTES TO DEFINITION OF PURPESE | IR -
Four different "roeutes to de%1n1t1on of purpose" are described below.

Each has features that lend 1tse1f to d1fferent organ1zat1on structures
X 7
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- ' ROUTE ONE=-AN OJERALL; OR "UMBRELLA" STATEMENTS
- | ~
th1s route is the deve]opment of an

The expected outcom"

over-arching, or “¢m
entire organization;)

-

w1th1n the organ1zat1on-—the board, the adm1na§trat1on, w1th or
R without-client and public 1nvo1vement The sption selected to deve1op
) this umbre11a is based pr1mar11y upon the ph11osophy of Teadership

,,,,,,, h ¥

7 - within the organ1zat1on Definition of the prlmary m1ss1ons d? the
' organ1zat1on can bring a sense of cahesiveness; cons1stency and

h consensus on the directian of the organfzat10n, sending c1ear messages
‘ for the focus of indiwidual program goals.

; . *EHKHKTKKFRK K ;;;;;;**;;;;;;i;&***&;;;;;;;;;***;;;;;;

. e i . -
. % L i

& Warning: Avo1d deta11ed side-trips which make *

*

¢ * the umbrella statement ‘overly specific: That *
: n o .
* s the cha]]énge of the next route. * N

* % **iii**************************** *ii*********
Option One--"Umbrella" Statements Designed At Top Administrative
m@ o , - © Level o @ (I

The umbrella m1ss1on statement fou the organ1zat1on is 1n1t1a11y
/) - formulated at the top management/adm1n1strat1ve41eve] The
' rationale “for th1§ opt1on is that leaders of an organ1zat1on ‘can
be présumed to possess . the\techn1ca1 know]edge of the 1ega1
L mandates and parameters, a broad scope of know]edge of the total
‘ | . - perat1on of the organ12at1on, ‘a sense of the p011t1cs and po11cy
i ' t " ;1ssues ; The advantage of the route is the direct app11catfbn of.
'the expert1se of the group, the d1sadvantage of the route is the
"top down" framework, with -danger of - Timi ted "buy in" or )
ownersh1p and 1ack of understand1ng by m1d—manabement, staff and

: ‘ c11ents - . ‘ : .
i ‘ : ..

The umbre11a may be des1gned by : var1ous peop]e -

7
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“As_ the po11cy mak1ng body of the organization, the board can

1nft1ate the formu]at1on of statements descr1b1ﬁg the purposes_or
missions of the total organization. With a facilitator and

_study-session formaty the board brainstorms and selectively

identifies the "umbrella" statements: The advamtage of the
opt1on 1s in ga1n1ng the po11cy level th1nk1ng ear]y in the
process,vthe d1sadvantages are lack of technical expertise and

'aga1n, ownersh1p by those within the organ1zat1on

2 . V .
thiéh Three——Statements Des1gned with Ass1stance of Const1tuent
u. Groups o '
: Lo

In/th1s opt10n, “the statements of purpose are deve]oped w1th the

_Vch11dren in spec1f1c ‘programs administered ‘by the organ1zat1on,f

d1str1cts or agenc1es served For an 1ntermed1ate education 9/‘)
agency, this cou]d 1nc1ude, for examp]e, parents of spec1a1 ,'
c11ents who purchase the services 6f %he organ1zat1on, such as
schoo] d1str1cts A committee is formed with representat1on from
c]]ent groups and major units within the organ1zat1on The group
def1nes expectat10ns 1t has of the organ1zat10n and assumptions
as to the serv1ce 1t is prov1d1ng or should prov1de

B ‘;" B

"rmat10n to

. This method requ1res prov1d1ng some tra1n1ng and _in
the group; as c11ents of a particular Serv1ce us a11y
information regard1ng other services. This me€hod provides an
opportun‘ty to both so11c1t information from and ﬁrovidé

1nformatTon to clients. And the strength of this dbbrdééh lies

ack

in that éxchahgé However, as the techhica1 expertise ard

percept;ons -of the’ organ1zat1on vary w1de1y, the role of the
comm1ttee mist be very careful]y defined?as adv1sory, with

'

A\ 3
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4

opt10n could resuilt 1n hLst;‘ﬂlt'lll,b Ul purpuac LAt TEITIVIE L

person. It is a150 important to recognize that d1fferent
organ1zat1ons or groups may frequent]y have conflicting goaﬁs and
are likely to‘h1t1mate1y be compet1ng for the same resources.

v |

~

s
- - -
- .

Qgiéfn Four: Community Conference

.\ 7777777 '5: ) . -

fhe Wider’canmunity (bus1ness, 1ndustry, pub11c agenc1es) ‘school

the history of the organization and define their percept1on of
1t$ future The charge to the group can 1nc1ude a review of the

organ1zat1on Frun th1s 1nformat10n, the group exp1ores its own
percept1on of the purpose of the 0rgan1zat1on and then 1ts
expectat1ons for the future Th1s prov1des a prqcess for a test .
of current™ assumpt1ons of what the organ1zat1on 1s do1hg aga1nst"”

As with the prev1ous optlon, the commun1ty conference requ1res ‘
carefu1 definition of its purpose as well aS skilled
fac111tat1on Levels of Skq11 and understand1ng of the
institution and the process Will vary great]y Conc1$e,

;;apprbpriate information must be available to the conference
‘part1c1pants in an eas11y understandab]e format: The strength of

the approach aga1n,11es in the exchange of 1nformat1on

"i"},\ .

RN

6ption F%ve::Umbreiia,Siaiéhégié,BeSighéd bg'étaéf -

Statements of purpose and functien are deve]oped by s%aff w1th1n
each separate progranm , then comBined with those from other

A

-3 |
N
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programs. As the statements .are. comb1ned the overa11'"umbre11af
unfo]ds and generic mission statements emerg£\\9;21§5can be a
1ong and cumbersome route, wifh each organ1zat al unit

of the organization and work1ng the drafts up the organ1zat1ona1
he1rarchy, expand1ng<@gd combining the statements until one clear
set is achieved: The advantage of the route is in the building
of a strong base of understand1ng -and ownersh1p'throughout the
organizaton. It combines and "folds 1n" detailed program
functions and understand1ng of the purposes of the program w1th
the administration's broader ylew of where the organ1zat1on is or
should be going: However, the possibility of conflicting goals
and coipetition for the resources of the organization; especially -
“fierce in times of retrenchment is a hazard to be recogn1zed in
this option. ' ' : '

Gener1c statements deve]oped through the he1rarchy are then
board. Following review and approva] by the board; the gener1c
< statements then cycle back through the.administration to
individdé] managers for further e1aborat1on or ref1nement as

individual | program Statements of purpose.

_OPIIOHASJXAAEXQand Ex1st1ng Program Bescr1pt1ons

1dent1fy1ng what the organization currently defines as its
m1ss1on or purpose prov1des a start1ng po1nt for the deve1opment

of overall statements by the adm1n1strat1on, the p]ann1ng unLt;

or another des1gnafj: group, i.e., selected program managers. If
e ex1st1ng program descr1pt1ons Wi thin the

for examp]e, there

the functions: Ex1st1ng descr1pt1ons prov1de an historical



i

perspective and a starting point for defining the purposes of the
organ1zat10n from a futures perspective. A hazard would be if
the exp]orat1on of purpose stopped with that h1stor1ca1
perspect1ve, ignoring- futre poss1b111t1es

Option. Seven--Functions defined by~ Education Code

This, a more limited 6hti6n, develops functions from the legal
definitions in the education code and refines the definitions
1nto statements of purpose. The task can be accomplished by
planning staff, W1th review by legal counsel, submitted

thereafter to adm1n1strat1on and board Th1s opt1on prOV1des a

starting po1nt to be 1nc1uded in one of severa] other opt1ons

;mStand1ng alone, the risk lies in the lack of involvement of any

When
will

but limited numbers of staff, and thé‘efore potent1a1 lack of
acceptance. In addition, the intermediate unit has jatitude to
proWﬁde service beyond the legal mandates which may be ignored if

only the mandates are exp]ored

- - . ) :

considering the Gptions within this route, the following factors

be important to keep in mind:

(] ”odeiifng H1th1n this route is the 0pportun1ty for the
board and administration to mode] the behav1or and resu]ts it
expects from individual units w1th1n the organ1zat1on

? Y2 S v

l' T1me It becomes a hazardous Journey when t1me tota?]y

cyc]es, academ1c ca]endars, etc. and t1me 1nev1tab1y becones a
factor. The greater ‘the “number of peop]e 1nvo1ved the more

tiﬁé any process will take.

22
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o Exisiiﬁgslnfn:matian If no descriptions of the purposes, g
goa]s or mission of the organ1zat10n are extant, it means

"re-inventing the wheel: It may take less time if there is
some h1story or docuientation ava11ab1e The process W111

® Technical expertise: Knowledge of the process and function
of p1ann1ng, as We]l as knowledge of the organ1zat1on itself,
is key to the deve1opment of mean1ngfu1 mission statements.
If the level of expertise d1ffers. or)1s 1nadequate, tra1n1ng

w111 become a factor.
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® Balance: The ultimate Féctar in the choice will be which
route strikes the appropr1ate balance for the part1cu1ar

0rgan1zat10n at the part1cu1ar time.

/
/

'”ra”riateness The appropr1ate level and type of 3

- groups which include. const1tuent/c11ents, staff, managers,.

administrative off1cers, board. The issue of who “holds
ultimate respons1b111ty for defining the purpose of the
organ1zat§on will need to be clarified. .

e

ROUTE THWO-=PROGRAM STATEMENTS CF PURPOSE OR MISSION
The: expected outcome of this route is the definition of statements of

purpose for 1nd1v1dua1 programs within the organization. The option
examines whether current or ant1c1pated fhnct1ons, programs and
clients fit under the "umbrella” or overall statement developed in

Route One: It also 1dent1f1es the functions that the organ\zat1on
'-\'

does well. et g




Option One-=Staff Ident1f1es D1v1s1on/Department4M1551on )
StatemenLSAASupport1ng Ribs to the Umbrella 7

' Under the umbrella 5Fe ever morge sharply focused mission
statements for un1tS w1th1n the organ1zat10na1”he1rarchy.

;M1ss10n statementsrfor maJor r1bs to the umbrella, the two or
three maaor organ1zat1ona1 units in an 1ntermed1ate educat1on
agency; i.e:; bus1ness, instruction, spec1a1 ‘schools; are further
supported by very sharp]y focused departmenta] mission
statements; i.e. 5 budget or payro]] statements within the
business unit. Managers and staff within each unit develop
appropr1ate statements, based up0n their profess1ona] expert1se

and understanding: of the unit in a process parallel to that used
by the board and administration in deve10p1ng overall
statements:

Option Two--Dictionary of Functions

Each program manager deve]ops a d1ct1onary of functions
performed by the program; p1ann1ng staff comp11es a comprehens1ve
dictionary of functions for the organ1zat10n By compar1ng this
dictionary with the 0vera11 mission Statements, it can be
determined whether specific activities "fit under the umbrella.”
If not, consideratien can be g1Ven to whether a more
comprehens1ve overa]] ,statement--a 1arger uribrella=-is needed or
an adjustment in the spec1f1c function. This prov1des a twWwo-way
test to determine whether the functions are appropr1ate to the
genera1 mission and whethe‘*hhe umbrejla itself is of suff1c1ent
breadth.

\



Option Three==Identification of Clients

L 1 o
Now that there is an umbrella, who does it cover? As program

managers 1dent1fy funct1ons. they 1dent1fy c11€nts as well. ,qu )

support service (tra1n1ng to perform the1r funct1ons more
L effectively,; i.e.; staff deveiopment for teachers), coordination
\ " or consu1§1ve serv1ces.,;0r. c11ents may be identified as j\
- internal §hd external. Internal clients would be those receiving

g (-\\\\ service Fﬁém other units in the organization:

éptmn Fédr::ihchv—emeht of_Clients .

k

The 0rgan1zat1on involves c11ents ?h groups w1th1n programs to

assist in deve1op1ng a d1ct1onary of funct1ons,~a list of c11entsk

and draft mission statements. This mode]s; at the program level,

the c11ent/c0mmun1ty involvement process for the overall m1ss1on
statements. The same reservat1on exists here as w1th 1nvo1v1ng

client grOUp§ in the development of the overall statement—-the W
clients are focused on individual needs and perceptions and the "~
Tprocess requ1res providing a balance of exper;1se, together Witﬁ§ o

a clearly def1ned charge to the group. - -

1S

. " Option F1ve,deenxqi_FGJ:oupLA££eci:ed by the Size of the Umbrella -

The 0rgan1zatron identifies emp]oyee groups, state or federal
organ1zat1ons and agencies which are affected by the definition

of the mission of the organ1zatiéh This clarifies how funct1ons\‘*\<;\_g-;

inter-relate to the funct1ons and needs of other organ1zat1ons.
For:example; whether ch11d care is identified as a function of
B the organ1zat1on 1mpacts employees involved in prov1d1ng child
care; and other pr1vate or pub11c ch11d care service prov1ders;

— e

X : T R ' ,
S : . CLaso
- R ° -_‘ e o
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' Option Six-“History of Successful Fungtions =~ -~

; /Sgain, the prog
’rganization as i

staff and other resources: Sk

When choos1ng one or more of the above opt*ﬁmﬁg[the fo110w1ng factors
will be important to consider:

ilhat does- the word "c11ent" mean? Is it éﬁyéﬁe
ed in any way by the organization? Is it individuals or
izations réceiving service or benefit from the

jzhtion? - ,
‘. 5

lhat happens if functibhé are identified which do
not/fit under the umbrella? SR

F : | K

Balance: There is ‘the ever-present necessity for achieving a '
balance between process, time and resources.

RGU{E THREE--REVIEW--RELIVE THE JOURNEY
. o .
Renew and re- exam1ne memories, pe'cept1ons of the or1g1na1 Journey.
The puerSe of th1s route is to 'er1o 1ca11y review the m1ss1on of the

' 0rgan1zat1on as

and 1nformat10n; It provides for a compar1son, on a regular basis; of

the actua1 act1v1t1es of the program W1th the Stated funct1ons and ——

-
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;jw1th1n the organ1zat1on changes or affects the

"wenvvronmentvw1th1n which the organ1zat1on operates. Actions a1one

generate new in frmat1on wh1ch may requ1re new activities and even new

-goa]s The pprpo e of an organ1zat1on does not necessar11y rema1n

becom’rg a: dlnosaur of 1ts t1me. o ;'%ﬁ

.r

v

- S . . ; i - .
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cl1ents.

Option oaé,:kéfiéw,ay.Pragram Mahagér,;

po T

Program managers conduct the1r own asse33ments of éurrent 'f

,,,,,,

statements of purpose. Th1s opt1on may limit the rev1ew, based

upon the managers expert1se, knowledge of factors externa1 to but %*.'

affeét1ng the.program and w1111ngness.to_r1sk .

opt{on Two--Analysis of New bata

New data on cond1t1ons w1th1n the env1ronment, c11ent need and :1';,
success of current functions is. eo]]ected by planning. staff w1th\TP§';

program managers. Information is analyzed by planning staff

program managers and adm1n1strat1on. Program-]eve] retreats,' }
w1th p1ann1ng staff fac111tat1ng rev1ew of information’ by program

managers and evaluators, can lead to retreats by adm1n1§trat1on
and board to examine the overall results: '

4
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; - Option Three--Reexamination based upon Legislative Change

_Perhaps a sub-option with other options, attention must be pa1d
to legislative change as it affects the direction and focus~of

activities of the orgamzatwn. Used alone; tHis option provides E

’ . o 7‘ . - ) ~ ' & G
- Option Four--Needs Assessment <: . :

Through surveys; interviews, conferences, compare assumptiofs

" and expectations of clients {o actual practice: Ideally, include® .~

questions which will yield comparable results in each regular
needs assessment. - ’ U "

-

\ Factors which will be important to consider in the review process
include: ' |

@ Resolution: what happens when gaps; over]aps or
1ncons1stenc1es are d1§covered between current act1v1t1es,
.func;lqns and statementss offpunpose?; ‘
8§ Review: The frequency With which a review takes place==on a
:program by program ‘basis and for the whole organ1zat1on must
be considered. . . / - '

SUMMARY
i
- Statements of purpose,*or mission; focus the goa]s and activities of the
organization: These clear, pub11c statements enable the organ1zat1on, 1ts
-, governance structure and public to assess its accomp11shments ‘If such zﬂ

_statement does not exist, and the organization itself does not know wher
it is going, it can never te]] if it has arr1ved It can never savor its - n

\ |



"successes or adjust its focus for the changing needs of soc1ety

- ()

It risks
either stagnat1on, or worse becoming an anachr0n1sm--m1sp1aced and no

F]onger usefu\ to society:

N

- \
I&éaify; stateMEZts of purpose encompass the total organ12at1on as we11 as

being program. spec1f1c They can be defined-at different levels within

the 0rgan1zat1on and by d1fferent groups; from board to staff to c11ents
They can be narrow]y defined, adher1ng str1ct1y to 1ega1 mandates, based
based upon the ph1losophy and vision of the leadership as to how the
organ1zat1on can serve broad commun1ty needs.

A descr1pt1on of current functions prov1des a base for prOJect1ng future
o ;purpose, or mission, w1th1n

missions:
strategic p]ann1ng requires that the organizatidn address not only what

Bevelopment of these statement

 the organ1zat1on 1s,,but what 1t shou]d be in the future.
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CHAPTER THREE==ANALYSIS OF THE LEVEL OF NEED OR DEMAND FOR SEﬁViééé
(Market Ana]ys1s) o i
FOCUS: WHO NEED: ES THE ORGANIZATION PROVIDES?
The "dest1nat1on" of- the market analysis 56?{?65‘6? the joﬁrhey is the
determination of the needs of clients served by the orgéniiat1on '
Fo]]oW1ng arrival at t,Hs destination a further adventure is to test those
needs against.the facfors identified in the environmental ana1y51s as -
“described in Chaptef Four and the purposes of the organ1zat1on as ‘
'1dent1f1ed through the process in Chapter Two: In a sense; it is
necessary to bring the three journeys together into one grand tour. k . -
, 7.
There are many cho1ces as to where an omgan1zat1on can best focus its ’
energies, even after the statements of“fﬂ% ~butpose; or missions, of the
organization have been c1ear1y def1ned Part of the answer to the ' ,
question of which route to follow comes from the ana]ys1s of the
Veny1ronmentf—the factors external to the organ1zat1on which need to be .
" Considered When choosing a course of action Within the scope of the
env1ronment the organ1zat1on an focus efforts in a number of aiternété
directions. Another part of the answer lies in the assessment of which : —

lserv1q¢s, or funct1ons, that the organization can prov1de are needed by

the individuals, organ1zat1ons or agencies within the service area. In
bus1ness p]ann1ng terms, th1s is referred to as a market énéij§i§’ The
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¢ prowdes information necessary to d1rect activities toward areas wh1ch f‘
support both the basic purposes of the organ1zat1on and . 1ts clients.f o

The analysis of need must be tested aga1nst the statement of purpose, or
iissiom,. of the organization and . the feas1b111ty of accomp11shing the task
g1J5n the factors identified in the env1ronment Below is an examp]e of a

need/demand "snapshot"

Kk kkkkhkkkkkkkkkkk *****i**i**********************************
* Snapshot: An increasing need, or market, for 4 *
* ch11d care services exists. Coordination of child .*
* care services fits undeF the mission of the organ1- * .
* zation; 6perat1ng direct child care programs does *
* not. In addition, an analysis of the env1ronment *
* 1nd1cates that financial Suppcrt to educatfon *.
L agencsss will continue to be limited. Ba]anC1ng the *. -
* need; aga1nst the purposes, or missions; of the x )
" Lo * organ1zat1on and the factors. in the environment deter- *
. * mines whether, how, and to what extent the - organ1za- *

* ., tion is 1nvo1ved in child &are services. *

****************************** ****,***********‘k**************

As it will be with the eQV1ronmenta1 analygis, this is a ﬁu1t1 faceted
adventure--each facet bg?ha one of the programs current]y operated by the
7:“organ1zat1on, or new ones be1ng contemp]athd - In planning the journey
| consideration must be given to the special character1st1cs of different
programs. It may . be 1mposs1b1e to chnose a s1ngTe route wh1ch will meet*
the 1nformat1on requ1rements of such_d}verse programs as, for example;
payro11 services and m1grantreducat10n. A complete ana1y51s of the\ﬂeed
for: serv1ces W111 1nc1ude iEEhtiticat1on of c11ents, or users of the '
the organization wh1ch requ1re the "need," or market 1nformat1on a
‘ var1ety of methods of collecting, ana1y21ng and document1ng the AU
’1nformat1on, present1ng the 1nformat10n and tra1n1ng f’}ghe tse and - :

3

s1gn1f1canCe of the 1nformat1on.

s
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; CHOOSING THE RIGAT ROUTE X L

o

L lak i

. Gomp]ete the analysis of c11ent ne
“Ffollowed: -

This again 1s a sequent1a1 tr1p ’ Because the destination is an &
accumu]at1on of data on the need for services, the f1rst segment of the.

1nformat1on % The opt1ons in this 3ourney are def1ned as alternat1ves
w1th1n routes; rather :than options| between routes, as u1t1mate1y to
d, sorme op¥fon in each route must be

Given that each route must” be taken; what resources do the various opt1cns
requ1re? To which programs are the p]ann1ng resources to be allocated?

How -is this determined? Who is- involved in making the decision? How is =

. gthe process tested? How complete must the "market“ nformat1on be? What
- . Tesources are ava11ab1e to collect it? " Is it necessary to provide -

'1nformat1on for each program within the organ1zat1on each year?

P4

Th1s route m1ghz not be necessary 1f the resources of the
organ1zat1on were un11m1ted, or at 1east sufficient to comp]ete a
-?survey of need for each “and every program of the organ1zat1on This,
howeVer, is not usua]]y ‘the case. Therefore, the purpose of this
route is the 1denti?icat1on of programs which have the greatest need
ffor informa tion regard1ng their serv1ces--e1ther programs in dire -

stra1ts where use of their services is drn1n1sh1ng or-programs w1th/“'

;,rap1d1y expanding numbers ofac11ents In either case, resource
allocation is critical. In the first case, s1gn1f1cant changes may
“heed to be made in the program delivery system 1f the program is to )

survive: {n the second case; as the demands for serv1ce exceed the
‘ . 3 ot
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capabilities and resources &f ‘the brédram;-briéritiés have to be

established to allocate resources to- the most effective, s1gn1f1cant
_or necessary services. ' /

' .
i

*kk i*ii*ii**iiiiiii*i****f****************************iiiiii
) i x Caution: -ROLITICAL WATER HAZARD AHEAD! If analysis * —~
- * of client need for servicés is a new concept in the  * e
* organization, selection of programs to be included can * i
! 3 * be fraught with peril to the planning unit;, The o* o
i ? selection can have p?!rt1€a1 1mp11catibhs, espec1a11y ? & ——
* if all analysis of need -is focused on one segment of * )
* %harorganyzat1on, or on]y on programs wp1ch appe§r ‘to - * o §; 
* " be in "hot water;" and targeted for temmination. : f'
***ii***ii***ﬁf*********************;;;;;;;;;*****iiiiiiiiii'
= - ) )
/. . . ’
imt1on One—-Part1c1papts Determ1ned by Top Adﬁinistratlve
Officers ‘ ‘ :
Top administrative officers decree who will part1c1pate, work1ng
with ava11ab1e budget and program information.  ‘If the "route "
must be arranged very qu1ck1y, this optibh has des1rab]e .
: qua11t1es, the disadvantage .is in the fee11n?s of both ‘those
included in the group and those left outi Inclusion may not be
¢ . 4s€§n as-a "pos1t1ve perk," while at the same time exc]us1on may
‘ _ CE a]so be seen to be reJect1on' In other words, 1ike a parent

selecting one child over anothers this paterna]1st1c methodoiogy _

hai‘repercuss1ons. ‘

Option Two--Negotiation for Inclusion in the Group

In this option; the line managers examine and FEEBﬁﬁéﬁa'WHjeh_
programs can benefit from an ana1y51s of c11ent need for )
service. The dec1s1on to use th1s option st111 rests wi th the
_ ‘ . c v




administration; but there is opporgunity for prégram managers, or
the administrative officers, to negotiate the necess
opportun1ty to be included. This may be @ subtle d1fference, and

one of process more than ultimate outcome :ghe advantages lie in . -

the more open sty]e the d1sadvantages in the t ife the process
may consupe.
if anaiysis of neéd far éérviée; 6? markét aaaiygig; i§ a aéw
and the process needs to be prov1ded. Then, w1th1n each maJor
d1v1s1on, managers and administrators can examine wh1ch programs
may benef1t from the ana]ys1s Programs requ1r1ng the‘market
information are pr1or1t1zed w1th1n each division. After .
information is collected from each d1v1s1on, the adm1n1stration
"ﬁt1ze the total 11st1ng and ba]ance aga1nst the1t1me and
res'drces of the p]ann1ng un127 ' '

With this option, one program is selected (e1ther by thé
;adm1n1strat1on or. through the negot1at1on Opt1on) with wh1ch to
field test a process wh1ch has been deve]oped by the p]ann1ng
unit. Ideally the program selected would be. typical of many in
the organization and have a read11y recogn1zab1e need for
information from its c11énts Since this service will be
availdble to all programs at a later date, a seminar can be
conducted descr1b1ng the components and cr1ter1a for

participation after.the pilot market analysis is concluded.

- 7 < ’:' . -
- {

wr

* tébiiéﬁi Care in selecting the program to pilot *.°
* may 1nf1uence and - poss1b1y increase interest and *
————— *

* w1111ngness of programs to part1c1pate

s . s

**i*****i********i************************************* el







Followiny the pilot test with the one program, 1t is poss1b1e to
return to other 0pt1ons

y

When the anaiysis of need or demand for program services has
become an accepted feature of program p1ann1ng, this option may
be feasible. —This opt1on requires.an understand1ng of the
process and acceptance of the usefulness of the information:

Uption Five--Reqular Rotation

Again; as the process becomes an accepted part of the planning

cyc]e, or as criteria are deve]oped, ‘a regu]ar rotat1on, or

rev1ew of the market can be conducted.

. .‘;j
The following factors are important to consider:

Criteria: What criteria should be used? Possibilities

L4
®

include budget size or cost overrun, c11ent satisfaction, and
program growth or decline. Clearly .established criteria can
eliminate the perception ‘of one progranm be1ng sw]ed out,
espec1a11y in a t1me of f1nanc1a1 retrenchment Need for soie

.

0 Cycle: Shou]d programs be considered on a regular rotation
basis--cycling through a needs/market ana]ys1s every year,
every two years; etc.? Need,for the information; time and
resources of the planning staff are considerations.

»
- Y
T2
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‘ ErccessT, ‘Hho should conduct the ana]ys1s--th program, the"
" plann1ng un1t, an outs1de agency? The program may have acceSS

.\
B .

: agency can be expens1ve, though may have resources unavailable
to the organ1zat1on Resources of the internal p]ann1ng unit

Training: Especially if a need or market- analysis is a new
concept and process, it may be necessary to prov1de ‘f_” ”
1nfonnat1on to managers and staff at all levels in both the
concept and the process. Training 1inks with both time and
resources as factors--the training itself takKes time and
resources; but in the long run may save time.

0 Llevel of actiéi;y: The process should outline Ehe“1éVe1 of
activity of administrators, managers and staff,-defining
whether they will be involved in pre11m1nary activities, such

- as identifying clients and information needed, or whether they
will also be 1nVOIVed wi th the planning staff in data

ana]ys1s

o Differential Analysis: Consideration needs to be given to
the type and method of analysis based upon the. type of
function the program provides:. For example; internal or

support Serv1ces may requires different strategies than
external ¢lient §erv1ces Program selection <ap impact the
group1ng of funct1ons for ana1ys1s

ROUTE TWO--CLIENT POPULATION, SAMPLE, INFORMATION
The outcome of of,this route is to determine the client population

ahd sampie, what info?mation is needed and who has it Gﬁfiﬁﬁé

co]]eg1a1 methodo]ogy
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The p]ann1ng un1t act1ng 1ndepen3/;t1y, determines the .
popu13t1on, samp]e and information. This’ exped1tes se]ect1on,~
but depending upon the information and contacts of the p1ann1ng

,un1t may omit either appropr1ate clients or questions: More

importantly, this option eliminates the sense of ownersh1p or
investment by program staff which comes from part1c1pat1ng in
initial activities. '

Optlanglwa;gErogram Manager

;;Ohé 16giéal bptibh would appear-to be to gather 1nformat1gﬁ/on

current users or clients from the program manager. This is a
sensible; well- tn velled option, but if.used exclusively can.

lTeave some 1ntere ting sub- opt1ons unexp]ored The pérSpéctive
may be more limited than necessary. In addition; the route may
present some road‘blocks to a successful Journey, the program
manager has a special: 1nterest 10 the outcome and may not Wish to
jeopardize the result by 1nc1ud1ng former, or dissatisfied, '

clients. . ‘ )

, - ‘ o
3 o )

‘Option Three=-Program Manager and Planning Staff

The planning staff and program staff work together to determine
the route. The planning staff gathers basic information from the
prbgﬁéﬁ ﬁéﬁagéi on bFéSéht “past and pcténtiai ciients ih

sources; both within and outside of the organ1zat1on, regard1ng

configuration of similar programs: The advantage of having the
b1ahhihg aha program staé%s Wbrk together‘étérdéé not 6h1y in the

¢ e p e
FA
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satisfaction with the results. If the participant is
dissatisfied with the choice of option or fellow traveller; the

result of the journey will not be viewed w1th much apprec1at1on'

¢

.

Option Four=shot Only Who, But Hon Hany?

The potential clients have been identified; it is known who has
the necessary information. But how many can travel the route?
What should the s1ze of the ééﬁﬁié be? T6 é éFééf éiféﬁt tﬁis

resources of the staff, and the choice of technique and ana]ysis;

The cohéidekéfiéﬁé 6ufiiﬁé& in Gﬁfiéﬁ One fﬁFddgﬁ ThFéé .

N together W111 do a lot to ensure that the program manager has

) confidence. in the data once it has been collected. Depending

“ upon the expert1se; additional research staff may be necessary 16
provide information on stat1st1ca1 ana]ys1s, j.e., reliability,
validity of samp]e, etc:

Using a te]ephOne survey technique w1th a small client
pppu]at1on may allow for a 100% samp]e, with manual data
analysis. In another case a written survey may be chosen for a
popu]at1on of several hundred, still hav1ng a 100% samp]e, and
using canputer analysis technigués. HoweVer, the same popu]at1on

of several hundred may require a small sample, if a telephone

[0

technique is applied.

- C j&’




. Option Five: Informat1oaneeded

app]y--p]ann1ng staff and program managers working independently,
or work1ng together. Working together to 1dent1fy both the
information needed and deve10p1ng specific questions verifies
that the questions w111 actually collect the appropr1ate
infermatien. Depend1ng\upon the expertise of the managers and
‘planning staff, additional research staff may be called upon for
deve]opmemt'%? quest1ons and format to ensure ease in ana]ys1s

I addition, decision makers at levels above the grogram manager
may have need for information that is ﬁéi"éﬁﬁé?ént either to the
p1ann1ng or program staff Prov1d1ng for/rev1ew jf quest10ns by

perspect1ve of adm1n1strat1on

Option Six: Accessible clients

= — -
‘ - .
_— — ol
<4

There may be some natural groupings of clients which will make

the data collection process more efficient. For example, regular

meet1ngs of part1cu1ar groups or advisory boards may include a
broad cross sect1on of the desired popu]at1on Consideration

_,must be q1yen to whether or not the group is representatwve, and
-what to do about survey1ng those members not attend1ng a
part1cu1ar meeting. '

iiiiiiiiiiiiiii*****************;;;;i****iiiiiiiiiiiiii

* $hapsheti Tﬁé Spbé?ihteﬁeeﬁts of districts in - ;*
* $anta Clara County meet monthly with the County *
* Syperintendent. Part of one meeting.was used forx *

*

* a paper and penc11 survey of the of the percep-

* t1on of district need for service from the county *

[

* office.
iiiiiiiiiii*****************iii**iiiiiiiiiiiiiiiiiii*ii*
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*

* repreEentat1ves from each d1str1ct w1th1n the .ox

* county responded to a survey of district need for *
- %o R "

»*

media services.

* k¥ i’***********ﬁ**-I'**-I'*********************************

Some additional factors which are important to consider:

Time: Although it may be easier and duicker for the planning
staff, for example, to develop a process in isolation; the
hazards of this option cannot be suff1g1ent1y stressed
‘Unless qreat care is taken, the p]ann1ng staff can be placed

in the pos1t1on of making dee1sqons which in truth should be

-made_by program staff, simply dqe to the pressure of time:

¥,
-~

® Program Bias: Care must also be- ‘taken to avoid a natural
hias that can accrie to program staff. o

-

ROUTE THREE--COLLECTION AND ANALYSIS OF DATA

4

B types of terra1n, some techn1ques are better than others for

jdentifying the level of need or demand for services for different
programs. ng theme of th¥s option will be to identify the best

technique for the collection and ana1y51s of information needed.

o o o v
Option One: Telephone Interview - Pre-arranged time

This opt1on works ‘very *well when a pre11m1nary te]ephone ca]]
h estab]1shes the purpose and format of the interview and

41 B
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estab11shes\é spec1f1c appointment for the 1nterv1ew -call- 'fhév ‘t ¥
‘ T e appo1ntment shou]d include the estimated durat1on of the R ' /,
-~ ; 1nterv1ew The interviewer uses a pre- set questfonna1re, ;;;
compr1sed nbstly of items to be checked. . Goﬁﬁ@ ts; however;;can

'jé be included. The survey can be extensive Br Timited; depend1ng

7.

3'-upon the resources to emp]oy 1nterv1ewers It is 1mportant for

1nterv1ewers to have -Soffie expertise in the sabJect 1f comments T

exp11c1t word1né allowed.
r

questions ' §

pe -
[

6pt1on Two: *%e]ephone Interview = Pregarxangedgtlmegand ’ ~

quest1ons is mailed to the respondent. This add1t1on a]]ows

T :~ % “In add1t1on to the- arrangements in 0pt1on One, the 11st of
3
respondents to seek out any specific 1nformat1on they may\bot

»

have read11y at hand. o B o k

. © ption Th%eé;ggééﬁsﬁﬁél Interview
‘l

The purpose, format and duration of the interview is 'Zt
/ - r prezdrranged. The 1nterv1ewee may be pro;\ded with afcopy of the
doestionnéiie* The interview may . be recorded‘ﬂ1th tape or notes = ,u?
eecheck11stv'

by one or two 1nterv1ewers The questlons can inctu

3 open ended quest10ns TH@ 1at1tude and type of—quest1ons, tﬁe )
RN level of. the respondent qu] determine the necessary 1eve1 of ; '
expert1se of the 1nterv1ewers Wheneter any fol]ow up quest1ons

L i1s ‘required; the interviewers must have expertise in the top1c Q
f areas. L ' ‘ ’ : h
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**********************%****iiiiiiiiiiiiiiii#iiii*iiiiiiii

* Snapshot: During the second year of strategic X
* planning at the Santa Clara County Office of ® 4
* Education each of the thirty-seven d1str1ct super- ¥ ¥

* 1ntendents in the county part1c1pated in an in- depth *

* peisona 1nterv1ew The interview encompassed the * .
T super1ntendents percept10ns of trends in education, *

* their need for service from the intermediate unit *

* and an assessment of the env1ronment in which o*

Option Four: erttenASuryey44Malled

- The survey instrument is ma11ed w1th a cover letter; to
-appropr1ate respondents Dépend1ng upon the size of the samp]e
~and the necessary response rate; follow-up letters ean be sent t0‘

"
.3

non-respondents.

-
1

Option Five: Written Survey--Hand carried

With this option, the questionnaire can be administered either
duratisn of the process is pre-determined: This option can ' be

used sue5essfu11 with a group wh1ch meets regu]ar]y, in wh1ch
éase tné iteﬁ wa d be on the agenda for the meet1ng The staff

1nstrument
Decisions need to be made regarding whether or how to obtain

results from members of the group not in attendance at that
part1cu1ar meeting. The survey can be ma11ed with a cover

43
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individually or with-a group: Ind1v1dua11y, the time and -
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‘letter; administered at'a later meeting, of the sample size may

be sufficient without their respanses: -

L]

Factors which are importané?€;~cqnsidar when chaoéing one of the
options above include: - :

-8 Language: Useﬁg?ﬁtérﬁ?ﬁéiééy ségﬁ as "market analysis" may
be foreign to respondents. The term “"needs assessment" or -
"assessment of need or demand" may be more “familiar and
appropr1a£k_\_1n addition to “the terminology itself,; the
_ suryey may require translation. 1nto another 1anguage,
'depend1ng upon the respondents. v For examp]e, a parent survey
in a heav11y'ﬁnspan1c or Vietnames ared ray need ‘to be printed

~ip

in more thanvone language:

L ———y ¢

) Slzegoffpgpulatlo /sample: The size of the bbpuiatidn and
( samp]e influences t\gf%echn1que unless resources are
un11m1ted Vhat 1s poss1b1e for a small group, for examp]e, a
persona], 1n depth 1nterv1ew, would be proh1b1t1ve1y expens1ve
with a 1arge samp]e it

»

o i Use of Data: Whe;her thé data requires.in- depth ana]ys1s of

op1n1ons, percept1ons, trends, etc. influences the collection
cr1ter1a Checklists provide c]ear, unequ1voca1 data;

S _ "ttomments may prov1de data with a more nuance and breadth
(] Regardless of what technique; the data mist be °
cred1b1e to thé user/interpreter or the effort will be wasted.
“ ’ In;erv1ewers The interviewers' level of knowledge of the

) “program as well as the skill and traihing in interviewing
;- techn1ques is &important to considers An unsk111ed
interviewer,; or’.one, with 1imited program knowledge; can
';successfu]l‘ manage a structured wr1tten survey, but not be




: " ROUTE FOUR--ANALYSIS AND PRESENTATION OF RESULTS
The theme of thig route will be the appropriate analysis and
presentation of the data collected in Route Three. . Decisions made in
Route Three will affect the choice of option here;

Option One: Manual Tally Numeric Responses -

’
- L]
4

With a small sample, it is often more efficient to tally

responses. by. hand:

B Q
| S ’
Optioh Two: Computerized Tally
| e "J = .
With a larger samp]e, a computer1zed system may be faster and
- more cost effective. Opt1ons include use of Scantron, or: the ’
& - Statistical Pqekage for the Secial Sciences (éﬁég). . ‘

‘Option Three: Intergretatlonlsyntﬁésis

v

Comments and responses to open-ended quest1ons require careful
1nterpretat1on by pérsbhs know]edgeab]e about “the program and the

1nformat1on sought Vocabu]ary, sélection of categories,

,synthes1s 0 ”xtrapo]at1on of 1nfonnat1on depends upon the_
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Often it is not feas1b1e to present in one document or at one

; 2 i),—~; t1me, a]] of the data co]]ected In these instances; a se]ect1on_
.wmust be made. The. sk111 and expertisé of the individual mak1nq
. " the selection aga1n is crucial.. Options include ‘involvement of 7
. -;/ : program staff 1n this se1éct1on, jdentification of the material

by p1fhn1ng staff, interviewers and/or by evaluation research

/ o

Gption Five: Feedback of Information to Program Staff’

Just as managers can be involved 1n the collection of data, they
. can act1ve1y part1c1pate in the data ana]ys1s The 0rgan1zat1on

should bring together the plafning staff interviewers and the
R program staff for discussion and ana]ys1s oF\Sata as soon as data

“'becomes ava11ab1e

-

Factors which have been rentioned as 1mportant to consider in the
above opt1ons 1h£Jude the size uf sample, type of 1nstrument purpose
and use of the data, and whether the comp]ete Set of data cah be
tran§m1tted it one time. Further consideration of these f’;tors

‘ ; “ includes:

(] Cred1b111tz, - n determining the size of the sampié the size
of the- popu]at10n, cred1b1]1ty or po11t1ca1 acceptab111ty for -
,dec1s1on making, as well as available remﬁurces and expergage
.are important to consider. '

s .

‘9 Presentation _Factors to consider when not a11 1nfg§ﬁat1on
can- be presented at one t1me are usefu]ness, brevity and the
type of rating scale" used 1n the 1nstrument . The type of

v




-infdrmftion reduired, i.es; percenta?es, mean; ranktngs, W111
determine the type - of rat1ng Scales. _ -
LU ' . . . S
8 The Program Manager The sooner program managers can get
feedback of infermation’ from p1ann1ng staff and how they work

tors which affect the results’

N,

_ together in the ana]ys1s ar
of the p]ann1ng effort

1o ( , 7,'; .

0 !Gonf1dent1a11t1¥, F1na11y, ther

N respondents’ Thiy/ is éspeciaiiy true when a survey'inciudes
quest1ons or solicits comments on sat1sfact1on or )
performance A carefu]]y thought out process is 1mperat1ve,m
as is confidence in the integrity of the 1nd1v1dua1s>hand11ng

the original data. . :

SUMMARY

clients, the 1nformat1on needed, and techn1ques for co]]ect1ng and
analyzing that information. Différent opt1ons call for different levéls
of 1nvo1vement of program and p1ann1ng staff; ‘administration and
respondents: The opt1on chosen must fit the unique needs of the B
organ1zation, its structure and decision- mak1ng process The data a
collection process itself is key, data can and does change and therefore
must be periodically reassessed: A palace erected on a sh1ft1ng database
is sure to crumble! When the. process is accepted, feas1b1e and --
comfortable to the organ1z§tmon assessient of need 'can become a ‘natural
part of p1ann1ng*for the future No single pre- determ1ned process w111
reach that 1eve1 of acceptance--the process. needs to be adapted to the

organ1zat1on, ‘just as the tent adapts to the shifting desert sands.

LVREENEN

: , L . R o
"Time and patience are pre-requisites both to the design and implementation
‘of the analysis of need. fer services--time fd{mtrainjng in concept and’
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1 process,-£1me to work with program staff 1dent1fy1ng needed 1nformat10n,
time - for synthes1s -and ana]ys1s of results.  Above all, perhaps t1me
devoted to the development of change strategies based upgh the
information. i ’

The ana]ys1s of need; nr market ana]ys1s, prov1des data--information for

dec1s1on mak1ng-—1t does not make dec1s1ons The data must be up-to- date,

adequate n temis of size of samp]e, tested at the pract1t1oner 1eve1, and
'presented in a useful way. But data is no subst1tute for audgement and i;
_the best audgement is based on a ba]ance of data and know]edge bu11t

“,co11ected during the ana]ys1s, together W1th profess1ona1 Judgement, in.
' taking decisions regarding the future: : :

-
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CHAPTER FUUR--ANAtYSIS OF CURRENT AND FUTURE EXTERNAL FACTORS

(Env1ronmenta1 Ana]ys1s) RN TR

<

o

-

: FOCUS WHAT'S HAPPENING OUT THERE IN THE REAL- NORLD?

Tﬁél"dest1nat10n" of the environmental portion of the Joqrney is the

jdentification of probable future trends or events, together with ,

1mp11catTpns; which are likely to impact programs ‘within the organ1iatién;‘
..... ; '\' )

This is a journey 1nto the future. It is an adventure in exploration 6%

probab111t1es The outcome of the Journey will determine tiwe approach to

other adventdres, proh]ems ‘and challenges:

Depend1ngnupon the skills, expert1se, background and exper1ences the

traveller br1ngs to the adventure, there may be little new information.

ﬂRather, on thJS 3ourney, the traveller can expect to exper1ence a

,,,,,
e

broadening oﬁ vision; 1ntegrat1ng and br1ng1ng “into perspectﬁve a great N
deal of 1nforma on and knowledge. The ultimate destination of strateg1c
. p]ann1ng is forj;he trave]]er to ach1eVe a systemat1c dec1s1on making

K process us1ng the vision and perspect1ve ga1ned in the journey. into the

ana]ys1s of the env1ronment -

Local school districts: operate within the context of a larger environment ;
they do not operate in a vacuum. This is probably even more true of an;-
1ntermed1ate education agency s1nce 1t serves as an arm of the state,
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;,mu1t1p11c1ty of funct1ons, including direct instruct1on to children. An
analysis of this environment examines external forces which impact the
6F§aniiati6n In this trip, the 1arger environment 15 defined as the
social, po]1t1ca1/1eg1s]at1ve, economic and educational strata of the
state and the nation. Factors in each of these arenas d1rect1y or
1nd1rect1y affect p011c1es, the ab111ty to meet. demands for service and

4

even the overall mission or purpose of an,organ1zat1on.

- For examp]e, an agency may make a p011cy dec1s1on to pr0v1de a serv1ce for

although such a-service may be 11tt1e known or understood by state’
po]1t1ca1 leaders. Depending upen society's percept1on of the need; the

" financiat and p011t1ca1 support may, or may not, be available to prov1de-
that Service. If an agency is aware of political attitudes; the choice
can either be made to abandon the. program; based upon lack of support; or
to actively work to see that support is forthcoming, if it is determined
that the program is too 1mportant to be abandoned. In other words, with
an understand1ng of what is happening in the "outside world;" dec1s1on

makers have a cho1ce in shap1ng the’ future of the organ1zat1on

A comp]ete analysis of the environment includes 1dent1fy1ng e]ements to be
included,; collection of data, ana]ys1s of data to 1dent1fy trends and '
implications, presentat1on in a manageable format; review and update.. The.
basic purpese is to prov1de management with information about the
"outside® worid which will be useful in Sett1ng the direction of the
organ1zat1on Information must have a broad enough scope to use in
sett1ng the direction of the total organ1zat1on, yet be specific enough to
be usefu] in determ1n1ng trends and implications to individual programs.

Below are examples of two environmental “snapshots". A _

Through the collection of information and development of trends which will
impact educat1on, alternative scenarios of the fiture can be developed
from which cho1ces can be made. This futures perspective; with the
poss1b111ty pf a choice in that future; is central to-the strategic

pianning effort.
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ERIC

Aruitoxt provided by Eic:

* éhégshdt: There is an identifiable trend in Santa *
* (lara County toward an increase in the Asian *
* population.  This trend has implications for education, *
* for example; in curriculum and staff deve]opment' *
* Implications for specific programs w1th1n the county *
* office might include providing additional cotrses to *
* teachers to help them understand the major Asian *
* ciltures from which the 1mm1grants have come, learn o
* 'teach1ng strategies, and develop curriculum materials - *

********************i‘i‘i‘*******************i*i****************

iiiiiiiiiiiiiiiiiiiiiiiiiiiiiiiiiiiiiiii***iiiiiiiiiiiiii****

*|

* Shapshb : There is a trend throughout the Uni ted

* techno]ogy through compq;ers. The 1mp11cat1ons for *
* education 1nc1ude provi¢ing. curr1cu1a that will allow *
* éfddéﬁfé to functionm in the new tethnological era; *
* locating funding for the "hardware" and "software" *
* necessary; ahd‘brov1d1ng staff deve]opment in the *
* administrative and classroom use of computers. Impli- *
* cations for the county office are 1n curriculum develop- *

*

* —fent, 1nc1ud1ng sof tware ana]ys1s’and evaluation, and
1n'prov1¢jng courses for teachers and administrators *

*  in use of the techno]ogy in both classroom and off1ce. *

i

3

which to choose. For a variety of'reasonsv(po11t1cs; t1me; resources;

. <

v
o

T

L



route. - Some of the routes are: Establish an Analysis Team, Deve]op
A]ternat1ve Scenar1os of the Future, Interv1ews, Literature Research

How do you choose the most appropriate route? What information is

needed? Nhat affects the organization? Who can identify the information
needed? An intermediate unit probably does not need to have information
on the number of live condors; the annua] rainfall, or the rate of
enlistment in. the Navy, but does need 1nf0rmat1on on what the 1eg1s1ature
is cons1der1ng in educational finance and demographic information on the
number. of children under the age five. One of,the cha]]enges is to narrow
the scope of data co]]ect1on/1nf0rmation to a manageable size. - Another is

to 1dent1fy, at each step, how information will be channeled to and from

management ; staff governing board and. pub11c

What resources; or Veh1C1eS," are available to reach the destination? A
constant balance needs to be achieved between level of participation,

time, and resources. . Cho1ce of a part1cu1ar route w111 be based upon and
determined by who can be or needs to be involved and what role tﬁey will

p]ay o

esIn pract1ca1 terms, how can the'expert1se of internal managers and staff

be used? Wil only in-house staff be involved in the ana]ys1s or can
outside resoufces, or‘"eiberts,' brought into the process. If so; i what

areas and how w111 they be used? What is the role of the p1ann1ng staff?

i -5
. L ;&'v

7[’ i rr *" "

***i*i*******************iiiiiii*iii**iii*****************

""" *

* ____:_Jli Hazardous Journey ahead. A]ternate routes

*
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prepared for a 1ong, arduous and éésfiy adventure *

**************iiiiiiiii B S T T T 2 LR Lii bt At

*i1.

r
*

&
-~

Y




‘4

4+

»!

ROUTE ONEZ ESTABLISH AN ANALYSIS TEAM

The expectation in taking- this route’is that a teaim of . 1nd1v1dua1s
w111 work together to 1dent1fy trends w1th1n soc1ety and w1th1n

programs of the organization. The Team may 1dent1fy data needed
(];e;; elements in the environment to be exam1ned), co]]ect and
analyze the data, as well as extract the trends and 1mp11cat1ons
The Team, depending upon its membership and éxaértise; may also
formuiate alternative future scenarios;»as described in Route Two:

major operating division of the organ1zat1on There is 1at1tude
within this opt1on to include additional staff, siich as the
budget officer; evaluation or research staff. This team
configuration is fairly easy to initiate, since all team members
are staff of the organization: It does not; however; directly
tap the thinking of top management.

)

Opt1on Two==1n= house—leamgatglopuAdn1n1strat1ve Level =~

A

The team includes the Super1ntendent or ch1ef adm1n1strat1ve

from each majcr uaarat1ng division: The p1annang unit sevves. as
staff to the team The strength of th1s approach is that

-
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is composed of . iﬁ&?ﬁf&daié who are #ach iéédéré in their own
arena--ééth is used to be1ng the "team leader:." A weakness to
th1s approach is the extheme d1ff1cu]ty which may be encountered

' , in ﬁett1ng an adequate time commitment..

Option Three--In-house Team with Outside Expertise

In qu1t1oﬁ*to in-house teanm members, Whether at staff or

super1ntendent level; the organization can add 1oca1 educat10na1
ency representat1on at the Assistant Superintendent or

Superintendent level,; an gconomist s 1eg1s]at1ve analyst, futur1st

) or others identified as necessary to the process: Denend1ng upon
: ' > ) the 0rgan1zat1on, its purpose and c11ents, this option expands

; iiiiiiiiiiiiiiiiiiiiiiii*****************************i;ii*****
. <

. * nagshot The first Analysis Team the at the Santa *
,vt * (Clara qunty office of Education was composed of the *
* Assistant Super1ntendents from each division of the | i
5 B * 6ff1ce, two District representat1ves (a Superintendent *
o , * and an Assistant Superintendent for Curriculum), an *
* economist and futurist from SRI International. *
. * G / *
* _The second Analysis Team consisted of the entire *
* Superintendents Council of the Office, which includes *
* the Superintendent, Chief Deputy Super1ntendent and * <
* Super1ntendents Two D1str1ct Super1ntendents and an *
* _economist/futarist comp}eted the Tean. *

- .

.******* **********f***’*i*******************iiiii*i K%k K Rk % I ik % & K Kk

fal




i

Th1s qp_lpn calls for a pane1 of experts to identify po11ey

issues and trends in educat1on The pane] can include 4
1nd1v1dua1s from 1ns1de the organ1zat1on and/or other. recogn1zed
'1eaders Areas of expert1se wou]d need to cover a broad spectrum‘

Th' pane] 1dent1f1es

such as. vocat1ona1 or special education.\
two of/three maJor 1ssues fac1ng educat1on and part1cu1ar1y the

~ intdrmediate unit: These issues are then the top1c for in- depth
Q:gpa1icy anaiysis.

- board administration and staff 1n attendance

3 ,

P

" linen considering this route; the following factors will be

important to keep in mind:

6 Risk/perspective: Diring the original development phase
of a planning process, using an internal, staff-level -
team maintains internal control,, reduces exposure and
‘ag;1ds broadcasting any shortcom1ngs dur1ng the 1earn1ng
stage A]though this opt1on may appear to have 1ess

oy

overal 1 process 1f support of top management is not
i o ma1nta1ned or if a broad enough perspect1ve is not

. - ach1eved
’ T1me/St¥1e Ability to commit time is a key factor,
- especially when top adm1n1strat1ve officers form the
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b

_requ1res suRstantial blocks -of t1h§, away “from
distraction of telephones or other appo1ntments It also &

ana]ys1s team. In depth analysis-.of the type necessary

requ1res ab111ty to funct1on in a consensua1 mode as the

. .
O
-

Use of results: To whom the team conveys the results of = -

e

its work--the trends and their 1mp]1cat10ns “for edgg§t10n
programs w1th1n the organization and how ‘the resu]ts will

be used in the p]ann1ng process needs cons1derat1on

! ; _
™ . E2

. itself?

Expectation: - The expectat1on or purpos ~of. the éttiVitj]
itself; i.e:; 1nfqrmat1on gather1ng, and expectat1on '
regérding what the acttvf y will do 'to the p ann1ng -~
process, i.e., how it will fit, needs to be Hbnsi

Is the purpose to gather information. or id the pdrpbse Ve
31§§ to d1ssem1nate 1nfonnat10n to t pi?tiéfbatihg;
increasing awareness and unded%tgnd1ng of the process »é

——

. .
Respons1b111tles, What the“team 1s/fespons1byé/}or
ﬁeeda;te be a maJor factor :;\determ1n1ng the seTect1on
of team members. Is the team to reflect the th1nk1n of
gfp managementf or prov1de 1ndependent ana]ys1s of

#nfonnat1on, which then will be presented to top i;

vmanagement? What Tevel of act1v1ty 1s expected of
.team members? If the team is respon51b1e for activity

such as outlined in Route Twe, Scenar1os, its compds1t1on
w111¢probab1y be differefit th§n if the level of activity 'i
cons¥sts of exam1nat1on of ava11ab1e documents, such asr
census reports or efnirol Iment prOJect1ons Is the team
responsible for identification of the -data which needs
ana]ys1s, its co]]ect1on or or1g1nat1on, or is 1@5 30b

the ana]ys1s and interpretation?.

- ‘

&
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ROUTE THO--DEVELOP ALTERNATIVE SCENARIOS OF THE -FUTURE

» .

—— ' l, Expert1se/resources Few p1ann1ng un1ts have internal

staff wi the w1de enough expErt1sé'to both 1dent1fy and
provide data for gach of the madgr a?eas wh1ch are likely
. to be included in any environmental’ ana]ys1s ﬁér»
examp]e, the art of future forecast1ng or out11n1ng

o probab]e alternative fUtures is a. h1gh1y spec1a11zed

- field. Future forecast1ng in ec0nom1cs as. we]l as 1n’%

very broad” social context provides a solid base of

';:1nformat1on on econom1c rea11ty and soc1a1 probab111ty
'fiej;In add1t1on, w1theut d1str1ct representatwon on the
'jv'ﬁwAnaly§1s Team, ‘the persp9ct1ve “for the 1ntermed1éte un1t
o 7. -is from ¥1ns1de out" rather than a]wa1ng for "client”
N ‘perspect1vq ‘ o . ?.“. : ‘ "¢
L. T “
N 2 ‘;

1

.';: . A N . - L -
d based, on logical .

probab1}ﬂf1es _-';”'

An estab11shed nethodé?égy in. p1ann1ng is the deve1opment of one or
more. v1ews of the future based upon logical ‘probabilities. Often, at

. least two a1ternat1ve;;C§ﬂhr1os are developed, based upon "Best" and

"Worst" probab111t1es The scenarios are based upon data determined

to have potent1a1 impact on the organ1zat1on - , fjug

Option One--Developed by Analysis Team
' t

scenar1os, ',v - : ¢
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&

4ng with t%e‘educat1ona1 gxperts on

el * The “futuring experts"; work
- the Analysis Team and p1akining staff will 1dent1fy the elements

_to'be included; prepare the scenar1os and réview them w1th the

r
.

Loe

Team. (See Appendix 1.)  °

v | v \;J,- ) S | " _
OptienfiheeeggplaﬁﬁiﬁémSEa?f.RéViews Data; béVéiaps Scehario

‘»:Jg" »Interna] p]ann1ng staff W111 review. eoT]ec%ed data aad prepare

Y scenarios,; or a document prOJectlng into the future which o
(ﬁhypothes1zes about "how ithings w1]1 be? in variéus’ educat10na1
_i‘programs or with var1ous issues in education. (See Append1x 2 -
\4 DATELINE 1988). SR
; - - .y
; ‘ s N
> When considering this route; there are & number of factors to keep iﬁggzég'

‘Ir T

Team Makeup F1(;t the cho1ce of route Wil depend upon

L3

the makeup of the ‘na]ysw Team, "the expert1se, Tresources of
the planning staff and on the year; or p1ace a1ong the

route; of p1ann1ng If the p]ann1ng process is in p]aee §n
the organization (one "tr1p" has been made and "destination”
. ' reached), a solid data base developed with alternative 5
. future scenarios; then an "update" mechani sm may be the ;“7,ﬂ
l_,/’ “ . internal ana1ys1§ and preparation of the p051t1en paper oa '
] "how things w111\§e " An example oﬁ\such a document is -

- gpown in Appendix 2 - DATELINE; 1988.
“ -

.>

0  Concentration: With education's f1nanC1a1 woes, the
temptat1on to concentrate on economic ana1ys1s and

forecasting is great In p1ann1ng the analysis, however,
serious cons1derat1on must be given to obta1n1ng a broad
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social perspective. An econemist will provide one !
. perspective; a social futurist provides a counterpoint.

1l

S
Using the expertise of external economists and social
futurists also brings the extensive resodréeé of other
organ1zat1ons to bear on the p]ann1ng Q{ocess )
‘ROUTE THREE=-INTERWIEWS : = . .

. s
. ¥ .

.Ind1v1dua1 and/or small group interviews can be\conducted w1th peop]e
’iwho have expert1se/exper1ence in specific areas included in the
'ana1ys1s of the environment or programs currently operat1ng within the
”env1ronment For examp]e, 1nterV1ew an individual with experf\se in

. demograph1cs and an individual with expert1se in bilingual educat1on;

The organ1zat1on can use internal managers, staff, district contaéié '

e

- : and/or the . ana]ys1s team to identify potent1a1 interviewees:

' iﬁ?érviéws can bé based upon alternate future scenarios, if they are
ava1iab1e, or on questions developed by staff. The orgahiiéfiéﬁ
shou#d prov1de interviewees with -the scenar1es and/or qwest1ons in

7 advance: of the 1nterv1ew and can 1nvo1ve the ana]ys1s team, and

e ’ @ppropr1ate internal prog?am managers in the’ deve]opment of quest1ons.
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S ‘ 5

4 7
‘ ‘ P . -
‘ ‘ ihe 1nterV1ewer pre-arrange the interview (making one ca]] to-

»l

explain the process and obtain consent to interview). A Spec1f1c
" appointment for a second té]ephon contact to conduct the

interview is set at that time../ Th” interviewer then ma11s .

Adequate time for 1nterv1ewee to

i  scenarios and/or questions withy
rev1ew prior to 1nterv1ew ca]] -
o

E—_— 7 i ) i - - , b
. Option Three--Personal Small-Group Interviews: Same Subject i -
§ . = | ; .
The . organ1zat1on br1ngs together a group of pebp]e with

: expert1sei1n the same area, for examp]e, all with expertise 1n
ien ,or m1grant education; and records and - . o

_ transcr1bes the resu]tS . r
| 0‘ - ; —-— 5 "—’;_T‘ - '3
odw-%rsenal Interview: Comp‘]emehtary Expertise
| 7 é S : - - f @ i‘ .
.>'<,_‘§ A other route is to br1ng together people w1tﬁ eomp1ementary

[ S

;. expert1se " This group m1ght include pe0p1e w1th 1nformat10n on

\

\,L!Lurrent 1eg1 slation and thgfstate- W1de ec0n0m1c out]ook _ i
)Q7 . . . = . - .-"77 ) ;;’ Sl
S : 2 7‘: 7 } ] ) B

opm-xﬁ’téfﬁakfﬁta’rsnéws T
- /7/

-y,

Interviews are conducted w1th 1nterna1 staff: members who have
expert15e 1n the part1cu1ar subJect areaé‘

" ~
e . 1
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Option S1XZ;ExternalglnterﬂlewsTT4Erogramgspec1£1c4ExggrtJse :

- Interviews are conducted with individuals separate fﬁsm the J
organ1zat1on who have expert1se in. a spec1f1c area They may be '
- . persons with expertise in educat1on or in other areas such as S
" demographics, econom1cs,_1eg1s]at1on, etc.

Option Seven--External Interviews: Genefal Expertise )
The 1nterv1ewers may conduct in= depth interviews with e
individuals who have broad knowledgz and pecsBect1ve, i.ed, ‘
district super1ntendents fg# an overview of 1ssues faced by
d”str1cts, ‘or assistant super1ntendents for curr1cu1um or staf P

deve]opment 1ssues In one 1nstance, in- depth 1nterv1ews were |

7 conducted with d1str1ct super1ntendents Two interviewers, each

. tak1ng notes, conducted the hour and a ha]f 1nterv1ew,.co$er1ng a

, ,range of issues from identification of s1gn1f1cant trends in

o society to need for services. In th1s instance, the 1nterv1eW
results were pert1nent for both the environmental .and market
ana1y51s. (See Append1x 3 - Semple.1nterv1ew questions:)

PR
.

When cons1der1ng th1s route, the fo]]ow1ng factors w1}i be 1mportant
( to keep in mind:

=
.

- €
-

, , co]lected through the interviews is in the credibility of

- S ' the materia¥/data co]]ectgd Therefore; the people using
-sthe information need tg _have’ opportun1ty to suggest

B ' interviewees; ?6nﬁuiaté questions; and generally be
~involved. Obtaining a balance of viewpoints is

'\“.

essential; (only supportive opinion may come from

Vo | ‘




ROUTE FOURS=LITERATURE RESEARCH =

7*ihterha1*3taff); nega\%ve or contrad1ctory op1n1on needs.

. /to be solicited. Planning staff rema1ns neutral and
i «{’rresearches to obta1n a var1ety of Up1n1on

.. The candor of the interview aay depend upon whether the
interviewee is to be quoted or whether the 1nformat1on 1s
for background. Internal expertise sh0u1d not be
dﬁerlédked (tﬁere may be nationally known experts )
in-house, for example). In other cases; extern?ﬂ opinidn
may prov1de a broader perspecLJve. ”

’ ﬁééaurc%* Aga1n, expert1se and résources may d1ctate
iréutés Transcribing tape recorded material is
time- consum1ng, a staff.member may be able to take notes
and transcr1be more qu1ck1y Travel is expens1ve, long
d1stance te]ephone interviews may be more feasible.
0 Follow-up: Sending t?aﬁséﬁptiah’s of the interviews to
| the parb1c1paJ¥s prov1des opportunity to verify data and
W up date information for a subsequent p]ann1ng phase.

In th1s route,.staff rev1ews current 11terature (per1od1cals,
: L s - pert1nent areas. S1gn1f1cant information &n
for educat1ona] p1ann1ng can be extracted,

summar1zed, agd ﬁnc]uded

R 4
7 . : R

'F*lannqng dccumentat10n

- ¢

Opt40940ne:zﬂlannlng Staff Regearch/Review ) L

f1es, reviews and summar1zes mater1a1 . 'ifﬁi.

Pla\h1ng staff 1den
f d/expertise to beiware of

:Staf, must have backgr o

o

1l
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Loy -

-

L1brary staff conducts search; p]ann1ng staff does rev1ew and
ana]ys1s

Optipn Three::Graduaté Student Research/Review
SR person outs1de the organ1zat1on is h1red to nesearch and
summarize 1nformat1on, based en 1dent1f1cat1on of top1c5/needs by

3

planning-staff.

Program managers identify sources and topicé. Research and

analysis is done by planning staff or outside person:

When considering this route, the f0110w1ng factors are 1mportant to

'keEp in ind:

(] T1meT1ness of 1nformat1on 'Some areas within the §.

. environment must be constantly tested and rev1ewed - In

-~

3% . others, events occur rap1d1y; 1eg1s]at1on, for examp]e;"
: can somet1mes move ‘quickly through ééﬁm1ttees In these
1areas, recen¢y of research becomes a key factor.
. Reviewing and summar1z1ng a book may provide little va11d
' 1nfonmat1on, where weekly- or month]y monitoring of

' - certain . news]etters may prov1de va]uab]e data

v
———r
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R
; '} urgosef Literature review must be'éhited to the

subject and the purpose, whether it is to prov1de a
foundat1on of bas1c 1nformat1on or to monitor current

4y Lo

L B
"y

ROUTE FIVE-JSEMINARS AND CONFERENCES™

% ; v :
" Key aréas in the env1ronment can ' be identified for mon1tor1ng,
%5 attending se]ected conferences keeps staff abreast of very current
*  theories, ”SUally before raterial is ava11ab]e in pr1nt .
- thlongﬁne--P1ann1ng Staff ' ‘ ,
-~ P]ann1ng staff atte'ds conferences sand includes 1nformat1on in
: T " documentation. ; 1
: ﬁ ' T R

0pt1on Two—-Other Staff

§ta%?'

rom other units attend ‘corfferences and provide

%R whom staff has direct contact, attend and

RS
1

Aruitoxt provided by Eic:

. ¥?w - “



ROUTE SIX--PUBLIC FORUM

In a public setting; with an invited audience, topics of general

interest to the education community may be ‘examined. - .
- &

Option One--Structure: Panel Interviews

‘One route is to conduct pane1 discussions or interviews with
resource pe091e expert in the topic area ~ As with the 1nd1v1dua1_,
interviews, theyinterviewers will prov1dsuquest1ons, an -

1exp1anat1on ofe§he purpose and format of ‘the Forum to -
part1c1pants in advance. The que9t1ons ‘can be drawn from

’ 1mp11cat1ons in scenar1os, if tﬁ%& have been deve]oped, or based
upon expertise of program maﬁagers and school d1str1ct
'representatives The interviewers will use the questions to
begin the interview or discu551on, encourag1ng the part1c1pants
‘to expand upon these and additional topics. ~,One hazard along™
this route is being Tocked in to the pre- determ1ned quest1ons A
‘facilitator and/or member of the planning staff or ana1ys1s team
should. direct dﬂestibhs to part1c1pants Decisions will“need to
be made as to whether the ent1re‘aud1ence will li<ten te the same
pane1/1nterv1ew, or whether two or more opt1ons wi 1 be previded,

" based .upon audience interest. (See.Appendix 4; Sample Agenda)'

5

y;;

Option Two--Structure: Workshop

An alternate to the interview format is to provide a W6ERSH6ﬁ

sett1ng, have a small group generate ideas; pool expertise on a}
.,;part1cn1ar subJect and have a resource person summarize;
Thys format would be

’ 4;-4

65 -

‘.f;, _ K i?i)_:

L



or where the task was to identify trends and implications from
the 1arger soc;eta] p1cture and to focus those trends upan :
education, or a part1cu1ar aspect of education -- for examp]e,
employment trénds focused on vocat1ona1 education.

hd 2

Option Three--Keynote Speaker

B ' One route: may prov1de the audience with an 1ntroductory, keynote :
P speaker focus1ng on general "futures" issues, current state -of

AT 'Jeducat1ona1 f1nance, 1eg1s]at1on, étcz The keynote presentat1on

#h optidh.ﬁburiziﬁtﬁcturezj'Audience Team S i

- R . C-
B . . .‘ " R N N -
e S <ol ) 4),., <

'} A The organ1zatwbn lay spec1f1ca]]y invite each district or

T}educat1onal agenc& within the ‘counity to send a "team." The
,rsuggested team wou]d include board member, super1ntendent
pr]nc1pa] teacher, c1a551f1ed representat1on and parent

1
Te

Option Five--Topic Choice

In th1s optwon the cho1ce of top1cs wi]] be key, they must be
suited to the interests ‘and needs of the part1c1pants as well as

the purpose to be ach1eved As ]ong,' they are of genera]

concerned with areas comrmon to a]l, (personneP resources. or ]abor
relations); or directed toward very broad philosophical issues,
(general needs of children or society's percppt1on of - L

& educat1on) Top1cs suchuas computer Eechno]ogy will be of
interest to districts from,e1ementary through commun1ty co]]ege

as well as interriediate ageﬂt1es Topics can be in hoth

instructional and support areds . : Y““R>




of tqg1cs‘and resource people available:
- ‘ “

— oy

( . Topics to be included in the Forum Wf11>sé,aétérminéa by the i
planning staff and/or the anaiysis téam, with a process to obtain
suggestions for topics and resource peop]e, or speakers, from

-

internal managers ) : - .

‘When considering. this route; the following factors will be important
‘ <

to Keep in mind:.
: Te . .
s o

8 Presenters/Participants: In selecting resource people 2
to 5éFEiéibéfé in the Forum; i# is essential .to ensure

- that a ba]ance of op1h1on and perspectlve will be s]_ EE ; ;

,,,,,, s

‘ presented For examp]e, if a. top1c is collective

barga1n1ng, resource peop]e shou]d 1nc1ude i' % _;,L

professor, or aqad jcian, Who is expert in schooT 1aw o A

e

and co]]ect1ve barga1n1ng

0 Use of Information It should be determined- how the

» material presented in the Forum is to be used: In soﬁé_
. ; e manner this 1nformat1on shou]d be included 1n ‘the . s
planning documentat1oo Cgsslderat1on must beﬁgﬁveﬂ*to’ '
, tape recordmgs transcribing and summar1z1ng the A
- information: Tganscribing and summar1z1ng 1nformat1on.
' from tapes can becomewe 1engthy process An a]ternafﬁ;? -t
e’/

w1th,exce]]ent skills An this area.
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6.

’
‘Announcements/Invitations:
invitations to part1c1pate need to be sent out well in

advance,_w1th consideration be1ng g1ven as to Whether or

Annoufceiients and

4
‘not a response is needed 1nd1cat1ng the number of peeﬁe

attend1ng from one d1str1ct/agency Media coverage

pub11cat1ons and 1nterna1 ho§5e pub11cat1ons need to be
schedu]ed Dependirg in part upon the purpose of the
(o

an be extended to ‘media

peop]e. Announcements and invitations.will prov1de an

opportinity for this ldrger audience to become more aware

of éﬁé11éﬁ§é§/b?651éms in educétion and hbw’peopie in

T1me/Locét1on/Fac111t4es, As w1th any conference or
workshop, attent1on must be g1ven to time of day, t1me of
year; and location and arrangement ofjfac111t1es If the:
aud1ence will consist of people other than employees

Q1 e., board members, commun1ty representat1ves)
schedu]wng will need:'to be different than if emp]oyees

The event, can be §cheduf%d.

compr1se the tota] aud1ence

option is to schedule from approx1mate1y 4:00 to 9:00

p.m., with a d1nner break; prov1d1ng a buffet or 11ght

SUpper With this opt1qn, thought must be given to

-

meeting expenses; charg1ng for the dinner or charging dW*-

fee for the conference: In one instance; a buffet was

. actua]]y prepared by p1ann1ng staff and a small fee

($2.50) charged to cover expenses. Use of cafeteria

facilities and personnel is anéthér option.

1Jight supﬁgr“ or buffet if the event

The danger

in not providing a

" in scheduled from 4 to 9 is that if the audience. must

lTeave the site for food, it méy de]ay the start of the
second half of the presentat1on and a port1on of the

audience may be 1ost (ﬁ

68
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wall space for charts, etc. . g
wall space fog BAAAEF S

'andfrasourges How Lo "N
S A A
R

# : .
,,,,, I

the school year, when site peop]e are overwhe]med Wi th

,WOrk, and be cautious of schedu11ng too near major
holidays: The Forum should be centra]]y located for easy .

access by the majority of-districts: This may be the
County Office, or could be at a district site.

Facilities need to be tailored to the nature of the

presenta!iig If‘é;'ane1 1nterv1ew format is chosen,

e in: s'mp]e theater sty]e or chairs and
'ng, or eating. d1nner, If- the

chairs can
tab]es for note-ta
workshop ‘format is chsen, tables may be necessary or

(s

~Fee: Whether to charge-a fee'raises the issues of
providing adequate time and resource§%§ﬁr !Uﬂ]ect1ng and
aCCOunt1ng, as well as the doublg -edged issue of whether )

it w111 enhance or detract from attendante Because of
the comm1tment of paying h advance, people seem to be

'more likely to attend. The other side is that people may

not commit at all if there is a fee attached. As,

mentioned; this also depends upon whether food if
available, as well as whether expenses for speakers must

be covered. .- i . - .
_"7 S - ' . *

" Analysis of Data: Data collection may be the easy part

of the process| Thé prbcess dsed to ahaiyié the aéta and

11terature, etc P1ann1ng staff w111 carry maJor

" responsibility for ‘the collection of th? data. From that

point: there are seveiﬁi a]ternate routes. for the

angﬁysis, depend1ng upon the breddth of expertise; time

"m

@

4



S
00 Planning, staff ‘can analysis, the data, drawing out _
3i£§7i’ - both trends and iﬁbTiéatiéhs; | J '

00 Planning staff can extract trend§ and ﬁmp]1cat1ons <
and return to program managers for review:

T O?igihai data éan Be féfdfﬁéa to program managers ;

: Th ﬁié éhaiysis‘téaiﬁ’cah extract"tréhdé and
economists and futdn1sts, and provide data to
managers for review. ’

Regard]ess of wh1ch cho1ce, the more opportun1ty

assimilate thg data, the more cred1b1e the process and

“the results: It is also 1mportant to recognize that

trends ray - .be 1dent1f1ed wh1ch run counter. to each

1 i N other. For examp]e, there may be ‘a trend toward SR
incfeasing need in a particular area (i.e.; computer .
.educat1on)5 and at the;same time a trenq may 1nd1cate
fewer resources to meet that need. (See Apperidix 5 for
examp]es of or1g1na1 data, trend statements and
,Jmp11cat1ons based upon the data ) R

) ’ Year]y REView: Certa1n areas veed e1ther %oaktant or

%‘.;0 e yearly, mon1t0r1ng. P1anners should schedule a second ‘

;-YE ' cycle of interviews, with legislative or economic
_experts; for example. They should schedule additional - R §

T - . 1nterv1ews with new part1c1pants to gain a d1fferent
perspect1ve, and should provide transcriptions of
interview notes to interviewles, With requests for

verification or additional comﬁents (See Append1x 6 -7

Interv1ew Follow-up. )




<

"strength of the proceSs 1195 in i

x
. D Newspapers and/or periodicals can be monitorifed on -
selected topics; including editorial comment for attitude

and trend changes. i

Yearly Fééd]fé of national surveys can be compared with s

E w local trends.

Key issues in organ1zat1ons and programs can be
1d§nt1f1ed and mon1t0red on a se]ect1ve bas1s Far -

)

next, noting changes anqﬁaér1fy1ng changes/1mp11cat1ons
with program managers (See Appendix 7 for sample memo
-« and sample request for information from program

a

managers. ) o o :

i _ o
» » E

SUMMARY 1 L ;

’ - - §
Strategic planning requ1res strateg1c vision--a clear image of what is
desired. This ana1y51s of external factors projects all who part1c1pate
1nto the rea]m of future probab11;2y, enhanc1ng strategic vision: “The

nt1fy1ng trends wh1ch 1mpact educat1on,_
searching for implicatiens; deve10p1ng al ternative cho1ces and setting a
course of action based upon the best choice forjthe future of the

| organ1zat1on At best; this process enhances the poss1b11 ?f ach1ev1ng,l

._{, :

the desired future, and at Teast can 1nf1uence or m1t1gate ( 1mﬁact of

negat1ve probab111t1es L om

educat1ona1 p1ann1ng, but educat1on no longeq/tan x1st w&th\i§§1vory

¢ - / T

tower mentality. The enV1ronnenta1 ana]ys1s %1ar:;§es how the

organization is COnnefted to.events in the . larger nv1ron§5q§7-the outside:
. -t Ve h . -

: &,

s
=
.

i

N Trend statements can be compared from one year to the }."'

Ho.
.

EY
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'.world It can 1dent1fy and a]]ow the organ1zat1on to deal w1th

conf11ct1ng trends wh1ch can lead to conflicting goals and expectat1ons

Together with the ‘clearly def1ned purposes of the organization and the

*assessmeqi of c]1ent need; the ana]ys1s~of extgrna1v§actors and
deve]opment of a]ternat1ve chbices for the future sets the stage for the

next Journey into dec1s1on making.
For“in truth; the view of the future
the present; which in turn shape the
the safari continues. Lo

has much to do with the decisions of
destination of "the organization as

T

e T
.yﬂ,
e

2
a

% .

o
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CHAPTER FIVE::ROUTES TO ACTION

cFd
e

o /7
FOCUS' DECISIONAANDAACIlONggwﬂAIAHAEPEN57AETER,THE DATA 1S COLLECTED? ..

_The "dest1nat1on“ of this port1on of the journey is the use of p1ann1ng
‘data in mowing the organ1zat1on toward the achievement of its identified

'purpoS?:, or mission.

_most p”t11ous of all the adventur

'u1t1mate1y die from dehydrat1on of resources

the po t1ca1

decision mak1ng

Th1s is truly a safari across the sh1ft1ng-sands of ]
cuZ&ure of the organization and may be the =
the strategic ‘planner has taken For

5
3

if the resu]ts of the data co11ect1on and research aré not transVated 1n;o

act1on for the organ1zat1on to achieve'its purpose, p1ann1ng has been ;on a
tr1p to. nowhere, end]ess]y c1rc11ng 1n the desert sand, and w111

’.

.o

The” safar1 entails the: deve]opment of a process tor presentat1on ‘and-

rev1e of the 1nformat1on to dec1s1on makers at both adm1n1strat1ve and

based upon the data and. a structure for mak1ng those dec1s1oﬁé, (1 €.

‘ future fu#glng, po11C1es, strateg1e§, ?eve] of” serv1ce), a structure for ~:
. setting br1or1t1es for the serv1ces the organ1zat1on prov1dgs, the:, - Lo
synchﬁoﬂ{zation of budget, evaluation and 1ann1ng act1v1

.

the tr\n§33t1on of the policy d%c151ons to act1on it the

.//7

t§§§, and;f1na11y s
pr gramgﬁeve1

\L




~ the

.co]]ect1on, o research phase of strateggc E%ann1ng, deci
‘ th@ future of programs were yet to be made The Journey to

_decisions. Never has the decision as to who trave]s

‘fcr1t1ca1 to the planning process

SN
| (/)tf*‘k

CHOOSING THE RIGHT ROUTE - ’
I ! L o _i,_.

identified and the external factors in the env1ronment whfch affect the
organization analyzed. . The package is ready. How is it to be delivered
and what is to be done with it? Careful attention to choice of route at

Lo L. S
this point is critical.

i

‘The p1ann1ng staff has probab]y been fevezysh1y prepar1ng for and takihg

the pre11m1nary excursions descr1bed in theg prev1ous chapters It is 7
conce1vab1e that unt11 “this’ Po1nt little. attent1on has been pa1d to the
effort, either by program managers or dec1s1on makers _even ‘though many of
Troute opt1on? actively so11c1ted,,ca301ed encouraged brbwbeat or
1nt1m1dated a certfqn lTevel of 1nvo1vement L But that was dyring the data
{Z&ns affect1ng B
ecision :

mak1ng is next and the route must be chOSen Those Who,do not i )

part1c1pate, for whatever reasan, in trave111ng the route may. not

understand either the 1mb11eat1ons -of the data or thE dec1s1ons ' They are,

therefore unlikely to accept, or own; the dec1s1ons and ceﬁta1n1y will

exper1ence difficulty implementing any act1ons based Cﬁon those
he path been more

The routes described, be1ow again present var1ous optionss - The roukgs are
not tota]]y sequent1a1 certa1n routes may be omitted and: certa1nlg there

are options within each route. At each - Juncture questions must

asked# Who needs to be involved? In wﬁat way? Whg makes: the d'clénonsw g
~ ‘Hho needs to undé£Stand those decisions? who is: -o¥i ng to'have to At '
', decisions? What action w111;be requ1red7 What will happen if the: *

dec1s?ons are not understood; not c1ear, cannot be 1mp1emenﬁed?
e - / K «’

"
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The- expectat1on in tak1ng this route is the deve1opm t of an appropr1ate ;l
format for review of the p1ann1ng data By the administrative officers of |
. ithe organ1za@§on Each of the optwons presupposes that the review will
take. p1ace 1n a workshop sett1ngt The Qﬁtaons are’ in the 1eVe1 and ‘type
of> part1c1pat1on by var1ous trave]]erS, =

S NLT ,,i, 7 Lo ,—

‘ r;g‘m : ‘.

1] . T
In this opt1on,vthe adm1n1strat1ve "body (sup‘rihtéﬁdeﬁt; a§Si§taﬁtri
super1ntendents, etc.) meets with the planning staff. Thé data'is}&
transmitted to the adm1n1strat1on prior to the meet1ng, wh1ch is he1d _
s Cin a: sett1ng where the group is 11ke1y té\oe un1nterrupted and. ; -
. therefore will -be able to focus its comp]ete attention to the review. '
Staff prov1desafac111t§iﬂon in moving through the 1nformat1on;;ﬂ
Lot ‘
Optibn Twg: - Administrative Rev1eggw1th P1ann1ng, Budget and /
9 Eva]uat1on Staff D - 7 ;

i

Th1s opt1on expands the staff part1c1pat1on to include ‘the budget o

1'f1cer and evaluation staff: A]though p1ann1ng should avoid being

7 driven b the budget, budget 1nformat1on impacts decisions: The N '

’ - ' presence &f the budget™fficer enables administration to Mve -
f1rst-hand;"p-to—date informatian on programs throughout the

- organization. Evaluators provide the added dimension of -in-depth

"

N . assessment. ' o . y ‘ //

.')'; : : > .
. . .

N
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T Option Three: Adm1n1stratqonAReylewglncludlnggAnalﬁﬁ1s Team

B ‘ i ‘ 'l,

o If d1str1ct representat1ves and any outs1de resource persons served

on the/ana1ys1s team. def1ned in Chapter Four, they can ‘be ?ﬁv1ted to
a@;rt1c1pate, particularly in the part of the review that covers their

area. f expert1se or interest. ¢ . . : i

! -8

( ) .
4 s ot
.

éption ?our:' Adm1n1strat1véLRev1ew w1th Progfam Managets
.. f.‘, k/ w ; Z R
AN o
L1ne managers - part1c1pate in the review in th1s option. Although the

-

managers w1]1 have worked;w1th the1r resp8ct1ve adm1nﬁstrators and the
;aanmng staff in the development of” proq'am 1nformatl@,;‘ the managers
can serve 1n e1ther of two ways The first sub- opt10n would be for
the<g§nagers to przjﬁnt the program rev1ew to the’ adm1n15trat1ve
staff; the second opt1on wou]d be for the respons1b1e : 5
administrative off1cer to present the reV1ew, w1thcthe line manager.

serv1ng as resource f@r addd1tyoha1 more spec1ft§ program

C-

information: n . T ‘ . L

,p]us the managersF sense of part1c1patﬁon in the deC1S}dn mak1ng
process will be enhanced The drawback may r that the number of

L
"

N

J

-

people involved makes the structure'Fo unW1e1dy or time consum1ng thath\\<\

decisions cannot be nade B3 , A

Factors that are important to consider include:

JEE
o

-

LY : ) .‘ 2 _%>?}; ST -

) r o ”7"77:77L”",,””7'7‘” ~,,, s
’ Part1C1pa¢1qn Leve1 Dete¥mining the appropriate 1eve1 of . tfit, h
er

participation of var1ou% p]ayers, remember1ng that the ‘grea
the nnmber of people the nore time a process.usua]]y Consumes.

;3 2

76 (;i‘
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Decision Model: Determining in -advance whether the
administrative officers will work to achieve . qonsensus,
operate by maJor1ty vote, have a]] votes equa], etc. It may

® Facilitation: Considering the level and type of fac111tat1on

“and by whom it will be provided. In addition to being able to
fove through the agenda; the facilitator{s) must have personal
credibility and be viewed as "meutral® or with no axe to

grind; &

.

A
ROUTE TWO--REVIEW OF GENERAL PLANNING-INFORMATION.

This route is taken w1th1n the structure of the opt1ons of Route

One. Aftev dec1s1on§%mave been made abo#t who is. part1c1pat1ng and at
what 1eve1 how is the stage to be set for the program by program -

review? That is the expectation in Route Two--that through the choice
of one of the following route opttons the stage will be set.

e e . -

Option One: GVéFV

analysis. of the env1ronment 1nc1ud1ng the identification of trends and
. 1mp11eat1ons for the organ1zatioh, that person can be called upon to

make a general . presentat1on of f1nd1ngs to the adm1n1strat1ve staff.

Th1s sets the overa]] scene.

TN
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part1c1pat1ng in the 1dent1f1cat1on of trends and their implications,
and is exper1enced 1n the p1ann1ng process, it may be poss1b1e to
o d1spense“%1th the genera1 overview and start the agenda with spec1f1c

prog ram reviews.

3

A

gw t it\;‘

AN
s’

Option Three: Staff Review

In this option;-appropriate staff members 'p"résén't a general ngrwew,
or suiiiary of information. The Budget Officer presents the budget and
f1sca1 overview, and p1ann1ng staff reviews genera1 trends, péﬁﬁcy

&

1mp11cat1ons and organ1zat1ona1 m1ss1on

Factors to cthidér:

(] Exgertiée The necessary amount of background revd ew. pr1or
to spec1f1c program review will depﬁgd to a great extent ape
; : the level of expertise; experience and comfort of the
administrative staff with the planning process. The h1gher
the level,; the less background 1nformat1on necessary

e : N 4. 7

ROUTE THREE-=-PROGRAM REVIEW
-

- fme— ——

The expected outcome of th1s route is the rev1ew and ana]ys1s of p1ann1ng
“ data ava11ab1e for the programs of the organ1zat1on This review w111

include the statements of. purpose or m1ss1on, the need or demand for .

serv1ce, “the factors or trends in the env1ronment together w1th the1r

» - — N I
. *
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. ”meet1ng its qugrent mission. There are opt1ons 1n how the review can be

e " conducted as Well as the length, level pf deta11 and expert1se neCessany
to bring to the rocess. . B c
ﬁ' S i“ " o ) .
B '5.% @ ' -
iiiiiiii*iix*ii********************;;*;;;;;;Qi***iiiiiiiiiiiii E
* A*"storyboard" format is one means of *
* 6Fga"721ng a large amount of data for easy visual =~ * ’
i *‘;reference This concept was used at the SahtahC1ara . f ¢ .
*]NCounty Office of Educat1on Ore open page, both 1eft *
L ~f and r1ght sides, conta¥ng-the 1nf0rmat1on needed in - *
* *  summary form. See Append?k 1. . *
.. ****;;;iiiiii**iiiiiiiiiiiiiiiiiiiii**ii***ii#i**i*******i***% éﬁi,e ‘
. s

t- | L ».;;; | o » ‘ - | )
— '0pt1on One: Review ConductedgbngesponSLble Adm1n1strat1ve Officer

sy

£

In th%giobtion;‘the review of the p]ann1ng data "would be conducted by .
the adm1n1strat1ve officer to whom the line manager reports. In '
S E A essence, the adm1n1strator wou1d both part1c1pate on the re¢1ew *ean
~as both a p{esentor and receiver of informatiof;

LTI - 4

o

. z
. o N
i’i’i"F'F*******i***ﬂ************f*****i\;&******** *k Kk ifi*iiii*i“i

*
& L7

* % Srapstot: The’ As§1stant Superlntendenhcf%&JBus1ﬂessk ' § *
s * presenti information on D1strkct Buginess Services amd .~ * .
9 B the Controller's Offige: The’ Mssistan JSupe¢1ntendent S 0
: ﬁ_ : ©ox for Instruct1on presdgts 1nformat10n pnfﬁed1a\5ervqces * N ;.
¢ * for distridts §$d Headstart. IR j( ‘
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am. *Planning staff serves as ;@sounce N .
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: tEam ‘members regard1ng Ehe
- regard1ng the pﬁaﬂﬂ1ng 1ngﬁ at1onj$tse1f ﬁﬁt~on %hﬁ program, the
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The adm1n1strator respodﬂs tog;}ést1ons from fe1¢OW'adm1n1strat1ve'h
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‘division head

- The line manager in |

- t'h;efeﬁﬂectwn of data. . The adm1n1strat1ve ofﬁgtel. 9{;‘
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Lmef manager may or may not be presen respond to,prqgram spec1f1c ‘
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This option presents the 11ne prog}amvmanager the opporfﬁ‘mty to

the presenta" ', s able® iy
administrative te mreﬁ AL ,'
p1annbng QW again.serves as resource regarding the p1ann1ng

[

preSent the p1ann1ng 1nformat1on Z%EFhe re§pons1b1e adm1n1strator or )_
vmg receWéﬁrand approved the 1nfermét1on pr1or to

" The .

1§\forma ion 1ti~‘.e1f i. e ; how data was gathered, se1ected, etc. .

e R

! opt1on bears both more respons1b111ty and
opportunity: There is greater possﬂ;ghty of mana.gers own1ng" the
pLannmg 1nfomat1on wher thg\y:;nust 1nterpr‘et it to otﬁem— The
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Oﬁtidn‘Three Re‘%ew Cenducted by, Eva]uaTaon Staffﬁ

w‘qt n .«
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'"estwn‘g regardn\gqe prograr, as \the p]anmngﬁ

functmn more as a mem&cr of/gﬁe rev1ew team.

e\ ey

.Factors. w%cﬁ wﬂVbe 1mporta’t to ééﬁéi&er’ B

= teve] of ”etarﬂ\.?' he c]oser the reviewer Qolth&x 'p'i‘;cigrém

| the mgre }1"7 Thdg;
greatetr .detaﬂ and in greater 1ength pThe des1red Tevel of
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pres&n : n‘&@Jata The lke manager By ar may not be N
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will need to be ba]anced agamst the amount*of time ' /
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[ ] Exgert1se Un1ts have d1ffer1ng sets of techﬁ1ca1 expert1se,

ﬁ R ife., businesss spec1a%1e5@ucat1on, ‘television media. The
_ . level of questieﬂﬁﬁ by’ %he review team and the level of s
.‘f : ”'}; spee1f1c éibert1se{(must 3] a”p’p'ropmate N B ‘ )
R A o ,
SEN )\Board representative: (fohsiHErét'iléﬁ Eléy be Qi\ieh to h'a'vi'n"g"
7 ";3;'. _the Board pre§1d,ent, or" dééighe’é, a?ttend the adm1n1strat1ve .
E iff.- oy p1ann1ng session as an obser‘ver The dec1s1ons ¥ay ﬁe’h’d, in_
o % o part, ‘on the ab111ty of> the 1nd1v1dua1 o "observe" w1thout _ 7 ’
) o send1ng subhmi'a]ﬁ?é'ssages dur%ng _the admmstratﬁé e “
i ;"07 . « ‘ s The observer will, gﬁn a mo,rg comp]ete sense g A-
N .o’F the. process and., how ‘tﬁe”resu]ts were wﬁi@éed Th1s caq‘be
5 i a particular ady .*presmen;: of the
; o “board who sthen |£z i ' ‘ L@
S ~ deliberations. -
4 gl 7 ?
‘ROUTE. FOUR--ADMNIS?RAHVE WchwN MAKING FOR -
o viE -
/ A1 of the preparat’?or? has 1ead to th1s po1nt in the Journey @e \ &

expected outéomes o -
. the programs of the organ1zat1on i The 6bt1éh$ %ﬁw define the t@ j"’

bof dec1s1ons that can be \consIdered Dependmg upon the need,

\

X
7
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» Option~One:
E In th*opwti’\ adm%wtratw
’ 1nd1ca’cas the 1ong tem d1re'_'1oh’>’for the program
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1{ chowmg chmces Decrease evel of comm1t'ment,/act1v1ty, mamtam at’

w. :? . — . @‘

g

. current 1eve1 of comlmtment/acttwty, increase 1eve1 of

comm1tment/act1v1ty Comm1tment in this case réfers to commi tment o'f

f résourees to. accomplish the activities of the program"‘ The . e
' ’facﬂfitator of the gron e11c1ts\comment from other memders of the -' e
- ' administrative team: If the grbup is oppg;”ng on -a con'e'n"s'u"s model,; *
‘('. o " the facilitator; using a rbund:robjﬁ_apprdaj;c\h— EB ‘
RECO eaﬁgéﬁaug;- ‘. ; PR
* | ; L | | ‘%if" :
‘This option prov1des e administrator re%porﬁﬁb ' prog’?‘ iﬁ
o the 1n1t1a1 opportun ty o set the future d1retc~"t { progf”a antt ¥
c‘ 7 prdv1de a rationale uoon which to- base disguss on> ‘f‘n‘f'é‘gp@wn can be _
‘. ; 8 taken regard]ess of who-ha presented th? projz‘am review Hata in Rouse
. : Three. -, - ' j : s e
", /“” . 0 / ‘ e '

. Iif a group is workmg through tth process of- dec1s1i”f7 iﬁaking..based

on-threatening First ;tep If ‘the group 1% ei@etﬂe S 3
. sophisticated (in the process,'ithe f1rst dec1swn/ﬁjir r\ ) d;ﬁ’ ; *

gt

o B 3 . _ L
L more ) h1st1cated Ry ey o .
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T 19n Two IdentqugEun#lugﬁSource - Eurren% axld Futui"% e
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Thﬁs opt10n requ1res the" ﬁ%ificfmn of pragram fnd® 'g"EbT]‘rc.,esN_ |
Th1s ma ap ea ﬁ’é be a- very str 1'htf0rward b1t of 1nfonnat1o?i32 i L
This may_appeaj 8 ﬁj

perhaps evgﬁ expected ‘to be common '7

,and d1vers1 y of the orgamzatwn

the prograrl This 1nfonnat10n cak be

off1cer, the 1ine manager. gmr
he

ave rBaT' form. Th ce of

L an- asset es*ppmai%ﬁ the udget off1cer haé’lﬁeen workﬁg with the
p]anmng staff aM i bed 1n Route One, Optffo\ Tﬁo, and can —

b
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Fo]low1ng ‘the 1dent1f1cat1on and greement upon cugrent fund1ng
sources, the adnnmstratwe ce\gww wam, operatmg 'm 1ts chosen mode,'

-1dent1f1es the future fundmg urce

4 -
fundmg source,ﬁomments would be e]1c1tedt

N ) the fac1htator would" 1ead the group 'to #{szus

-~
" _ ' . o M A .
Ul This optmn 1s a more pec:ﬁc d 1n1t1on oﬂi then'uture cmnrmtment of

r

mp]e 1s a prgg"é’hl has been on a _
- ([N pro/Jram eacf.i\ﬂty depends

; s
7 e{ N C %LL
| < @.
: 1re'ct1'Ves . . L SV
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h p/rbgram manager. As %‘ ;#wgp,ﬂhe, thts 11; a ’ep' - o
'cessf-u] w1th a group less experﬁcedﬂn p]anmng

t'lve ﬁture opt1ons “since_the -"funné“ Jn thgoi /
' i % a sh
1t19n tep«;m;ﬁe
Th1s 1s« also. easy

_ - E»»,,

'aﬁavé Bééﬁ.dSed -

/ part1cd’1atly if :.hew
' “the admi Jstrat15nf'
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-Option Four: ,‘ké’y -E]eme'n'ts of Programsdrniim_LleaLs
< g - ( -

A group riore exper1ence<} in p]anmng based upon a]ternatwe futures
may choose to- 1d/ent1f_y3’ke_y elements of programs as the rev1ew team

L o

fee]s they are Aikely to appear in fwe years. E'v""' for an

\ exper1enced p]annmg rev1ew team; this opt1on is a |
“\be perilous.: I,f a. descr1pt1on of the current profam id 11ke a

' photograph the fwe year descr1pt1on 1s equa] to an 1nht1a1 sketch of
. a pa1nt1ng . But an 1mt1a] step, howe  tentative; must be; taken
However; it tan be . viewed as a quantum 1eap rather than a prehmmary

step 8ependgng upon the 1eve] of part1c1pat1on of 11ne managers, the

ram descr1|5f:10n can,, however, beé?e '
Ul of 11ne ma%&gers to the entJre’ planmng procesS‘i

7 &

Rl

] l,:-',

' The §egond step to th1s opt1o§w0u1'd be the qd@nuflc_ 71,¢h of a route

¥

for *Hne ianagers to pursue .in y ' de'soo~1pt1ons and  §

("Hexe]opmg a comprehensWeﬂon*" ? program as-it
shoutd,: or isfikely to- appear\j! ' ix e¥aboryt

the opt1on§ for -the comprehens
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I'n"v'&w opt1on, thei J}w team 5740V1d95 bokh “siger
e _line {pana%rs/ throy 3

Q one year; strategy d1rect1ves aﬂd five year ?@-m N
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-obJectwes One, provvdmg hasic pélicy anal
govermng bgard and two, prov1d1ng adi’n’i/msi\ratwe direction to

-

- managers within “the organ1zat1on N \g\y s z.

' '///{i- o ;i?g; j" 7 ;'vhtél;h--\\

Option Six: Identify Gyaranteed Levg] of Serv1ce ) T
: ~ f . .
2 In th1s , pt1on, the ‘review tea 1den§rf1es tr- “bottom line" for the-

o A : e R
‘ program-—a m1n1mum gﬁaranteed Tevel sérvilce which: will be provided -

program desgm)itmns . In “this wa& tde rev1ewyieafﬁ meets two
s to carry to

If the program is

Yo g chentS as long as th& program finctions S
W ;_ mandated the program wﬂ] contmue to< funetmn at this 1eve1 I1f* ok
‘the other hand, the progra{n is not manda‘ted theagptlons w1H include’

<Qernﬁnat1on of the program if resources are nolt suf:fDer}t to lma1nt«‘nn

A the—rogram thefﬂ Afrm guaranteed ve]‘ s

‘fm‘t rouﬁd of progi g y@wew of this, t;_)lpe,'
' ; ] By toa may fmd that furtﬁ%lg mfo;m t1on is
. nee " ) gh&equeing?ofk mformatmn aHows the p1anmng, .

T

7 ; Factors to cons1deri<1rfachoomng a coﬁ‘b}at‘ro
t N j e ) - 7' S ;
dente: Wheﬂre“the orga Qizabion 53\
dec1s‘ ’s are rer'u1red 1mmed 1)§ what can be de]ayedkm;j

"orgamzatmn 15 in turbuZﬂce or crisis, “Some Lssues
1y, others ‘are better defer:r;ed /

—
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E{perxise,and Exper1ence Not on]y the eXpert1se and
’ eXper1§;ce of_she review team and planning staff, but of the
:ﬁ;tﬁgﬂiqne mahagers w1th1n the- organization. P]ann1ng for the- £

2 fyqragrequ1res beﬂng ahead of the crowd; but not S0, far ahead s
that tﬁe staff which will 1mp1ement the p]ann1ng strateg1es is ;
left bgh1nd. Leaders are 1eaq§rs 0n1y when there-are
fol 1owera;. ‘. ’A | f

- _
T

\ f{ROUTE FIVE——COMPREHENSIVE LONG RANGE (FIVE YEAR) PROGRAH DESQ%%ETI:}ﬁ .

;\§§§\;%%é§ outcome of this rste is a compréhenS1Ve ztogram‘ C
In Route

'”descr1pt1on of how the program should appear.in five y
Four, Optien Four, a pre41m1nary five year program Qescr1pt10n is
o 2
deve]oped bv”the administrative review. team. £ That 1n}t1a1 descr1pt1on

Wa, 3y

serves the puMpose of g1v1ng program managbrs an idea of the genera1
) percept1on of the'program by the adm1n1strat1on In this opt16n, the
'égﬁunsib]e’fpriiﬁé development of the Cbmﬁ]eté )

A

v ~‘program manager is
program descri ute Four; Opt1on Four descr1bed even the ’
deve]opment ( j’"f f1ve year descr1-t1ons as a quantum 1eap 7

Ned'on1y how the task is acconp11shed Bu‘f§u;t tha descr1pt1on .
1nc1udes, WQE det1des, how it is packaged akd how it Es Worked
through the he1rarchy o? the dwgan1zat1on and presented to -the N
adm1n1strat1on and board become 1m rtant con51derat W .
pration and fuard becene 1" e
E i~ . The ?ncorporat1oK§gf this opt1q_J1nto thejprocess def1n1fe1y changes; ?
" the decision making from the qperat1ona1 mode of one; yeaneto %he

,
ST =

ﬁ&‘““ longer term stra:£91c mode. In add1t1on, p011cy dec1s;a$§fare Tore i"
= . '11#§1y to result¥from the five year v1ew rather Ehanwthqune year 7 v
s operat1ona1 view, ‘ y e :

-
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Option One: Pre-package® Information -
f - < - b 3 |
In - th1s opt1on the p1ann1ng stJff pre-packageg\as much bas i€
_information as possible for the 1ing managers,towork with. This can
: {mc]ude édbbiéd statements of purpose, prog am dé’sériptiéh"s— fUhdi ng
. /£rom ‘the/enwr?nmenta] g)
) ?s  trends and needs of clients: The ad ntage to pre packagmg is - 7
f_ ; eff1c1ency in use of ‘1ine managers' ' n
format. A d1sadvantage can accru"

For example; the Judg}nt as

/, affect a;part1cu1ar program is best made by the mal
re9pons1b1hty fpr the program rather than éXC]usue]y by p‘1anmng
t f . . N
staff. » “
-y

Option Two: i’urr'eht‘ﬁ;ro@am Deskiption _, -

. o e
; ,'., i ';.I . 4 ,;; . ';,” 7 ) ’i . ,
S .«,7 . N L e . ™ :

Inéfns 0pt1on the ,manager develops a complete de 1p§1or}soimhe S !

_ program #s 1?? current]y ex1sts, pr0v12d'ng a "rea]f‘ty base" fem the , Ny
. i v@egr de§c¢apt1on Th1s is, Jthe "pf hi" of the pragram - The,
e ,\~’".\&§escr1ptadn can’ Tnc1ude “the ex1§tiﬂg ois ,tem’hts, program

A ] N
P w g A I R T s ” .
N 1 T 1dgsc iptiog reveh’u’e amount and sourchE stions or servu;es,
;‘ﬁ;? e/ '%h F?" ssiieqt of the 1 forf, that th”'}’: ~
Ry ~t er wigh an asse sme ) t e eve/of“e oré,. a € URi . o
BRI - s = e e
=Y AN 7 : ~ ' . N T :

‘ Th%ctqu perfemned CGQ be groupgd intd major Cétégoriésf—i - / .

7 Dire 'fInstruct1No Studéht;!"lnter' Supportfervm&s ff' Each . .=

’ T Fote v

I A X

furictmn 1s descm}yed 1n)en0ug detaﬂ to ;ﬁyken understandab]e 0

gn the prog ram mag\ger 's exmﬁé@ﬁf&n :"t1mate of the/:
-of, totxﬂ s\q E'”"g'ét doHars s @gs 0 -detenmne he N
N fﬁqrmpf )thg .spemﬁc_ function within . the gram In 7\ i
aachtwn,, "uhe nanage‘r deseﬂ;"' #‘ measurable’ &an the E} 1eve1 \*' ’
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irkput 251 uture SV RO erative, Aong
. for the\p:ugra the necefs” ¢ willsbedgreat ot /i .7" ) *p%g\ented-qn

. _of service. The measures are chosen wh1€E are appropriate to the

,funct1on, i.e:; ABA counts, numbers of dastr1cts served for an IEA
numbers of staff tra1ned hou'rs spent

— e

7 -

e

Optiok_Three: ,Ana1y§ﬁs of\'
N {l’ .“‘ R "}' 8 4 8

The Jine manudees

implications¥s
bases the report on techn1ca1 expert1se “in the program'area, know]edge
: of pub11c edugaxgon and soc1ety in genera?, as we]? as a review of{the

“the strategsic plann1n"§nformat1on déschbed in Chapters Twts, Three

ﬂand Four == the statement 'of purpose, tlge need/ﬁemand/zfzr serv1ce and

tbe exﬁerné] fao%ors wh1i?¢affect the program

)\- " . . ;,(
' ‘qk

-
-

\> Optrﬁh Four:™ Deserlptlgngnfg£u

,'"”'g;j ' 7 _ ; 7
This’ 0pt10ﬂ\\97n%§\ihe plcture 02§:Ze pfogram 1n the future, 1n'as'

much detayl as, 1s;£gas1b1e The pa‘inting may. turn out to beé _
S Thére are tu//z

ress1on1stﬁt§ surreaT‘st1c, or Amer1can re111.t

The other suB opt1on ca]]s ‘for thel
F 77{WThg forma€f1dent1ia1
”_to»the au‘f;

ﬁce7?§¥ the dfse 1p@1on :

ifa 7777ﬁx§

fCoﬁgiderat1on-needs td.be give

3 nge p]an

g

comp]ete formy SN "=i% . ;,;, s \N

/‘J"@ «ﬁ

.. and the uses to thc' ath ‘the NPT ?-\futuré\descr1 t1ons "Willbe
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A The line manager‘“"j
tH;e trends, 1mp11cA

will: nqed answers and 1nter1ned1ate steps which can be taken to i i
accomplish the task - ‘ _ SN ; '
. " . . . ' . [ ’ : '
Factars important ‘to consider in this process include:
n o - B'Retrenchment/Contmgency P]ann1rm If the orgam{z’atmn 1s 1n
' ¢ a retrenchment mode, as most educat1ona] orgamzatmns are- at

e present, stratteg1es wﬂ] need to be cons1dered which t‘ake th1s

- . " Yinto account. For examp]e, if there is little. 11k11heod that
a- program will-Survive five yéars, 1t is. poﬁntless )to be “%ERE

37 - d ye]opmg a five year p]an L

] = | All *wn;
. S (ternatwesﬂz There 1s strong.hkehhood that a¥ternqt1 !
- . +. information and- time 11nes will be necessary” -for: d1{feren-q

- V . 4:,3 programs* Some- of this is accomplished: by prov1d1ng line
| man&sers w1xh ‘pl/\ning options, such as the appropmate ]
;%, measureab,]e fa’ kors ;%her opt1ons may need to be defimed by N

AN the adm%ns ",étfq : t j‘fonnatmr} does 1t need//m/d\der to L ﬁ

_ A g . \ X
_ & . (X3




/ ‘ o expectations and may well Mequire (janagers TO Proviae ugiess -
information: : e . . W%Y

.

' A e Aok ek kR ok o ***********iiii*iiiiiiii************ﬂ************
vo* S A modef for the deve]opment of a 10ng range *
*  progka m descriptionywas developed byfthe Center for *
* Educat1ona1 P]anﬁtpg\of the Santa Clara Goipfy Office of * .
% Education and is attached as-Appendix 2. *
-~ T *************************iiii*i**iiiii*ii*********N***********
@IE SIX==SETTING PRIORITIES S A
.ggrhaps 1n some future times, everyth1ng w11] be poss1b1e There
- 11 be no need for this route. . In these times of retrenchment which -

Eisu1ts in reduction of both educatwona] ;4§ources and. serv1ces, this
p

W oute must -be serrjously considered. . The ected outcome w111 'be a

;Qnr10r1ty rank1ng of the services of the organ1zat1on, based upon

-f

' Vﬁ:“ f%hd1ng source The opt1ons are presen¢ed for rénk1ng external ';;;.; o
% _.\ quhm serv1ces, 1nterna1 sen@1ces or both. ;,L) I ;%ﬁf .
" R oE SN S R
i';fﬁptii@e: individual Rafiking mexté’rhéi"éérﬁcés R

7} o - » - -~ = - . ; {“ B ) .. E
- o, In this Opt1onngﬁe adm1n1strat1ye review teamy WOrk1ng 1nd1v1dua11y, "

ranks each of th ser~1ces prov1ded by the organ1zat10n to its

x , 3@ clTients. The individual rankings are compiled into erfe team- réﬁkiﬁé .
. See Append1x % for a model. Using the team rank1ng, the programs are*
) pr1or1t1zed w1ih1n thg various fuhd1pg sources Z . ; '
(3 4 ? C - ’ : / ]
X ] - o Lo
N - - ’ = c < L
] L Tl L ) ]
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* nagghot, The Santa G]ara Gounty Adm1n1stra!%§e Couneil, * C ?7
. * actihg as the review team, used a "Dec1S1on Board" to j ? o
el * accomplish the pr1or1ty distribution of programs by *
* funding source. : The "Decision Board" consyfted of a_ *
) ¥ 1arge, 4 x 5 foot p1ece of p]ywood d1v1d'd 1:'0 columns; *
E * with sufficient nails in each column on w’fch to p1ace *
I . * namep]ates for each’ program. The left column or1g1na11y UE >
~ * held a nameplate for each external program p]aced on the o "
board in de5cend1ng pr1or1ty§order, accord1ng to the *
Team rank1ng The add1t1onai columnar headings o
1dent1f1ed ‘the various fund1ng options available. U§7ﬁ§ * .
" the consensus model descr1bed prev1ous1y, therfac111tator * o
, > led the review team to consensus on the fundl.g source x
jﬁ ' * for each pngram When c%ggpnsus Was atta1ned the - * | .
' 4 * namepIatehwastggvgd to the appropr1at§ co]unn. Appen@;x .*
7 ¢ o %

*. 8 shows the results of the process. l/

: : i*iiiﬁii*ii*i**i *ii***i**i************** *#*ga******ﬁr***** )
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if@ﬁ Th15‘opt1on accogg];shes thihsame task as. Optlon One, w1th one less
77 R step .Based’ 1;f2%;f upon the exper1eﬁce of the team, the 1nd1v1dua1
f ¢ ranking step cdn e11m1nated mS%gng d1rect1y to the ‘Consensas mode1 SR
R téam'réhkihg As fﬁ%“f1rst program is reviewed,: the namsp]ate is ‘
As second anJ succeed1ng programs are
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Option Three: Ranking of Internal Services

Internal services are defined as services which are required for the
continued operat1on of the organ1zat1on, such as maintenance, payroll,

personne], purchasing. These’ serv1ces present a different set of
d1ff1cu]t1es in any attempt at ranking In actua]1ty, it is oo
1mposs;ble to eliminate sorie services; Such as payro]], as ]ong as the
organ1zat1on ex1sts* There may; however; be a]ternat1ve prov1ders of
of the organization: This option, however, on]y 1nd1rect1y addresses
the poss1b111ty .of -alternative levels of service 1f the extrapo]at1qp
is made that the least essent1a] services cou]d be prov1ded at a

hY

b I -

decreased level: -

One process for 1nterna] service ranking is to identify services in
broad bands of which are most. essent1a1 to least essential to the

gperation of the organtzat1on.

- o~

-~

*, Snapshot: The process used at the Santa Clara County *
* 0Office of Education requested the-administrative review *
* team to identify, using co]ored marks, the three levels *
* of essential serv1ces, as er1cted in Append1x 5.‘ *
* Partly és a result of this activity one internal serViééA *
* program wasgr1scont1hued and an alternative service *
*

* provider 1dent1f1ed ’
********t*****************************************************

LS

Option Four: Ranking of Both Internal and External Programs
" This option is really a-combination of Options One and TWO There -is
often a desire within the organization to ensure that.all units are



(4

considered equitably and that if a process is followed for one set of
services at least a similar process should be followed for all;
Otherwise the percept1on may be that certain programs are "exempt" o

from cons1derat1on, espec1a]]y cons1derat1on for reduct1on At least
to follow th1s option and prioritize both external and internal
programs. It may be 'that this is the only way te point up the :

differences between services provided to externa] clients and services

provided to each other.. It may also point tq the need to develop a
process for considering alternative levels of service, X
Factors important to édhéidéri

® Tools: During the first attempt at pr1or1t1zat1on, too]s
such as shown An Appendices 3 and 5 may be useful. With
cont1nued exper1ence, they may be unhecessary The team may
move d1rect1y 1nto consensus pr1or1t1zat1on, as 1n 0pt1on Two

’ gjfégaafigé Levels of sékviaé Uitimétéiy thé'3ssue of

retrenchment is necessary. Unless a]ternat1ve levels of»

service are considered; the rema1n1ng.opt1on is s1mp1y to drop

oy

[

the prograhs, part1cu1ar]y the -external ones; which fall to

the bottom of the pr1or1ty list:

ROUTE §év€N;;éGVE§NiNG BOARD REVIEW
- ! <

0perat1ona] and po]1cy issues under]1e, or are the framework Wi thin
which decisions of the administrative review team are made. P011cy
issues need to be decided at the governing board 1eve1, operat1ona1

issues at the administrative level, W1#ﬁ the govern1ng board kept

1nformed A]though that 1s the c]ass1c pattern and division between



division is rareiy that éiear cut Cérefui éonsi&erétion a? thé

the organization The purposes are to inform the board of the results
of the administration review and ana]ySis of p]anning information, to .
identify and provide information to .the board on the policy issues LX)
that the board exerCises its perogative in deCiding those issues, and
to infonm the board of the administrative deeisions on operations To

required by the board. The process may include,an informal review in
“study session; public hearings, or formai’agéﬁdize&;ég;ion.

-l

©Option One: Board Study Session*

Ih this option, the administrative review team, with the assistance
of the planning sfa?? presents the full restilts of the review,
program by program. “This may: inciude all of the deCiSion options in
;Route_Four; since the material is for the Board's information, not
decision. The Board has oreviousiy-received complete planning
docuientation on Which the review was based, but no results of the

review. - -

The Superintendent; as leader efvtﬁé administrative team, requests
the responsible admipistrator to-review the program. The
administrator may, as necessary, request the program line manager to
‘participate: . 3
This is an opportunity for the Board to receive information, ask
questions and gain understanding or clarification of process as well
as results: The study session, of course; is pubiic as required by
law. The report is not agendized for approval.

~
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ii**ii**i* e & & A & **i**i*********************W*****************

T o* §g§g§§g££ At the SCCOE, the respons1b1e ‘program *
* administrator presented a "thUmbna11" sketch of the:: %
* planning -information. and the pr09ram ‘while resu]ts pf :f*
*  the adm1n1strat1ve review were d1sp1ayed on overhead . . *
* transparenc1es “This was the Baard s first 1ook at the *
*' results. The rev1ew team responded to quest1ons, on *
* occas1on, the decisions were mod1f1ed based upon board - %
* ;percept1ons : -k

iiiiiiiiiiiii*iii *kk ***i*i********i*i*i*i****i***i** *********h

-

Optlou;DaL AEulec Hearlgg

L

Npub11c comments on the adm1n1strat1ve rev1ew of the p1ann1ng
information. Comments and quest1ons are 11ke1y to range from process
to content to concern regard1ng dec1s1ons contemp]ated based upon the
1nformat1on In theory, comments w111 be from  individual members of

' the public;’ emp]oyee organ1zat1ons, program advocate groups or other
public agenc1es rather than internal management; since the:process has
provided opt1ons for work1ng the planning information "up through the

heirarchy."

Again, the report is not agendized for action.

Option Three: Report Agendized for Board Aetion

In"this option; the results of the report which are appropriaté for
board act1on are off1c1a11y agend1zed as such, background information .
and recommendations are provided by the adm1n1strat1on and action may

be taken. In the prev1ous two opt1ons, a]] re&u]ts ‘of the

— ‘ | %

~- 28



adm1n1stra§1ve review have been présented, to the Board: Faiiowihg'thé
, map out]]med at the beg1nn1ng of this: rou¢e, official board act1on is
recommended on po]1cy issues. If the administrative review contains

w resalts thCh incTude- spec1f1c program operat1ona1 directives for the

&

ensuing year, it may -be neither neceséary nor adv1sab1e to have these
ff1c1a11y approved by the Board « If on the other hand the

& - Separat1ng the Board study gessions, pub11c hear1ngs and action
~ sessions prov1des the opportun1ty on the-one hand to ensire that the
Board has comp]ete background 1nfofhat1on and on the other hand to
‘focus its attention to the appropr1ate po]icy issues after receiving

\

pub11c comment.

Factors which will be important to consider include: ™
H ‘ .

® Level of experience/expertise: The familiarity o

and its 1nd1v1dua1 members, w1th the process and the
the time 1t takes. Cons1derat1on may need to be given to
Board in-service sess1ons on the p1ann1ng process

divided into smaller dosgs? The review and study sessions or
public hearings may be on the total rev1ew, with
organ1zat1on-w1de policy action items also agendized at.one
action session. However; throughout the year, as programs are
reviewed, hoard action may be appropriate based upon the
p]ann1ng 1nformat1d%

Role of éoard As indicated, careful cons1derat10n as to the:
-appropriate role of the Board re]at1ve to the information and

- ‘results—of_ the review is the absolute key factor:




\ - )

‘ s - . 3’ T Y ,',,,;,', -

& Follow-up: The question also arises’as to how to provide the

., 77 _Board with follow-up information either on the results of its
(i/ _ specific decisions or on add1t1ona1 p1ann1ng information.

-2

\& RGHTE EfGHT--BEEfoON 16 ACTION )

) | o N S ,
The expected 6Ht¢6ﬁé'6f;thi5 route is the transfer of administrative
and board decisions to action at the program level.

Qﬁtidh One: Transfer of Administrative D1rect1ves to Budget

“Objectives

/fﬁ this 6btibﬁ, the diréetiVés fbr brdgrams fbr thé éhSﬁihg yéar éré'
‘spet1f1cat1ons These objectives can be 1ncorporated ihto the yearly
budget document, which is adopted by the Board. However; this may not
be viewed as appropr1ate for Board approva] if the obgect1ves are ‘
§ear1y operational plann1ng statements rather than 10ng range p011cy

statements. ’ ’

thion Two: Identification and Assignment of Tasks

Those directives not transferred d1rect1y into budget 0bJect1ves are

identified as tasks to be comp]eted in some other manner. An ana]ys1s

of the tasks includes the1r assignment to a particular person or unit;

the resources available to complete the tasks and the expected outcome
“and time required.

i
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Option Three: Full Tracking of Directives

tracks the disposition of each program directive, whether or’not it is -
incorporated into the budget ob3ect1ve§ AS shown in Append1x 6 a
. form prOV1des for the statement of the D1rect1ve and it5 d1spos1t1on
If it is translated directly into an obaect1ve, that is so noted. If
it is either deleted or modified, a rationale is presented. This
neport car be forwarded with the“budget information to the
administrative review team and to the édéﬁd as appropriate. . \

¥

Factors which will be important to consider:

-

o Need: If no method of tracking is devised, the 1ik1ihood

that directives are not addressed increases s1gn1f1cant1y
Process: Using the buddet document has the advantage of
prov1d1ng a pennanent h1stor1ca] record of—the d1rect1ves, yet
consideration should be g1ven to whether the 0perat1ona]
directives and objectives are appropr1ate for Board act1oqﬁand
agprova], or whether they are within the strictly

e

administrative purvuex

ROUTE NINE--BUDGET/EVALUATION AND PLANNING ACTIVITIES

activities w1th1n the organ1zat10n SO that planning 1nformat1on, Wi th

its focus on long-range; alternative fUture activities, is dropped ~
into the year]y budget and evaluation cycle at appropr1ate intervals.

The advantages to this route accrue both to the internal planning

staff, which otherwise may be viewed as peripheral to the "real™ worild

»




e N
of budgets; and to the organization through the coordination pf
functiens to achieve an integrated approach to decision making.

- -

/,Gﬁtioh Bhéj Tasks, Stﬁdiés

for 1nfonmat1on ‘on the part of the adm1n1strat1on Th1s opt1on‘
naturally follows the choice of Route Seven, Option Two.

Optien Two: Master Calendar ; .
N . ‘

i

The outcome of tak1ng this optioh is.the deve]opment oFSLn 1ntegrated
planning calendar which ensures that information will be prov1ded to
and from each of the un1ts, as well gs to the programs,,adm1n1strat1on
and Board at appropr1a%e times throughout the year. As stated ‘
earlier, the longer range, futures ‘oriented planning information then
can drop into the cyc11ca1 budget and staff1ng cons1derat1ons as

needed. The first master p]ann1ng calendar. for the Santa Clara County
Office of Education is shown in Appendix 7. +

!

¢

S e _ - -
Optien Thhéé: Coordination

T

purpoSe of coord1nat1ng an approach to a process br1ngs together the
varied expert1se of the three groups. Such a coordinated approach can
be taken in the track1ng of directives mentioned in Route E1ght

0pt1on Three as we11 as prov1de for the 1ncorporat1on of eva]uat1oh

99; - N
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****************************************iifi*iiiiiiiiiiiiiiii*
' . 4

* Snapshot: At -the SCEOE; staff involved in the three *
- " 2Napshot:
*  functions of budget, eva]uat1on and”’ p1ann1ng formed ah *
- * ad hoc working group;. sbhedu]1ng meetings as necessary *
i . to coordinate activities. . : f o : *
”? - *i***************************ii;;Q;Q;;;;;;iiii?iiiiiiiiﬁiiif;i
1 P
- — 3
. ************************* ***************iiiiiiiii’”iiii?iiii
; ~* Snapshot: f'the SCCG%, a m1d<year eva]uat1on of the *
4 - - N .
. *  previous year's irect1ves was conducted and 1ncorporated *
* *into the planning documentation. o0 x
. ’ ‘;*******************************iiiiiiiiiiiiiiiiii#*i***iiiii{
_ . S
o 3 - . . \
Factors important to consider: ®
~ 2! ’ ) 3 . i
) NG s
. ® Purpose of- Ad;hocgﬁrougr The questions may arise as to who
should be included in such a group. In such case, the purpdse -
of the group should be examined. If the purpose is meeting
staff respons1b1l1ty for the function, part1c1pants should be
- “limitéd to those;earry1ng the respons1b1]1ty Per1phera] "
adv1sory group communication shou]d be ééééhﬁ]iShed through
another process. . .
— -
SUMMARY : :
- > ) ' - ‘
@ " The routes ‘described in this ehapter bo th cu1m1n§te a ser1es of p]ann1ng

fact1v1t1es and prov1de the d1ré¢tioh for cont1nu1hg act1v1t1es These
w1de screen iE echnicolor with stereophon1c ‘sound: If 1ong range or \:>
strateg1c plann1ng is thought of as 1dent1f1cat1on of the purposes of the
organ1zat1on, research and anaiys15 of 1nformat1on for future program
1mp11tat1ons, with po]1c1es and 0perat1onal strateg1es deve]oped from that

; 100
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1nformat1on, then the routes out11ned ‘above make-the conggct1ng link”

between the research and the deve]opment of strateg1es to meet the goals

of the organ1zat1on ‘ ‘

During earlier -phases line managers; planning budget and. evaluatioh staff, |
and administration have been involved separately in the act1v1t1es of
1dent1fy1ng trends, markets purpOSes of the organ1zat1on This route

ties all of the 1nformat1on together in ‘decision making processes. if éii

of the various "travellers" are brought a]ong the route, they will all

share similar understaﬁﬁ1ngs and’ be using the same map for the future of

-
1

the organization.
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- - CHAPTER SIXZZTHE ADVENTURE CONTINUES ‘

- s
—— -
-»

s

FOCUS THE DESTINATION IS BUT A'PAUSE IN THE CONTINUING JOURNEY

Has ‘the "dest1nat1on" been reached?~\Ehat will it be like--this
"dest1nat1on " whexg has this adventure in p]ann1ng Ted the traveller?
It s time to check.the compass:. And it's t1me to sort through the.
memorabilia co]]ected a]ong the way--to wr1te the memo1rs, d1sp1ay the
artifacts: The perennial d11emma What is to be done w1th it all and

where do %we go from here?

The data has been collected and ana]yzed dec1s1ons and action p]ans have

been made: There has been a reexamination of the reason for be1n@ ’a\
return to the source'-the purposes of the organization. o Q;:h

v N

. S~
It is time naw to evaluate What has happened, where the.organization is,
where piénnfhg is in the ‘structure of the organ1zat1on, and how planning'
information is. presented Is planning 1nforwat1on useful and available to»
dec1s1dn makers for the 1ong range d1rect1on of the organ1zat1on as we]] '

Ny



the way, and the benef1ts which have accrued: ‘The pianner may question
whether the hazards been overcome, and the requ1rements for successfu]

" strategic ptanning oeen met .
= e

- A '\ )

The four parts ofy th1s final chapter rev1ew ard expand upon some bas1c :
eleinents, and exp]ore further the adaptat1on of -the’ 1ndustry based model
to educat1on, successfu] change strateg1es, (part1cu1ar1y 1n times of

organ1zat1on ) ' .

g

2 T

REVISITING THE BASICS

i

DOCUMENTATION
w' ~ ;-‘ !
|

The planner Writes the mémoirs How the p1ann1ng research data,
dec1s1ons and act1on plans are presented can enhance or 11m1t the
understand1ng of both the process and the results. The p]anner
describes the process; what has been found, its significance in terms
. of the organ1zat1on, what has been dec1ded and f1na]1y the 1mpact of
: the decisions.. These. memo1rs can literally prov1de an 1nst1tut1ona1
history of -the; organ1zat1on through the de]1neat1on of its purposes,
goals, obJect1ves and ultimately its accomp11shmen;s. '
The criteria used to determine what should be included in the
documentation and how the information should be packaged and presented
must be: What will be rnost usefuj to dec1s1o§ makers, ow and. in the

»

future

Informat1on can be forwarded as it is co]]ected or 1t can be packaged

users, e1ther those mak1ng dec1s1ons or to those who need to be kept
~informed: Another opt1on is to combine the two--forward 1nformat1on
- as it becomes ava1lable plus package the 1nfonnat1on year]y The
on- go1ng 1nformat1on assists managers .in ke¢p1ng current with prograﬁlo

<
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planning activities. I|he yearly package becomes tne “i1nstitutionai

history""as well as present1ng the total picture of the organization
at times when it is necessary for across- “the-board analysis and
decision mak1ng

- -

K

An enormous-amount of data cap be collected during the process of

conducting surveys, analyzing legislation, researching trends and
deve]op1ng scenarios of the future: The d11emma The data needs to
be available, but to present it all becomes:.a case of information

‘overload. To ame11orate this prob]em, information can be packaged in

different ways to achjeve d1ffer£nt purposes. The original source

documents; i.e., survey printouts, need to be preserved. From these,

information should be selected to be included in source reports, and
then summaries should be prepared which further encapsulate and format
strategic information for decision mak1ng See Append1x 1 Levels of

Survey F1nd1ngs-

The Santa Clara County Of fice of Education Strategic Planning
EhVirohmehtﬁj Market and Evaluation Source Books display selected

- source aooﬁﬁentat1on ‘The Strategic Planning Summary Report and
Horkbooks d1sp]ay summary results in "Storyboard" format, where -

1nfornat1on for one program is presented on one double page The

presentat1on, which portrays the purpose and process of strateg1c or

']ong range p]ann1ng for an educational- agency. This type of
“presentation can provide further historical documentation to be used

for tra1n1ng w1th1n the organ1zat1on or in a sem1nar/conference

The 15 minute s11de -tape presentat1on, Strateg1c Planning --

'EdueatlonalgDeCleonfMak1ng for an Uncertain Future, was deve]oped by

the Santa C]ara County Office of Education and will continue to be
useful for these purposes

105
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TRAINING

planning process as well as the resu]ts The p]anner may . well reed to

recheck those assumpt1ons and p]an for tra1n1ng in areas where it is

. L%
members. Adequate training is essentdal for any change to succeed;

that training can be accomplished in several ways.

The Superintendent can provide strong leadership both to staff. and
board by taking a direct part in training activities. The activities
can emphas1ze thé ph11osophy and purpose of 1ong range p1ann1ng, as
models. The direct leadership of the Superintendent in 1tse1f mode]s

a problem solving and change process.

As managers participate in a specific planning model; the planning
staff can provide program-specific consultive services in a workshop
sett1ng to assist in analysis of trends, deve]opment of program

\ descr1pt1ons, etc.

A5 new members are elected to a governing board, or new
managers/administrators join the organization, a review of the s
//ph11osophy and process w111 be in order. The slide tape presentat1on

[

EVALUATION

Evaluation strategies have been 1ncorporated into many of the options

thrdughdut this Manual, part1cu1ar1y through the activities of program
evaluators; and intrinsic in the reviews by administration and Board.
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The basis for evaluation-may be goals established by the
organ1zat10n, spec1fﬁc yearly 0b3ect1ves with evaluation-
specifications defined for each objective or a general review of the

activities compared with the mission or purpose of the program.

Various levels of formal and informal evaluation of program

activities can be conducted on an annua] or sem1-annua1 bas1s Wnen

spec1f1cat1ons.occurs prior to the adopt1on of the budget in 1a§e ////f
;ummer. : y
Th1s may not cn1nc1de with the need for evaluation information dur1ng

the early phases of the decision mak1ng act1v1t1es described in

Chapter Five. If that is the case, then a mid-year evaluation update

may be desirable.

-

~,

A mid-year eva]uat1dﬂ,of gach of the strateg1c planning units was
conducted at the Santa Clara Eounty Office of Education. The
eva1uat1on, comp]eted in January, provided 1nfonnat1oﬁi§o the
administration regarding the status of the year's directives as well
as a progress report on current objectives. This information was
incorporated into the strateg1c p]ann1ng documentation and was an
1ntegra1 part of the material considered. by the adm1n1strat1ve Treview
team when that team identified the long-term direction of the

progrars . - /
i’

Based upon the type of program and the kinds of a]ternat1ves that are
available to management there is a choice between conduct1ng an
in-depth evaluation of a fewer number of programs, a standard
evaluation of all prdgramé; or a combination of the two.
'Cons1derat1on should be given to the options available to managerent

regard1ng these programs Hhether regu]ar evaluations are mandated by

considered in determining the time and need for evaluation
information.
107 :
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‘The organization can also choosg between between having its own
internal eva]uat1on process, whether or not it 1s large enough to have
fu]] time professional evaluation staff; and h1r1ng external
eva]uators There is an op1n1on that externa] eva]uat1ons are a .

for po]1t1ca1 reasons.

°

. The organ1zat1on can also se]ect a means for eva1Uaﬂth the: p]ann1ng

process itself. For exanple; program managers within each major :

division of the organization evaluate the strengths end.weaknesses of

the process; the rodtes and the activities. This information can then

be directed to the planning unlt to be used in determining future '

planning activities.

Evaluation strategies must be feasible within the context of the

" organization and must provide useful information. The prqcess for

collection and presentation of data needs to match the resdurces and

staff of the organization. The proéess also needs to provide

information that is most useful in terms of t1me11ness, type,

. credibility, and presentation: .

’ I

e J

PARTICIPATION AND INFORMATION FLOW

I . ’ o 7 " - R . S

Defihihg the appropriate type of participatioh by ]eve1s of staff

is crucial. Who is 1nvo1ved and when; mhere information comes from

and how it is transmitted are questions which can assume a L

cons1der551é degree of significance. Careful thought needs to be

given to this issue, particularly as it concerns percept1ons of

importance of the act1v1ty or influence of people involved:

Using the established, formal administrative he1rarchy adds

importance and credibility to transm1tta1§. For example, messages .
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developing information to meet-their ultimate dec1s1on -making needs.

The need for: c]ear 11nes of commun1cat1on and clear respons1b111ty

Q?ccess of any change effort.- For

‘examp1e, as 1nformat1on is gathered at the program level and

- _transmitted to the administrative leadership there 15 interaction
between the two, Subsequent1y the 1eadersh1p rev1ews and makes

then carries respons1b111ty for the decision to transmit the
1nformat1on to the govern1ng board In each case, the paper f]ow -to

-equa]]y essential is the c1ear 11ne of author1ty--the organ1zat1on
cannot be speaking with many tongues:

Although the formal flow of information and a clear line of authority
are essential, personal contact is a]so needed during the staff
‘research and data co]]ect1on/ana1ys1s phase\ Pérsonal, informal
discussions often can achieve results quickly and foresta]f future
prob]ems by develop1ng greater understand1ng of the process itself or

of the information required.

ADAPTATION AND. CHANGE

'n

There are d1fferences between educat1ona1 organ1zat1ons and
industry:. These d1f£erences make adaptation of the industry-based
=2 °  model essential if it is to'be sticcessful. What are some of the

differences?

to be composed 1arge1y “of groups of independent profess1onals,
many of whon are self-starters used to making decisions within

'

their realm of;pedagog1ca1 expertise:
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¢ Educational organ1zat1ons do not contro] the "natural

&

resources" that flow into the §ystem -There is a comm1tment
to vserve” based upon neéd. . The motto on the Statue of
Liberty says: "Give me’ your tired, your poor,; your hungry
masses yearn1ng to be free. It.is the comm1tment of pub11c

. aff]uent An 1ntermed1ate un1t has some. atitude-oyer and
above that of districts, but the ph1losophy of prov1d1ng
services as they are needed preva11s—/SA district Cannot say
it will provide service on1y to the bright child; intermediate

units do not provide services on]y to the "br1ght" teacher, or

business manager: ..

: R )
¢ CEducational agenc1es operate under government mandates;- and :
with governing boards which tend to change frequent]y “An
intermediate education agency has more lafitude in services it

can or cannot provide, but st111 operates under ‘mandates.

w

@ State legislative 11m1tat1ons prevent educat1on agencies from
respond1ng dynam1ca11y to market cond1tions " Local and
1ntenmed1ate education un1ts have extreme]y limited ability to
raise revenue or adjust price (tax) for service. The '
jntermediate unit again has latitude over districts both in
service and fees for service. For examp1e, fees to districts
for media services may be adjusted; or_fees for 1nstruct1ona1
television. )

1nsurance sa]esman use different terminology and Jargon, as
. does the person in education: The p]anner needs to speak in
: the vernacular of the user of the p]ann1ng serv1ces
A
1f one accepts the prem1se that the only certainty about the future
is that 1t will be different, then 1ong range or strategic p]ann1ng 15




o

recycling throughout the process;

‘édgcatiéh and industry, what are the critical elements for the change

modei o% strategic piahhiﬁg to Work in educatibh? Thé éhoiéé of
planners’ view of the organ1zat1on, the ph1losophy of how change
occurs and the balance of resources, time and budget

HON CHANGE OCCURS

Research 1nd1cates that successful change in education occurs when
there is" an _adaptation of the process to tﬁe organ1zat1on and the . - .
organ1zat1on 'to the process. 1 Trying to ?it a square peg into a
round hole will not work| F1rst then, the 1ndustry based modele\s

the part1cu1ar organlzat1on, with its un1que combination of people and

resources.

THE POLITICAL REALITY

Educational organizations are in truth political bodies; not just in
terms of being governed by boards or federal and state laws; but 1n
terms of decisions being made by peop]e interested in the outcomes.
As such, educational organizations are not "pure" or always rat1ona1;

even though there may appear to be a rational, logical organizational
structure.2 Goals held by different individuals or groups within

‘the organization may not be the same and may even be in conflict. It

is evident, thereiijf, that change model strategies.should be flexible

and loosely coupled,|with emphasis on a continuous, negotiative

3

N
>
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Successful change also depends upon the leadership within the
organ1zat1on exhibiting a cons1stent ph1losophy, not on]y of change,

but toward the purpose and fiission of the organ1zat1on 4 A_

o

consistent philosophy of 1eadersh1p fiode1s persona] and profess1ona1L

commi tment to a course of act1on and acceptance of respons1b111fy for

action:

Other areas that contr1bute to_the success of p]anning for change
involve hav1ng a suff1c1ent ’ﬁﬁber, or cr1t1ca1 mass, of staff o
involved in and committed to the process and the resultant actlons
Involvement of only a few limits the ability to move the whole::: _
arganizatian Whether the plans appear to be central to the purposes
of the organization 1is also critical to success. P]ang,can be v1ewef"”
o as "busywork" without th1s perception of centra11ty——that p]ann1ng ‘
does makgha d1fference to the future A]so 1mp11c1t in the theory of

" materials, suited to the unigue needs of the organizatien: and "owned"

- 5 » F
- by those within it. .

cooe T | B

assimilate ideas and concepts, time to oeve]op local mater1als, tiiie
to train staff--it would be a 1ot.faster to force-fit a pre-designed
change mode] onto the organization. But time and pat1ence buy
acceptance and understanding. Succes$ comes through the process : fhé
process-—11ke a Journey to 6z through which the lion learns enough -
about himself to understand that he does have courage, the tfn
wpodsnan s act1ons preve that he has a heart and the scarecrow, by

,’ l
are and gu1des us toward our goa]s .
. , ]
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“THESE ARE TIMES TO TRY MEN'S SGHES“--RETRENEHMENf

There is an ebb and flow to organ1zat1ona1 11fe, Just as w1th an
1nd1v1dua1 or a family. There are calm, tranquil times; turbu]ent *and
c5p0t1c t1mes, times of growth and times of retrenchment’ Different
things are possible at different t1mes and different strateg1es must -

be used:

P1ann1ng for education in the 1980's presents a set of cha]]enges '
different from planning in some earlier decadzs Amer1can society is
]1v1ng through a per1od of retrenchment, reexam1nat1on of va]ues and
Successfu] 1ong range p]ann1ng will manage this retrenchment without
lTosing sight of the need for p]ans for fu ture regenerat10ngor
resurgence. Conversely, even during growth times, attent1on needs to
be given to poss1b1e future retrenchment '
f«

But the current cha]]enge is p]ann1ng for retrenchment,‘when
frustrat1on’among staff and clients is rampant; when expectations must
be lowered, and the burden falls heavily on local officials and

decision makers: And there . 1s no real alternative to decision making

based upon judgement. : . _ L

LEAST PAIN RETRENCHMENT

Ru’sel] Rhyne, a noted futur1st proposes that the cha]lenge of

orga'1zat1on suffers the "]east pain. 6 For this to happen;-
decisions must bé made early enocugh so that there are acceptable

choices. And different strategies may need to be considered at
different retrenchment phases. A strategy successful at one phase may
be i11-concejved for the next phase; and even a good strategy can be

carried to excess.
J - 113
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With sardonic humof, Rhyne identifies four strategies which have been
used at various times and An varying degrees by many organizations:

® Wine and Roses: - Buy whatever.seems attractive and charge

it. Proceed to'plan and do what you want.
. ® The Waiting Game: It's 3usz’% bad dream that surely will go
away pretty soon; fund the same programs as 1ast _year and -

- . o

sk1mp on imost of the new ones:

Sq_eeky Wheel Malntenance, Locate the yﬁudest screams; and

s+  cover those spots ‘with bandaids. _ .i

’ [

]

8 Optimize: Call ih\sbme scientific experts; they'11 tell us

whét we ought to do. !

: Each of these strategies may; at one time or another,lhave a degree
of acceptab111ty, depending upon the time and place of the
organ1zat1on in the retrenchment per1od But they are o substitute
“for careful exam1nat1on of a1ternat1ve f%¢ures prov1ded through
strategic p1ann1ng and do not supp]ant the need for judgment where
alternative choices are fitted into the context of the organ1zat1on.

THE ROLE OF THE PLANNER | .
What is the role of the staff planner and what is the place of the

planner within the organ1zatlon7 Again there are a]ternat1ves, based
upon philosophy and on the uniqueness of the organ1zat1on

N
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PLACEMENT
> :

‘ N . . ‘
Consideration needs to be ineﬁ'téftﬁe placement of the planning unit
Withih the dk@%hizatioh fhe goai is tb ensure that the resuits of

- / ' . ce T ,‘, .
¢ Planning staff needs - to be| seen as';ndependent and free to

- 5 ask the hatd quest1ons—~ﬁ/est1ons that need to be raised, but
(’ ' for a var1ety of po]1t1ca1 reasens may not be raised at the
. Tine manager or program level: : - >
» ’ C “
. - . 2 ) ?';'

\ ' ER A

® Planning needs to be placed so that motivation in-asking
- questions is not attributed -to p?rpetuat1n%gthe interest of
‘one or more sub—groups . )
.. ¢

These goals are most usually actomplished by having the planning unit

T ; T s A
-report diréttlyfto the chief administrative officer, rather tham to a
particular sub-division of. the organizath\.8 - -
ROLE " ] D s

’ - e . .
/ ) «~ . ; '

/

The p]anner s role may He v1ewed as one of research1ng key pol1cy

1ssues/ with no 1nvo]vement,1n strateg1es for dec1s1on-mak1ng In
this. vyew, p]ann1ng would be be protected fran the po11t1ca1 -

maelstrom. . L ¥§?5 '
On the other hand, the ;5156 of the planner may be seen as nore

fac111tat1ng groups thkough the mae]strom to dec1s1on making for ‘the
fdture . : , 4 ;
o . . . . .. 4

Y
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dec1s1on maklng authority rather than the p1ann1ng staff Bepend1ng

upon the unique ph1losephy and character1st1cs of the organ1zat1on
“the "p]ann1ng staff" can: | 7 LT L

? . C s -‘M- ;“7
’ - ~Collect informations o .

‘

iDeve]op a]ternat1ve séenar1os or cho1ces~V i.a

. '
] Tra1n to 1ncrea§e understand1ng of the-process and the
resultant data; ‘ - . ‘ _ ‘w‘ ‘i‘
§ Provide fac111tat1on 1n att1v1t1es from da ta co]]ect1on to

decision- mak1ng, o
. In1t1ate act1v1t1es to fbcus attent1on on problems or areas
- where a probiems appears to be 1oom1ng 1n the future,
¢ Schedule meet1ngs and actrv1t1es throughout. the prdcess,
_t1med to co1nc1de with 1ega] maniites Where necessary,

. Y
o - schedule meetings, etc.” to further the prOCess
R ]

a
«\‘

In this proact1ve view, the planner serves as a change agent for the
organization, déve]op1ng a process, nurtur1ng, fac111tat1ng, tra1n1ng,
and initiating where necessary to focus effort. The p]anner is the
‘cqndu1t to move the organ1zatjon from complacency to pgs1t1ve
adaptation to change.” . ¢ L

= )

CHARACTERISTICS | L

\1deas and contepts must be ahead of the aud1ence, yet not so fa';ahead
: that the audience is ]eft in bew11denment Change can take place only
:at the pace in which 1t can be absorbed by those within the —
organ1zat1on, either at decision or implementation levéls: Buf of all
the qualities needed by the planning staff, patience and persistence

v

owwership of {he proéess in wh1ch 1t has 1nvested mich of 1tse1f -The
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more loosely structured the organization; the ‘less direct the Foute to

change and the more frustrating the role of the planner. 'Patience,

persistence and a sense of the absurd are needed! .
®
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A WORD FROM THE-AUTHOR - :

If you, as a professional éaaésﬁaﬁa{ ‘planner; have made it this
far 1n e1ther the Manual or the plannlng adventure itself, you
already have your eyes on the horizon, rea11z1ng that though this
safari may be ending, 1t is really just beginning. Even as this
is be1ng wr1tten, new 1deas are. formlng and fnew strategles are
being tested' the v15ta ahead ‘is 1imited ‘only by vision and
wllliﬁgﬁéSs to endure. Your adventure and- your_challenge will be
to examine your organization, developing .and adapting your own
model to lead your unlque organizatiﬁn through the plannning

adventure.

IS ,

- It is the hope of the author that the ideas presented in thlS
Manual will whet xuur appetlte for the journey, as--

~.The tents are folded Wacked;

g S thé;;siari is. about to begin.
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Fo Glossary

Analysis of the Env1ronment An ana]ys;s of the externa] forcds

which impact the organization,” for example, current econdmic,
legislative, demographic conditions. The term is ‘synonymous wi th

environmental analysis.

Budget,obigéfT§§:?—Spgcific;Wmea§urable,acbievemeNt§,tc,béﬁ,,, L
accomplished during the annual budget cycle and included in the
organization Adopted Program Budget.

€lient: Ind1v1dua], group, agency or district either directly
receiving service from the organ1zat1on or contracting with the
organization to provide service to individuals within their

" respect1ve district or agency

Directive: Directions from the administration based on the resu]ts
of the strateg1c planning documentation. -
Eva]uatibn ‘A method of test]ng the accomp11shment of the
obaect1Vé§ as well as the planning process. ,
Function: Identification of the bas1c tasks of un1ts w1th1n the
organization;. regard]ess of the current organ1zat1ona1
structure. - -

—

Fund1ng Source: Source of funds for the operat1on ofﬁffprog[amff,f

whether from external, independent or 1nterna] adm1n1strat1ve
. and - discret10nary funds. ‘m o~

Manager, $1ne or program: The individual respons1b1e for manag1ng the
operat1on of a specific program . _

Manual: The:document AdventurefingElanang--Roadmap,toea Successful
Journey, which_ prov1des alternative planning models and °

‘strategies. It is ‘to be used as a reference guide to the

development and implementation of a long-range, or strategic,
planning process in an intermediate educational ‘agency.

;Market Analysis: An ana]ys1s of the demand ar need for sgrvices

which the organization can provide, or must prov1de when’
mandated. - ‘ . i

Mission Statements: Clear; concise statgments 6f the Basié
purposes of the organizatiaon which are used to provide
" guidelines for management decisions; the term also refers to
sub-sets of m1ss1an statements for _each pragram to fit y1th1n an

Need/demand for Services: Synonymous w1th market ana]ys1s

127




N

:..»‘_- Planmng Staff: Thejfﬁaﬁffﬁasmgned the respons1b1]1t;y for .. e N R
% ‘developing a planning process- and fac1]1tat:mg “its use s
vP]anmng, Budget and Evaluation: An: informal - operatwné] 7qn1t w1th1n v

the organization_ which mc]udes the functmns of budget, . RS N U
evaluation and planning. - ~ 2 o S W
Program Descrvption A statement descri’blng the conf1gurat1on of theg\
program within a given t1me period. N
. Tz // RN -:-'i:," we
Strategic Planning Unjt: A groupmg of functions of the e N
organization into one umt for planning: purposes ;" .. C
i R B v s i; ) Tt '
A
3
_ F 1 .
‘,_./
r / N )
J
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GENERAL FUTURES

Chap. 4 "App.'t
o FIRRE 9 & N
7 o SCENARIO ELEMENTS &
1 L3 S " L ’
RENAISSANCE TROUBLED TIHE-_Sf
ECONDMY N | '~ ‘W
National Recovery in late 1982; Recovery delayed .to 1§é3, _
: Growth averaging over - Growth averaging less
3% per year; - ; than 2% per year;
o -Inflation dawn to 5% \ - Inflation 8-12%
State . California ruch stronger; - . California follows nation; .
4% real growth in income 1% real growth in income’
. Local County stronger County follows State
o < °“ ;— - | \,
REVENLIE. Yodest ifiproverent in A steady stream of tax -
LFPISLATION Prop. 13 possible; cutting proposit1ons are ~ .
"Ng tax reduction measures passed
are passed after 1982
AT
. REVEWUES %; ,
State 5% real growth (1% real growth post 1982 . -
Local  8-7% real growth in] About 3% real growth 5 i
, *  property taxes. N .
. Revenues reach Prob, 4 B
limits in_many cities-.
and school districts . :
EDUCATINY \ I e
APPRGDRMTIO‘IS
Federal Little real growth Real decline
State- 12-15% more pag_pupil Real. decline per pupil
Tand_ =- . by 1987 S :
Local - : «
-~ :
CaEm _ ' léé ;
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EDUCATION ,
LEGISLATION .

Federal (/f

E¥POLLMENTS
ETHNIC MIX

PRIVATE
SCHODLS

—

TECANOLOGY

OCCUPATIONAL
TRENDS

4

SOCIAL
CHANGE

PUBLIE
ATTITUDES.

TOMARD

EDUCATION

+ -

i

= SCENARID ELEMENTS

RENAISSANCE

3

Major conso11-

94- L42, onsol
dation with méw programs

in scfence and nath

'New support for science.
‘math and voc. €d.

" . Slow decline in North

Countx, but strong

grovwth elsewhere

[

- Strong growth in Hispanic

and Asian students

Large potential shift to
private schools

Dramatic growth in use

of computers and other
high tech products-.

-~

H? qh demand for all

techr1ca1 fields but _

decline _in traditional
occupations

Some rev1va1 of faﬂ11v

and comrunity;

‘No maJor new soc1a1 con-.

for g.oha‘ educat1on
7

-

Fa
/

_ Revival of strong

support with desires

for programs exceeding
revenues o
. E3o

GENERAL FUTURES

(continped)

TRGUBLED TIMES S

Hajor Féiaiihg,

/

No new programs . |

Little’change

S

Slower overall growth

, : : "
' . =
: f

broportionate shi‘t to
Hispanic and Asian

Large potent1a1 shift to
Private schools

H1gh tech growth nearly

as large, but opposed

by many

Less occupational change

Cont1nued o S
disinteoration : _
of fanily and comnunity; 4

ﬂnmonstrations 9v°r
peace, env1ronment

language right$ and
global ethicsvg

as irre1evant, o1der
voters refuse support
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.

RENAISSANCE | | TROUBLED TIMES
. . - : - . ;\’“, ,;
. TEACHERS (,  Very high retirement = Adequate supply but

: and loss of best . more union militancy
teachers in technical . ..~ [ - o
fields; Nifficult . Declining morale
recruiting in some N L . -
fields; Improved rorale :

JUDICIAL - - Courts increasingly Court intervention R
. - withdraw from education increases, and court

= - : - appointed masters run
— ‘ rore systems i

TEACHERS Very high retirement ~ Adequate supply but
- and loss of best *-more union nilitancy;
teachers in technical ‘Declining ‘morale —
fields; Nifficult. o T
recruiting in some fields;
Improved rorale e

4

?

ADMIMISTRATORS  High retirement but good High loss of best aa¢\

retention atherwise; youngest;
.Shortage of young admin- Low morate
istrators; High morale ] . -

-

3
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440 BENERAL JHPLICATIONS OF THE SCENARIOS

The most powerfu) implications' of the scenarios are their . -

similarities. The two scenarios aref the result of careful analysis

that included review with senior education analysis in Sacramento. :

#hile there was agreement that sypport for educationa) programs is 2

1ikely to slow its recent. decline, there was also agreement that T
- roughly 12% more revenue per pupil was the best that could be =
A} expected by 1987. The key implications that are true across the )

scenarios are the following: A S

K .- Nemagds on public education are 1ikely: to increasingly o

exceed 1ts resources. A total increment of 12% spread over

five years could easily be absorbed/by a single group such as

special education teachers or technology enthusiasts:

a8l

© .= The continued squeeze on Statg and Federal prograns for
education is likely regardless:

ikely . of near term‘political
trends. The Federal government is essentially broke whether k;

L Nemocrats or Republicans are elected, lederd1 support for .
minor programs such as_education will be lost in the conflict

‘over Social Security, Defense, and pconomic. policy.. At the

state level, ;bgngﬁﬁtﬁvbf,thé‘éCbﬁbhyfjgifaf fore important
than whoever occupies the Governoris chaire -

== A growing range of‘ﬁiiiatéi nonprofit and ﬁéﬁ-éducatibnaT

public agercies will offer educational services. These "
i services will dnclude-arts; child care, science; music, '

computers, special education, vocational. training and many-

othergzifﬁ%ngé,éﬁd‘highér jncome parents will be ’

increasingly willing to huy-such services,

".. Bublic edutation will find itself in increasAng competition

- . with other organizations for talented teachgrs and .
adﬁiﬁist?ators. . ) ‘ . ‘ N
-- The growth of non-public éddtétibhé17programsi;§ﬁ§*8éﬁéﬁds
~ of .parents for a wider range of services and the competition
. for talented people will be rmuch stronger in Santa Clara
county than elsewhere. Relatively prosperous and well

.educated parents can be both a hiessing and a curse.

- The ‘conflict hetween education of the gereral _population and

- special services to special groups is 1ikely to become

" increasingly bitter.

T
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5. POLICY IMPLICATIONS ) \ L
i R
While much imore detailed policy ana]ys1s rema1ns to be done, some
genéral po1icy concepts are a]ready apparent,
a : e
N <= The key to 1mprov1ng the pub1icfg@ucatjgnfsyg;gmqu the k
future will be focussing resources’ “on core programs. Try1ng
to save eVérything will save nothing.:» S
nfl*(.‘ i . - “,
-- The key long run-adninistrative fssue will be planning: how to
recruit and retain top quality, younger, teqchers and
- administrators, The educational 1eaders of 'the future are
“- being lost today. ﬁi - ) :
g -- Financ1a17p1ann1ng mist focus on 1ong tenﬂ improvewents qs S
* . well as short tenn surv1va1 . P gl

-% Non- puh11c educationa] programs are_an opportun1ty as well as
*a threat, Eduntv parents_are largely willing and able to pay
- for special services; Helping organize such external programs

(with aid provisions. for low income parents) could reduce N B
pressures on the public system; 1intrease resources for core .

programs, and provide additional income to public school
ﬁeachers. -, ' |

-- Imaginative new institutional, financial and administrative

arrangerents will be part of v1rtua11y any successfu1 new
educational pa]1c1es.

-- Pleér coord1nat1on of public programs will be more important

than ever, There-will be a continuing reshuffling of

programs, roles and responsibilities that will affect many
students.

= : ", ‘~

r

-
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T DATELINE =< JAWUARY 1988 o

Happy New Year| Th1s is the time of year when journa11sts traditionally offer

their readers 1ists -- the ten best or worst movies af the past year, the most

admired- Amer1cgn53 the most important newsmakers. Even education editors are 1

,D?F immune $e”this journalistic vice. My personal list’ covers what I consigér
'7portant.educat1on related headlines and articles that appeared . in
newspapers in 1987. "These headlines and articles were not .~ :

es<arily the most dramatic or sensational, but/they highlighted an .~

uence or trend that significantly affected or invo1ved educat1on in 1987,

d that will continue to do s0 in 1988.

Forthwith and w1tnout further ado, my list, not in any,part1cuTar order, a1ong

with my reasons for choosing each head11ne and apcompany1ng art1c1e

Sunnyvale Firm Rét?éini Its Eﬁbiojééi--toiiéﬁéibrédititEiFnéi‘
Horkers Pra‘fse Cumpany and School Systen

This headline referred to s training project funded by federal money provided

through the Job Training and Partnership Act of 1982 and supported. by the . -

private cap1ta1 of an_ off1ce mach1ne repair company Tocated in Sunnyva1e

Faced with a dec11n1no demand for repa1rs to. typewr1ters,eca1Cu]ators. and
_other non=c rputerized office machines, the ABC 0ff1ce Machine Repair Company
“saw it Usiness disappearing. And yet the company's president; Stu Manning;
. perceived a growing demand for repa1rs to 'small .computers and word processors
hot covered by manufacturer's service contracts. How to solve the problem? _°
Lay off his present workers and hire mechan1cs trained in the new techno]ogy’

Even if this had been a viable solution (and it wasn't, as computer mechan1cs
are in short supply in our area), Mr. Manning was -concerned about his -
emp]oyees and their families. He cared enough to 1nvestigate the poss1b11ity
of retraining his present employees to handle the chang1ng nature/ of office
mach1ne repa1r _ e e

, Tne article that accompan1ed the head11ne enumerated the various d1ff1cu1t1es
Y thTS c0mpany preS1dent encountered in h1s 1nvest1gat1on For examp]e, he had

the re1at1onsh1ps ‘between educat10n, business, and the federal government oy

. And the educational and governmenta1 red tape he uncovered would hhave been .~
enouah to discourage .anyone. “Fortunately however, Mr. Mannjpgf@gg a fighter,
and his attendance at the ."1986 Partners in Technplogy" Conference in San _

. Diego had helped him gain an insight into ways that private industry and : -

educators can cooperate to teach Americans the new skills they. requ1n§; The

Lonference also provided him with information on possible funding sougces for.*

retraining proaects ) ,
135 “ : ) N ,"‘
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"of solving the retraining problem; but it showed that the trend toward

V4

If any one of'tneqyff1cu1ciesnf. Manning encountered had not been overcome,

his. retraining project might nevér have been more than a good idea. Howeyer,

despite problems, his efforts resulted in a federally funded training program

at one of our community colleges, and the employees of ABC Office Machine

Repair were retrained to.meet the demands of their changing job while working
part-time and receiving full-time pay. The project cost the company money in

terms of lost work hours and textbooks; but Stu Mannjing feels it was money

well spent. And now that his employees are retraingd and working full-time

again, he may be able to recover-Some of his expenditures. through a state
grant*program started in 1983 -

* This story highlights a major problem in our area and one way of solying it;

even. if in a small way: For the last five yedrs we have seen increasing

numbers qf unemployed workers in Santa Clara County, usually the ones with the-

least technical 'skills. While California has begun to recover from the
devastating recession of the early and mid-80's, unemployment due to the

changing nature of the job market is still a big factor in the moderate rate

of recovery in our area.

Available jobs are concentrated in the fast growing service -sector and

high-technology industries; especially the.computer field. The massive job of
retraining workers for those jobs is imtimidating and costly; but when the
government, private enterprise (even small firms like the one in Sunnyvale)

and public education team up in cooperative efforts, it can be done.

~ ’ R . e L= o L -
.Igggéwaré rnow several such cooperative efforts in the Santa Clara Valley, but
~oct Of them involve the larger™industries, those with substantial *amounts of

capital to devote to training projects: The trajning projects of the Fairpatq

Aircraft Company, for example, have been-well documented by the media. I

chose. this headline and article because it not only indicated a creative way

retraining; rather than laying off employees; has finally filtered down to our
smaller Business operations. "Workers praise company and school system," said
the headline. So do I! o . -

5 -

“ ‘Taming Teacher Attrition--Johnny's Teacher May Also Be
| = . His Parent's Co-worker - 3
/ : MOTRET , |
This head)ine caught my éttehgidﬁ,thig,iast yéar'bécagiéfiEfdﬁaéFéédFéd,éh""’

innovative ‘approach to handling the attrition of teachers from our local . =
schools.’ A o ' _ s

Back in-the early 80's experts predicted that one result of the funding

true, and was a continuing trend until recently:

problems afflicting public education would be a shortage of qualified _teachers
later in the/decade. These experts cited several: factors: the age:of most_

tenured teafhers and their anticipated retiremént; the>fact that recruitment
of youngef teachers had been virtually halted due to money shortages; and most
signifigantly,; the fact that talented teachers; especially those skilled in
math afd science, were being lured into better paying industrial jobs. Unlike
some/predictions, this forecast about teacher attrition proved to be only too
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representatives, educators, and parents in our area prevai]ed upon both

industry and the schools in early 1987 to share their human resources for

mutual benefit. Under cooperative drrangements between public_schools and the

private sector; many sponsored by the county chapter of the California - .-
Business Roundtable, various options were made available to help stem the
drain of qualified teachers from our schools and to provide supplementary
teach1ng support as well.

For example, a well qualified but underpa1d high school math or science:

teacher may now choose to work part-time in his teaching job and part»t1mé in

a better paying job-in 1ndustry The, arrangement 5 supported by both the
school system and the company.. The high school recognizes the teacher's need
to upgrade his income; the firm recognizes that his teaching skills will help
upgrade the ski115 of students entering the job market. Or a well paid '
company executive may now obtain release time from her company to teach
bus1ness administration classes in a community college:

As the headline indicated, this innovative -approach has only tamed teacher

attrition in 1987, not solved the problem.. And there are other factors

helping to keep teachers in the schools, too. Accord1ng to a recent Harris

go]] the average Californian's attitude toward education improved during the

986 elections when many educat10na1 issues were clarified for the public. As

a result, the tedchlng profession is now perceived in a better light. The

modified differential salary levels endorsed by the California Teachers

Association in early 1987 are now being negotiated into expiring teacher

~contracts, and some of our local school districts have dlready been affected:.

There are even creative ways of 0ffer1ng our teachers affordable housing; such

into faculty apartments

To be sure; the options described in the article are not without their
problems. Some educators and business representatives fear that the new
cooperative arrangements could piace controls on curriculum or job hiring

practices. Tensions have arisen between teachers who will be offered

differential pay increases in their contracts and those in fields such as
En“h and social stczies: who may not be offered these adjustments. :

While teacher attrition may have been tamed; these problems will 5till be'with

us 1n 1988 I'm afraid. Although now a cc- worker ip industry, Johnny's .

representat1ves and educatorg ;% And within the edycational community itself,

the morale problems we're wi ness1ng will continue to test the dedication of
even our most comm1tted teachers. :

b

The Reformat1on That Never Happened An Update on Teacher Eompetency.

The refohnat1on a11uded to 1n th1s 1987 head11ne concerned a movement,that

began to_gather momentum_in 1982-83. For years we had heard opinions from.

various segments of the pub11c regarding the need to _improve public education

through tougher standards in teacher h]fjng and dismissal; graduatlon

requirements, and curriculum, but it wasn't until '82- 83 that a movement as
sach cou1d real]y be d1scerped

f_ﬁ . 4'T- 137 _1:3;?



What was interpreted by some as a voter referendum in the €lections of 1982

gave impetus.to the movemgmt, and Soon we began to read about studies calling
for 3 return to state-mandated high school graduation standards and more
demanding classes. Recommendations,were sent to the California Legislature® -
calling for simplified -procedures for teacher dismissal (including the release
of probatiorary teachers) and proposing that model graduation requirements and
‘curriculum standards be developed. Coalitions were formed; the State. ’

‘Department of Education, the state PTA, the California Teachers Association, -
and -the California School Boards Association all debated the issues; and the_

State Superintendent of Public Instruction proposed to the Legislature a bill

which would require a "core curricalum” for all students. The reformation
movemerit was well under way by mid-1983. S
The article accompanying the headline reviewed this past history and then went
on to describe the controversies over these issues which continue to be

debated to this day. While ft's difficult to simplify all-of the arguments o

and counter-arguments, the fundamental disagreement seems not to lie with the -

need for tougher standards, but rather to center around whether these-tougher

standards should be required by legislative mandate or simply recommended to
" local school districts and‘left to them to enforce. 7§otb[gj§?§;§§§m7§9fh§ye-ﬂi
strong proponents for their views; S0 while several bills have been introduced-

“~—- 1o the Legislature, a 1 legislative measures have been stalemated so far.. =
Many leqislators are understandably leery of more educational mangdates in. 3
light of the various lawsuits over funding mandated costs.that have been in .
the courts since 1982. The author of thé article therefore concluded. that the
reformation -has “"never happened,” and that the reform movement has

consequently been defeated by these ongoing controversies.

But is this really true? This headline and article are important; I believe,

because they sum up what is often a popular misconception concerning the way
that change occurs. .Change is not always the result of either.-"official.

recommendations” or "legislative mandates” -- it can occur subtly, sometimes_
almost_imperceptibly; as ar outgrowth of a well publicized debate such as this

one. Surely the recent rises in our students' scores on SAT tests (now up

from the 1582 low of 27th in the mation to 19th in the nation) &gn be

attributed, at least in. part, to California's increased awareness of the need

for higher instructional guality and better student performance.

In 1988 we should be alert to other developments in education that might
substantiate this hypothesis. The reformation that never happened may in fact

ho. hannanina rinht nndoer nur nncac

. 138

L




o o o o o o o o

DISTRICT SUPERINTENDENT'S SURVEY
TOPISY |

OVERALL DISTRICT OPERATIONS

CHANGES IN STUDENT POPULATION
CHANGES. IN PARENTS/COMMUNITY

DISTRICT GOVERNANCE AND RELATED ISSUES

DISTRICT PERSONNEL -

R
INSTR_UCTIONAL SERVIGES-@?‘;BiREeT AND SUPPORT
SPECIAL EDUCATION "
ADMINISTRATIVE SUPPORT $ERVICES
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DISTRICT SUPERINTENDENT S,SUBVEY

<

~ t-iiiiiiiiiittittttttttttttttttttttttttttttttt*tttttt*ttii AR AR AR AT AT E LT A
>

RESPONDENT 'S NAME :
DISTRICT: __ - , | - -

DATE: g : : DISTRICT TYPE

1.0 OVERALL DISTRICT OPERATIONS

- 7 Tt Hhat will be the greatest soc1eta1 trend affecting pub1ic education
N dur1ng the next five years? —

s (PROBE: Wnat effect will it have?)

1.2 What should the function of education be?

. i;3 Nhat is the most 1mportant or outstanding instructional innovation

taking place in your district currently?

- \
N -
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&, Wil your district's 1nstruct10nak day:

 pecrease __ Remain About Same ___ Increase /__ DK/NA

COMMENTS : S ——
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STRICT SUPT'S SURVEY

* bs Will graduation requirements: ,
‘ __ Decrease __ Remain About Same __ Increase __ DK/NA
} COMMENTS: -} L T

. -
e

c. Will allocations for remed1atidn programs
Decrease Remain About Same ___ Increase ___ DK/NA

. ®

v~ COMMENTS:

d. Will a11aeafjéﬁs for gifted students:

T Decrease Rera in About Same __ Increase __ DK/NA
- COMMENTS: . I
I.5 If you were to suddenly Tearn that, in §§§ ﬁéifw?1sca1 year; your
- district’s. QEnerglffgngéwould be increased by twenty-five percent,
_ what top three immediat goa]s would you set for your district?
- - = \ —

2.C CHANGES IN STUBENT POPULATION
2.1 Over the next five years, describe the changes you. foresee in your

district's student population.

‘as, Numbers in Overall Enrollments
___ Decrease __ Remain About §amé _ IncreéQS\H' __ DK/NA

é%gg@gj Specify changes in different age groups/gratde Tevels.
at steps will your district need to take to respond to these

-~ changes?)

é ’ ‘:" T

4

COMMENTS: o

g
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¢ 1 P ’ . ') Loy ;'T;r - - ! / v ,;7
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. ~—

b. Réce/Ethnic Minority Students s

Decrease __ Remain About.Same ___ Increase ___ BK/NA

e B , I
(PROBE: _Specify changes in-different minority groups. What — —  —.
steps will your district need to take to respond to these
changes?) _ o - A

o COMMENTS: . L ST

. . 2 ] i
c. Special Education Students
» v . D
Decrease __ Remain About Same -__ Increase ___ LK/KA
(PROBE: _Specify changes in handicapping conditigns: What .~
steps will your district need to take to-respond to these - °
changes?) ' ¥ g

> -

COMMENTS: _ - = I

! d. -Bilingyal Students

Decrease __ Remain About Same __ Increase DK/ NA

(PROBE: . Specify changes' in groups~6f bilingyal students. What
- steps will your district need 1 take to rés%ond_tofthese u
changes?) ' e

' . . =

COMMENTS: __

t

'
.
e
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RICT SUPT'S SURVEY - - : . "
3. 0 CHANGES IN PARENTS/GBMMUNiTY
il R 81 Over the next five years; describe -the changes you foresee in
S parents and community with respect to fhe fo]lowing
qua]1ties/characterfst1cs :
)' j - I Z v\‘. < gy
a; Level of p | 'ta]/comﬁhn1ty involvement ;
;. Decrease . Remain Saré. ihéreaﬁe L;;fADRINA
.= : NG T -_—

PROBE ﬁhat ‘factors/indicdtors do you use tqugggg[gfga[ggpglf
compiunity involvement? Attempt to make distinction :between
1ntere t in issues versus w1111ngness to €9mm4£4time to

., classroom or committee work.)

- © COMMENTS: — - = ' . L
| A~ |
v ,%' — ’
= E Sqﬁﬁéit for Pub]ic Education : \J
: __i_ Decrease ;;;_ Remain Sare — Increase ___ DK/NA

J ot PROBE What factorslindlcators do you use to® @egggge parental
: ¥ {and community support? Also, will there be a difference in_ s

¢ 'sipport between connunity parents and community non- parents?)

. COMMENTS: __ o | A

2 RS Overall Expectations Parents have of Distriat
K Decrease ___ Rerain Same .. __ lIncrease  ___ DK/NA g
] EOMME#TS R . E - i
& ' ,x .
’ 3.2 Hha: do parents tell you they want post from schools for their -
‘ children? =~ V! w .
. =
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DlSTRICT SUPT'S SURVEY

4. o oxsmcr ségr:nmnes ANB RELATED Issuss

4 l 'Over the next five years, what major chaqgef; if any, do you

- foresee in the way your district is governed7

=
4.2 Over the ‘next five yé rs will state control of local education = 7
i agencies: . e . L - : - —
o » : : - 77£‘7-4--:‘ .7 ) . - . \
__ Decrease  ___ Remain Sane ___Increase.  __ DK/NA:
COMMENTS: o, -
‘ = T : . . - s ; - x
G S

4 3 Nith respect to administrative. rather than po11cy matters. w111
your board S 1nvo1venent .

- Decrease  Rermain Same | ., - Increase  _ . DK/NA
coleENTs o | J )
, - -
- 4.4 Gver tHe next five years,“ﬁil]f;peigunber of PAC's in your d1str1ct
- * or the amount of organ1zed parent 1nvo1vement 1n dec1510n-n;k1ng i
Decreé§e " Remain Same /Increase — BK/NA -
(ﬁﬁbéé WA federg]ertregu1at1en reduce the overall nﬁﬁBéFéEE?
adv1sory groups in q?strict7) ) SRR
- ' COMME NTS I e ’,A
- . . ) LY 2
t -
,
o R _ _
3.‘7 w‘
- ) o4 - ° .
—s : e ; P ¢
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. DISTRICT SUPT'S SURVEY'

5.0 DISTRICT PERSONNEL o , -

1Y
’

5.1 Over the next five years, will the ability of your digtrict to hire
qualified certificated personnel: - : §@§

Decrease Remain Same - Increase ~ DK/NA

. - (PROBE:. Distinguish between problems of financial ability and

problems of.a shrinking pool of qualified candidates; what areas
[e.g. math/science, etc.] will be the hardest hit?)
COMMENTS: - R h

5.2 Oven, the next five years, will the ability of your district to hire
qualified classified personnel: . :
5 __ Decrease Remain Sare " Increase __ DK/NA R

(PROBE: Distinguish between problems of financial ability and <

problers of a shrinking pool of qualified candidates; what areas :
[instructional aides, professionals, dp personnel] will be the ;
. hardest hit?) - ' :
COMMENTS: - ' T
“,”_\,, - ,i{,,,,;,, LS SR S . :

5.3 If you'foresee difficulties in securing the services of qualified
employees in the next five years, what, if any; steps will your -~
district take to mitigate the problem? R

N =

5
&
<\('\ L
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{STRICT SUPT'S SURVEY
¢ §% o

" - 5.4 Over the next five years; will labor relations in your district:

+ DK/NA

—_ Improve géﬁéih Same - Worsen o

(PROBE: What implications will thése changes have? Will changes

hinder or hamper efforts to improve the quality of-personnel [e.g.

questions of tenure, different1atedtStéfﬁiﬁg]?a

J - — —_— it

S ;

o

[S .0
.
wl

Over ‘the next five years, will bargaining unit involvement in. your
district's decision-making: ‘ .

& Decrease Remain S;hé — Increase  __ BK/NA

COMMENTS: _ ‘ .

"6.0 INSTRUCTIONAL SERVICES==DIRECT AND SUPPORT . =
. 6.1 Describe changes, if any, you foresee in your district's level of
- demand/need for the following COE services over the next five years
and éxplgih,;hg key reasons for the changes: s

é L] Staff7 Drei i e;' i oiiplil 7877 7t

"""'\*F"*— - - e 7. F
____ Pecrease “Remain Same

—

Increase . ___ DK/NA

COMMENTS: ' : , - )

YR

b. Curriculum Development
:__:kéiﬁiééié _-_ Remain Same  ___ Increase . ___ DK/NA

COMMENTS: I ; o
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UTURE OF OUR SCHOOLS = -

-

A kQQK AT 1987

‘How will education in Santa Clara County change by 19877 The Santa Clara eounty Office of

_Education is planning its future and seeking information from experts who respond to two views of

' "1987: Factors to be considered include economics, Ieglslatlonéevenue, demographrcs and other

socnal and polltical issues that affect public education. S
The forum features WILLIS HﬂPME)N noted futurist and author, who presents a broad perspectuve )

of world events focusrng on cuitural and socral ehange

2l ts

—Parents are welcome partucrpants ) Limited seatrng avarlable . . L.

AN

SCHEDULE OF EVENTS

8 30 am Ganeral ‘Session : S 111:45 Lunich on your own-
: to. Glenn Haffmann will open the foryfrn,fbﬁy ex- :
4 10:18 piaining the process of strategic planning and 1:15 pm Labor Relatlons o
P futuring activity at COE, to How will labor. and management meet the chal-
Willis Harmon, noted futurist and author, will ( 3.48 o Ienges of the dwindiing resources and expand-
present a broad perspective of world events ing public expectatrons at the state and local
focusing on cultural and social change. . level? ‘ S
Richard Carlson, economist and futurist from : or '
Stanford Research institute; will introduce two Classtoom Technology : -
views of the future of publnc educatnon in Santa How will explosive .advances in. technology
Clara County. ) affect students and the way they learn?
b 5 j' 3:00  Parsonnel Resources and Development
‘/O :30 Child Carauﬁvf e : : to As education’s work force grows older, how
to How-will changes in family structure work— 4:30 will _staffing needs be met? What might staff
_-11:45 force and funding pnonTes shape the future of _ development look like in 1987? .
T chiid chre programs"’ iz or
N _ _or ) Support focfmology .
Vocational/Caréer Educarmn What will information handling technigues be -
- What will tomorrow’s workers need to Rnow -in 19877 How will offuce and school manage-
—*and who will teach them? " fent be affected by thls new technology?
i — _ ?
Date: February 23, 1982 : Place: County Office of Education
Time: 8 30 am to 4:30 pm i Conference Center
AL 100 Skyport Drive

San“Jose, CA 95115

" Registration: “/

' . o
No pre- regrstratlon requlred first come, first served. No reglstrat|on fee Lunch is on your own. /
f

. - .
Snmn Clava Coumy Oﬂnc- o Educnlmn Grunn w Hoﬂmnnn Supenntendent. 100 Shworl Duvu San Jose. CA 951 15 uom BA7 BBBS

\. Producen by
Distnbution Superntendents Assistsnt Supers imendents. Bosrd M-mbcu in Sants Clara Coun v mxgr\hormg county sducation otfices 1.000 copes. 2/82 DB mr/ (596)




EXTERNAL TRENDS RO .,:' _ R

/ R . ,;.

: Doﬁﬁnant Externa] Trends h _ - e

.- The discussion:centered on two trends wh1ch are likely to

. . dom1nate the com1ng decade

1. _the explos1ve growth of new 1nfonnat1on and cuhmunjgatjgn o
technolog1es which will change the economy, education and other
ins€utions. The r980 s wjﬂ] see mass use of_these ﬂew

téc nolog1es * . 1 —‘H

. An ternat1onallgat1on of soc1ety where internal migration;.

~ competition; trade and military conflict will 1ncreas1ng]y affect:
. the 11fe of the average Amer1can

[aS TN

EBUEATL@NAE TRENQS

i -

'{i~l.f Techno]ogy is chang1ng both -wha t needs to be: taught and how it

institutions rang1ng from the hoine to pr1vate schools. Lack of
dccess to home computer systems could expand ~the academ1c gap.
between rich and poor.

v .
LY

ﬁ‘:'

3. An economic gap is opening between those w1th academ1c skills

(particularly technical) and those without. ' This educational

problem could add to racial. and éthnié édn?liét

These general"” trends are leading to a who]e ser1e§uof curricular,

organ1zat1ona], political, staff and special edutat1on trends:

< .
New computer skills neéed to be taught:

Computers: fiay be helpful in teaching other skills. |

Yols need to be sensitive to a broader range of cultures. -

5. Fast techn1ca1 change requires more emphas1s on core
thinking, learning and communicating skills.

6. Techn1ca1 know]edge w111 be needed by more of the
‘ workforce. : .

7. Humane teaching wiTi be more iﬁbértanththin ever.

I S L
/{/ o 8. Social stud1es w111 still be important.




,',,,7 o=
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Ue ar: ' - ; . ~ _

Ear11er this year you participated in ‘an interview w1th the Strategie

-Planning Team from our office._ The team was collecting data for an
'~ana1ys1s of the env1ronment affecting public ediucation today _In.

appreciation .for your participation, we are enclosing copies of the

Strategic Planning 1982-83 Environmental Analysis Source Book and Summary

Report.
The Source Book contains two,future "scenarios,"” canments on a]ternate B

future possibilities and summar1zatﬁons of interviews conducted during the'

env1ronmenta] ana]ys1s .

Based on the data obtained, trend Statements were formulated for-each

' major program area of our office. These trend statements, along with f"  |

p]ann1ng assumpt1oﬁs, form a major part of the Summaryekeport

The Team fee]s that the materia1 collected during the first year: of /
strategic planning has provided a valuable data base. However, sinte t
‘is an on-=going. planning effort, some areas may requ1re re-examinat/
update-andlor validate the f1nd1ngs Add1t1ona1 areas may need t
addressed : T Ve

-

the future

<

We rieed your comments! P]ease return the enclosed questionhaire 1n the
envelope prov1ded by September 15, 1982. Thank you. ,

Very truly yours,"

fAsst Super1ntenden

Terry McHenry, sst. Su
Business Admina'stration Division




Chap. 4 App. 7

o ~ SANTA CRRA COUNTY OFFICE OF EDUCATION g
B NEMORANDUM |
© 10: Ed Aguirre, Dorothy Burns, Bill Gainer T
CCIFROM:  Terry McHenry, Assistant Superintendent S
) "‘i.%.,r.,;..BuS%i,ness Administratjorr Division ; : -
T DATE: ‘Septemper 20‘ 1982 A ' ' -
| :SUEJECT: Env1ronmen€aﬂ Trend Update for Strateg1c Planning ,'.f

v . LI
‘- : :- s«‘

Copies of the Strateaie Plan F1sea1 1983 have been d1str1buted to all MCS

Team members; and d1v1510n Tevel meetings are be1ng scheduled to review

the P1an.

> part of the process for updating the Plan is to review the EnviranmentaT

Trend Statements to determine whether the current 1nformat10n 15 va11d

‘accuracy/va11d1ty’and fa ke any suggestions for further exp]oration. This,

the second in_a series-of reguests for. information from program managers,

‘provides additional opportun1ty for managers to directly part1c1pate 1n

the. strateg1c planning effort. L N , -
~You mayfwj§b7t9 have the comments routed through yeur office for review :
_pr[orftgftrqn§m1ttjngfthemftqfﬁEP* Please have the comments, or a note - T

indicating concurrence with the statements;. returned to CEP by ectober 4. ;

L - -
EEE TR S N
o !

Note: You may wish: to have your managers mark November 29 on tneir )

pub11c education,

cc: Dave LeCompte : P AR JE N

5, 153
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Eirﬁibﬁ Chap. 5 App.1

" Migsion Statements

ROPS. To cooperate with local school districts, community colleges, and

industry to provide regional programs which offer entry-level job
. ‘training, groundwork for advanced trafning or education, ‘or retraining in

a variety of skills which interest students -and meet labor market needs.
“ The clients are high school junfors and seniors, out-of-school youth, and
g adults; ; - .

Techrical School at the Center for Employment Training. .To ‘provide 'basic
Ski1Ts training for 16-18 year old high schooi dropouts who are enrolled

in CETA vocational training programs at the San Jose Center for Employment
Training. ' " -

Carear/Vocatignal Ediication and Guidance. To provide leadership and
coordination to school districts, community colledes, agencfes; industry

~and other_public and private organizations concerned with career/ :
vocational education and guidance, and to oversee the operation of the’

ROPS, Technical School (see individual mission staterents for these
programs), ;hd YETP.

° % The following trend statements and assumptions were prepared from source

material which is do€umented,in the Environmental Analysis Source Rook under

.. these headings; “General Futures," "Personnel Resodgces;" "School Finance;" -
e and "Vocational Education." L . T -

1. High technology industries in Santa Clara County. will continue to
experience a dramatic shortage in téthhitél pérSOhnel.

5. Industry's shortage of personnel ard the conseauent increasing demand on
public education for people with basic reading and math skills and even.
some computer 1iteracy, may result in new cooperative efforts.hetween the
public and private sector. _ RS S

- 3. There will be a trend toward increasing work experfence arrangements
te tween education and industry. S om

schools and industry itself will offer more specjfic technical training,
and public schools may offer less:

4. As technological change continues to accelerate, private technical.

5. There will be increasing awareness at leadership levels, both fn business

and industry, that public education needs greater financial, philosophical
.- and political»support. ‘ .
6. The desire of business leaders for an infusion of work €thic into school
curricdlum is increasing. - :

154
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Vocational a

d Career Education:

MAPKET ANALYSIS SUMMARY RESULTS

Market analysis results pertatning 'to VECATIONAL/CAREER EMUICATION are briefly
.summarized below. The survey was conducted over the telephone with a total of -
31 respondents: 20 school district representatives, 8 business and industry
representative and 3 agency representatives. The telephone survey was done as-
a follow-up to a pencil ‘and paper survey conducted by, the Nffice's World of .

Work Task Group. A summary of that survey has been included in the MARKET
ANALYSIS SNURCE RNOK, : o -

lising a scale of 1 (low) to 5 (high), respondents to the telephone survey were

ggggdi;qﬁgstina;ef?diqﬁé levels of demand for each of several services .
pertaining to vocational.education. Mean levels of demand are presented in

the columns below. For a more complete review of the findings; see the MARKET,
ANALYSIS SOURCE BOMK--Vocational/Career Education Market Survey. ' =
4 v . i

-  Mean Levels of Demand
Services . ‘ . Overall District Non-District

(COORDINATION SERVICES

] R ) 3.1 3.28 3.00
Inforration Exchange 3.2 3.11
2.9

o 3.44
© 102,95 ~3:00

Interagency foordination
DIRECT SERVICE TO STUDENTS 3.09 3:;13 3,00
operating County ROP's 3.21 3,38 2.RE
Providing On-the=Job Training 2.67 2:76 2.43

INFORMATION GATHERTNG/DISSEMINATION 319 3.78 $3.00 o=
Labor Market Information : 3.48 3.68 3.00
Training Program Information 3.23 3.50 3:3n
‘Curriculum/Resource Information 2.89 3:17 2.33

LINKAGES WITH BHSINESS AND -INDUSTRY 17 3.30 2,40
Interagency Coordination o332 3.65 2.63
Providing Technical Fxpertise o331 3.56 2.75
Expanding lise of Resources - - 3.15 3.39 2.63

CIIRRICULIM PEVELOPMENT ASSISTANCE ?.60 2:58 2.67

STAFF DEVELOPMENT . ©.
Serving Special Need Students

Updating Instructor Skills/Expertise

N w W

o ol
Ve Kiw Xou 3
B DD

ASSISTANCE IN SEEKING FUNDS 3.48

Coordinated/Mutual Grant Seeking 3.31 .38
Exploring Funding Alternatives 3,37 - 2.38 ¢

i Wi

N~ NN
A OIN B
~
w
]

Beveloping Business/Industry Funding 3.96

PROGRAM EVALUATINN ASSISTANCE . 2:32

W TN
. -
QW
N WO
ro
-
&

PROMOTION AND PUBLICIZING - 3:12

Lo
—
—
w“
.

35
2

DEVELOPING LERISLATIVE SUPPORT o 3.81

i



Chap. 5

L a

SANTA CLARA COUNTY OFFICE OF EDUCATION
MEMORANDUM

T0: Ed Aguirre, Dorothy Burns, Bill_Gainor, Terry McHenry, Marilyn
o carson o ;o
FROM Les Hunt, Directo :

DATE:  July 18, 1083 o

§UBJECT:V Program Description Flowchart, Calendar and,Format-

Attached is a copy of the draft flowchart; calendar and five-year program

description format for consideration by program managers within your

division. As arranged, the plannigg staff will discuss these documents

with program managers at your cabinet meeting this week. e

Suggestions for revision to the attached documents will need to be

transmitted back to you as diyiSigp head no later than Auguest 1, 1983.
re

s

‘tc: Program managers
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I |

Gl geSighates frograss which 1| canplete
§-Year Program Descriptions

4

5 Yur Progru l&scnptlm fom; sent to progrm _

mnegers o :
iUriSMpSlCoﬂS&iﬁrfri@ijsj th progras manigers by
evdluators/budyet officer/plaming staff

Part, 1--Carrt Progea 1s ﬂéveluped by progran

miniger, approved by fivision, and-seat to Councﬂ

t

Nrt | sent to Bnard.

Rirt [1-<Eiviraneit/Ririgt is develdped by jrogran
Mndger; approved by Division; and sent to Council

Pdrt ll sent to Foard

' Parls Y- gvear escription is develuped by

program. Mager, approved by Divisian, and seat to
planning suif ior pachgmq

Cwbined &scrlptium and leing Source Bak sent .

tq Council

Planning Source Book sent to board and mnagers

Fwe -Gy Wiici plannmq wrkshap t‘flende i

program managers) beek of Decomber 12

12:
13,
I
15. ¢

156

Caci - approved lIescrlpnons sent to Bbard aud
frogram minagers .
First pblic earing
mKWﬁMMMmimW.
Second mblic mrmq "

'5 fear Descrlptwns for 4]} proqrams of- COE
cmsluered for action by board
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ot T oM RANGE PROGRAM PLANNING WORKSHEET .
L _© 5. PROGRA' DESCRIPTIONS
S LR | IR ,
. “In April, the Board of Education reviewed and mod¥fied preliminary, skeletal
' descriptions of progrars of the.0ffice as sthe progrsms may appear in 1967-88.
JHese broad, tentative descriptions were developed by the Superintendent and.

his Council based; in part, upon planning afkk budget information available at
that time. In Janoary; 198%; ithe Board expects to receive more complete
descriptions of each program, covering the years 1984 to 1889. These. . = .
descriptions, highlighting the majpr features of each program, are the first .

step in the

tep in the development- of an over#] five year plan for the Dffice. The
.expertise represented by the views .0f program -managers will provide

~_.inform3tion on the functions, priorities; alternative service options, and

4. ~respurces. that must sbe 8 part of these long-rarge program-descriptions.

P A Tyl e - . I P T S ; - _ - . _
T 5.f% §s with this step in rénd, then, that this first draft to the long range
*prograr description has been prepared.: A common format such as is presented =~
here has several major advantages: -firsty it organizes & sizeable amount of
_information into manageable groupings. This is especially importznt in light

- of the fact-ghat the Council and the Board will be reviewing well over thirty
procran descriptions and supporting documentation.. Second® the formet - -

delinestes specific components and data elements that can be compzred “and

contrasted, prograr to progran. Third, current and anticipated future e
“functions and featires of programs will be described by the manager ctosest to
the progran; and fourth, the unigue ‘elements of éach program will surface,

L Y

; . ~r together with elerents common among several progrars. ' These are essentijal

features in 2 process that ultirately will lead to conparison and. . T

;,;2? . prioritization of the functions of the Dffice based upon anticipated Jevel of.
;. resources. ‘ D ) ' o

S S gER , o
[ o ia - - - .———rJifll,:_ﬁf;'L'-,ﬂ,, e e - C o -, - - -
The farmat,recogn1zes,tba;fprggr§;§fare not "standard;" that they differ

widely with respect to types of service; clients served, .size of budget,.
staffing requirenerts, etc.™ progran M | r
defining the type cf services prrently provided, with per. cent of resources

allocated to each service before projecting the service Jevels intc the

Jte progran rmenager is provided with options in

future. A : :
The forrat, which it attsched, include the current missior statement for your
prqgréh."the,prpgraqfdggcriptiéh as it appears in the Bpdget docurment, the

19£7-BE "skeleton" description as well as_cutrent snd projected funding

rmodel. Questions of clarificati bt
evaluator, your division heac or the planning staff.

, should be directed to your divisional

informetion.
Two sarple completed prograr aésggi'tibﬁS.UEVbeeen attached for pse as_ a

et

;&;;;;;;I;;?iiiiiiiiiiiiiiiiiiiit??iiéi;&;*ttt;;;;iiiiiiiiiiiiiiiiitt*tttttta

- { . . . ‘ 4 ./ N . . | “

- e
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PARIONE-THE CURRENT PROGRAH . < ~

\

AL 1983:84 MISSION STATEMENTS
o - (Listed &8s reviewed by the Bogpﬁ of Education.) o | : f? :
: - -
— o o . s ) 'Q ;
B.; 1983-B4 PRDGRN' Descmpnon ' CoLt S

(Listed as it appears in Consolidated Budget) P
.5, & CURRENT REVENUE ﬁicum’ AKD so’ua"c’ss T L
’ Bk, ' o : S
T Include project1on of contract revenues where app11cabTe-

:'jFUNETiONS/SERViEES AND LEVEL OF EFFORT

v,

For each mejor: functienlser1'ce currentIy offered by your program
address the f0110w1no e1enents ; A

-

1. Eateaor1ze the funct1on us137 dhe oimihe fo11ow1f§ nmaor group1ngs

%’iract Instructwon to Students .

- Internal Support Services . .
Exterral Services to Districts within County'érhndated)

N i_ ,,,,,,,,,,,, «
. Externzl Services to Districts within County (Non-randated) -
B Milti-courity Exterral Services .- .
.- Other (please identify)  ~: _ 5
B . / . "" \ i"

w5 ¢ 2. Describe the Functaon in enough detail to meke it undecstandabIe to

,E"? . .soreone without your expertise: (Expand upFn the Hescffpt1on01n the

conso11dated budget 2s necessary ) / | o T

3. As closelg as possxb?e, estimate the percent. of otal dollzrs in your
oo bugget usec to prov1de this funct1an/serv1}e

-
-g, . "

R ’Jhdacate the FTE ‘staff nenbers who are 1nf'1ved in providing this

iffr\; service/function. Include nunbers of FTE| taff merbers for each . .
0. o ermpleoyee type 1nvo1ved in. prov1d1ng the service (e g. teachers, a1des,
3 clericals; managers, etc ) I / P4
T
5. Describe the c11ents derved by thus ‘function. §

E;i.Descr1be in measureable terms ‘the current 1EVe1 at which your progra-

performs this function. (You may choose to use ADA counts, numbers of

¢istricts served, numbers of rsonnel tra1ned, nombers of sites
_ served hOurS spert, etc.) gje :

161
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1

A. Besed on your own . Enoﬂedge of &our progran pub'l‘ic educatidm and saciety

in general; as well as a review of Strategic Planning Source
please identify trends that rust be considerned when planning for the

jture of your program. After each trend, dindicate the $t#ction(s) that

$lanning Source materials;-

“the trend réy impact and explain the 1ﬁb1ica ions of that 1mpact Some

factors you mey w1$h to consider 1nc1ude * >
' e ' : g
) politicy bE ), dedibaraphy -
the econbry : 6 Judirial decisions
technology - Y una% resources

o N - )
Be €erta1n to e1ther attach or referegce the" gQZGrmat1on and 1ts iﬁU?Cé
b which substantiates each trend you 1dent1fy. (7 e '

B\‘ Based on your own knowledge of your proeran.

: ffeneraT as we11 2s 2 )
review of Strategic Pianning Sourcgf@gterwaTSM_b se jgentify trénds in -

the market for .your proograr's serv1ces/fanct1on P . imcreasec nunber of

c11en §, increased 19ve1 of demand, chang€ in sé 1ces requested, etc. )-

future of your procram. After each trend; indicdke.tbe: function(s) that.

NG

Nof - that 1m7751‘
'.at1bn iﬁ& L Q;;kc

the. trend rmay impzct and explain the implication

Be certa1r to either attach or reference the iAfo

Wh1ch substantaetes each trend yqu identify,

s . . ,
- C. yhggfggesglgns do you have abouts the future a tf[glgggs to yOUr
LR progre™., and what might be the Sources for th§1r answers’
i . . T ’ ° .‘ . } . - : v . \,’l

S TR

g

62 e




- PAPT THPEE--YOUR PROGRAM 1i FIVE YEARS

.

C.

Ce

o 3

1987-88 MISSION STATEPENTS

Describe the rission, or purpose of your p?ogvar es you see it in R

1987-8¢. ]t may be the sare &8s it is now. or igﬁmay be different;

1987-88 PROGRAM DESCRIPTION

Begin with PROGRAM DESCRIPTION developed by the Board. ref1ne and expand

it &8s necessary.

the Board and then refine 15 necessary

FUi:ETE’ii:S/SEPk'?EES AND tEVEt OF EFFORT

For eack major ?bﬁctwon/serw1ce you en$1s1on Your progran offer1nc,

addres the fo1loa1nc eTeﬂéhts

1.

6.

_served; hours spent; etc:)’

eategor,ze the Tunctwon u51anone of the ﬁ§116w1ng rajor groupwngs
Birect Instruction to Students oL
Irternal Support Services
External services to district$ within county (mandated)fii?
Externél services to districts within county (non- nzndated) /
Uu]ti'c0unty Externa] Servite‘ T

rﬁs close1y as possible, estimate the percent of total do! Iars in your .

budeet thet would be used to provide this funct1onﬁserv1ce

Indicate the FTE staff members who would be. 1nvo1ved in provid1ng

this service/function. Include numbers o? FTE staff members for each

clericals, FéﬁiééFé. etc.) - 5 -

e~plovee type invclved in providing the’ serv1ce (e.qg. teachers, aides, ;;

Describe the cTwents that will be erved py this funct1on
>

Pescribe in neasareable terme the Iev 1 2t which yoir proeraﬂ,wou1d

- perform_this functior. (Yoy rmav choose to use ADA counts, nuribers qf

dgistricts servec, numbers.o personnel trawned, numbers of sites

NW.
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" PART FOUR--INTERMEDIATE STERS®
A. List any-significant obstacTes, such as the need to acquire new or

replacenert eguiprment, etc.; which will have to be‘addressed in order for
“your prograr ic achieve the desiréd purpose. =

] P 7";7777*;'ﬁi, - - o 77777777: -

- B. List the resource’s which have the greatest potential for allowing the

prograr to achieve,its purpose. T
) R - - O f{ [ . .

C. List any intermediste steps, between 1983 snd 1988; which cen be - _-

identified as appropriate in assisting the program to'achieve 1ts stated

porpose. ) " ; |
D:. In the.gpaces below, estimate your prograr:'s anticipated expenditures and
revenu@Psources for each of the next five years. If you anticipate
maltiple revenue sources, be sure to indicate the amount -recieved fror
each. . ; = S

Vi

Procrar Year Expenditures . Revenue Sources -

S i§é§:86. ‘ ‘ - L ' .’- i . '

1986-87 - - S

(

1987-88

) : Ve
. ,;'. - == o R t\;
. : 1688-89 - . i

&

164 ?/(
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PART FIVE--IMPLICATIONS OF PROGRAM TERMINATION | e

Describe the implications for the Offige and for your clients if your program
were terminated. How would the prograh‘s termination effect internal support
reouirements; sdrninistrative fee levels; etc. What would temination mean to
clients; what slternative delivery gyster, if any; could be employed.

Ve . - y > '

. ‘<;‘.-:

4|
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&
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l
W
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Chap. 5  App: 3

| ~ SANTA CLARA COUNTY OFFICE OF EDUEATION
- ADMINISTRATIVE COUNCIL STRATEGIC PLANNING WORKSHOP
April 20% 1982

s - .
. . 4

INDIVIDUAL PRIORITY RANKINGfOEuEXIERNAL42ROGRAMS

INSTRUCTIONS: Please rank thé foIIowing external programs in descending
' priority order from 1 to 17. Number 1 will indicate the

program you consider to be the highest priority and the .

most appropriate to be operated by the COE. There should"®
be no duplication of numbers. : .

LT CcHIUDREN'S CENTERS
_ COMMUNITY EDUCATION. . o
_ COMMUNICATIBN SERVICES: o o
M- : S -
__© ENVIROMMENTAL EDUECATIO | S
. FINANCIAE o ;.' j,i"
- ;.INSTRUETIONAE IMPROVEMENf AND TRAININB S | | -
___wIC . ' . .';'fl o ;I'\ R
~ ____%f' LJUVENILE COURT. SCHOOLS - 'ufj'*fgagfi, “ - . i
N
___ WIGRANT EPUCATION TR e ) o,
ot oF COUNTY FISCAL SERVICES h L
. PAYROLL/PERSONNEL S =
e , |
_____; SPECIAL EDUCATION GGGRHINATIUN SERviéE§
__ SPECIAL EDUCATION DIRECT SERVICES ) .
| VOCATIONAL EDUCATION. | e
. : N - .
_ - > 167
164 s
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; Chap. 5 App. 4
" SANTA CLARA COUNTYfOEF;gE70F7§QU§AIlQN7
ADMINISTRATIVE COUNCIL WORKSHOP ON STRATEGIC PLANNING
PRIORITY RANKING OF EXTERNAL. PROGRAMS
& IN DESCENDING ORDER BY FUMDING SOURCE

'Aafigezo, 1982

- The following programs were ranked 1nd1v1dUd11y hy each memberlb? the

—_ . Administrative Council. The results were tabulated and compiled into one
— priorityi§ank1ng, consensus was reached through Council discussion first
on the column "Most appropriate for COE to operate," next on the funding
‘category appropriate to the program, and finally on the -ranking within the
fu?d1ng category. The final pr1or1ty ranking by fund1ng source. is shown
_below .

Bus1ness Servlces Payro]]/Pgrs'i...HZ
 BUsiness Services/Financiale...ep.s 3
i Sbétiéi Edﬂtﬁfjéh; €oordination :ii:iiiiiiiiiiiasiiiiiasssasearaans 1

Juvenile Court Stﬁbbis R R R R R R R R 4

Céhmﬁﬁiiy Fducation .....vieeiiiiecssicanaensal
Eﬁuééfiéﬁéi Media Center ;::;;;;;i;;;;;;;é;;f;:fh;
KTER aeeverenn sl e, SUUTSURORIRINE.
Children's Eéhééfs D iiiisisiiiseiiiiiiesiiseiissisiiissisieisssis 2-
Migrant EQUCation ................. Meeeiiiiesiiiiesisiiiiiiiesiias 3

i Commun1;at1ons Serv1ces ........... 4 .

"¢ Vocational Fducation ..... e deereranraeananann K LT
, L . ' R T

oy o
Environmental Education

'

. S 169 o
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$ANTA CLARA COUNTY OFFICE OF EDUCATION thap. 5 * ‘App.-S
ABM}N{STRATivE COUNCIL STRATEGIC PLANNING WORKSHOP .
- | | April 20, 1982
HOMEWORK ASSIGNMENT' L
, PRIORITY RANKING;OE;INIERNALASEﬂilﬁES o L
% iN§T§U§TIONS The purpose of this exercise is toigroupigbg 35 internal
5 services listed below into three broad. categéries. based on how

' essential each service is to'the operatian ‘'of the Office. 'In.

_ the envelope with this sheet are 35 co]ore@ dots--11 reqd;. 12

" blue and }2 yellow. -Please place one.¥olored dot on the 11ne

besvde ea;h service, using the fo]]ow{ng code, j ,

&

o o Red: ‘Mﬁit essential ‘to the operatjan.af tbe’
' Blue: Next in priority as essep§ ~to Qffig€
- Yellow: Least essent1al to the op
'.‘ o
= ._ACCTS PAYABLE _ :
—_ T | - fva 3
ACCTS RECEIVABLE . = S
_AFFIRM ACT--HIRING - - —éﬁAﬁHiﬁé R .Jj,
AFFIRM ACT--TRAINING INSURANCE -j o R,
ATTENDANCE SYSTEM (RECAP)  _ LEGAL seavxczs |
. . . . cw v . )
l;ugggggfffTTFT?AﬂgE/PAiBOLL P ___MALL w
BUDGET -ADMIN . s - MAINTENANCE
v BUDGET MEVEL . NEGOTIATOR 7
CASH CONTROL - - . OFFICIAL DOCUMENTS 5
" CENTRAL STORES: » PURCHASING )
CONFERENCE CENTER “* - ; RECRUI TMENT/SELECTION
___DUPLICATING o SAFETY TRAINING
i~ EMPLOYEE REIMBURSEMENTS 1 SALARY PROJECTION (RECAP)
, ﬁptovfz STATUS CHANGES o STRATEGIC PLANNING
2 P
X :WEmUATION .- TELECOMMUNICATION
. FACILITIES PLANNING _________ TRANSPORTATION
o FINANEiAL ACCOUNTING : WORD PROCESSING

WORK STATION SPACE
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PROPDSED PLANNING MODEL FOR  ~ °  chap. 5 App: 6

ANALYSIS OF 1983-84 DIREETIVES AND. BBJECTIVES
© 1987-88 PROGRAM DESCRIPTIONS

April 26, 1983 . - 7 X .

&l
131

L 3

PART ONE - 1983-84 DIRECTIVES AND OBJECTIVES [ .

v
Vi

1.0 Background : .

At the direction of the Board' ﬁf Edusat1on. individual program _ )
-Directives for 1983-84 are to be- Enalyied by pregram managers. Based-
> on the professional judgment of the program manager, division .
evaluator, and division bead, budget objectives will be formulated,
.as appropriate; for the D1rect1ves -Pisposition of each Directive 15

to be reported to the Board, per 1ts request . )

s o \ . .

1:1 Track1qg Model

. - Budget Objectives and Evaluation Spe61f1cat1ons are current1y be1hg
; " i developed and 1983-84 Directives are in the hands of program .
P < managers. Objectives will likely be more encompassing than the
' Directives. Therefore, in order to trace the disposition of each .
Directive and report the results to the -Board, the-following process s
is Suogpsted together with the attached form D1rect1ve/0bgeet1¥e

Ahé]ZSi

jqran Analysis and Projection
_developed by the Council and Board,,1s to‘be Tisted. Any change, orf~,

modification; of the Directive should immediately follow the original

Directive. The Budget Objective developed from the Directive, and/or

a statement indicating the necessity/rationale for its modificatior,

or omission will then be ‘presented. The recommendation as to whether

the Directive is appropriate for a Budget ObJect1ve. ie.,

1eg1t1mate,fworkab]&@and based in reality, is to be made by the

progra* manager and evaluator, based upon tHeir exper1eﬂee and

. ( ) 5 > t
The [irectives/Objectives Analys1s should be prepired. concurrent) s
with the Budget Calendar for the development of Obgect1ves

1:3 Revieu o : , — o
The Di-ective/Objective Andlysis will be forwarded with the Budget
%% ~ Dbjectives to the Manager, Evaluation Research, continue to the_

a Budoet Officer, Superintendent's Council and be presented to the
Buard together with the Budget.
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OECTIE GRECTIVE MLSIS
| " . q 0
PR(I]RAM NAVE WEUIA STRVICES - KTEH/COMMUNHLLELMSLON ‘ ”
hﬁﬂHtt"ﬂtttﬂﬂtt*ﬂﬂﬂﬂstﬁtﬂﬂﬂtﬂtﬂﬂtﬁﬂﬂﬂtttttﬂtﬂﬂt***iitiiiiﬂiﬂtﬂﬁ*ﬂtﬂﬁﬂ :
\ ‘ B N L
{ | ‘t : | ,
0g3-84 Directives ¢, 0 dnalpsis for Inclusion as Budget Dbjective
I, Pay appropmate@h dtdfive Fee, liés 56 already. |
N 2. Develop plan# 0Ty, ObJectlve !
G ]nVBatlgatE parent educat;on pregrammmg, by Staff already coipleted this task-and reported |
Decenber 1 1983, report on ways Connunity . to Council, |
Fducation 1/}5upportmg parentmg educatlon godlsy e
5ok Sk grants on programmmg regardm'ff ~ o PrGgRaifg 16, this ares is bemg done by another
resegrch and the learning process, . RRGIERY « :i,.;‘ public telewswn station whijch recewed d mulm-
prﬁj 6ss report to-Gouici] WAuqtfsf“ ?;-" 3 nillion dolTar grant to do this - -
bl .ntd]h s}mngent caiitrol o budget/custs | Iiherenl, in the tota maggem*en_g of the progran.
b Coordingte SJyéai plai Wit‘h Df_fi'ce strateyic. Objective 4 & ; | - |
: plan to nebt 1987-88 pragran description, | Lo C

s - | 183.
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_ |nstromenys--_
" Available at CEP

I

\/ N

Vels of Survey

AMALYZED DATA

95 D it
Available at CEP

SELECTLD FINDINGS

o mwe n, _

Market Analysis
" Source Book

Included_in_
Somary Report

'\%; R ' rf
oy ’

E D
ot
( ) I

i v
—
]
p — |
' ¥ L f
e
A ‘
L .
o L
| i
% ‘
gt M) T
: .
. :

-5



-l

.
n




