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ABSTRACT

AN EXAMINATION OF THE SALABILITY OF A SYSTEMS
PLAN FOR PROGRAM DEVELOPMENT

By
John H. White

The purpose of this evaluative study was to describe a model
for program development in a public-school district. This model,
the West Bloomfield School District Systems Plan for Program Develop-
ment, was designed by Superintendent Jerry J. Herman and directed by
the researcher from 1974 to 1979.

The researcher identified school-district superintendents,
other executives in leadership positions, and administrators who par-
ticipated in the planning process and selected a sample for interviews
and a mail survey. He recorded their questions and concerns. These
data, along with the observations the investigator made as a partici-
pant in the systems-plan model, constituted the basis for the conclu-
sions and recommendations.

A record of the activities that took place during the plan-
ning process is presented in the dissertation so that school-district
administrators may decide if the model is salable to them and if
replication is possible.

The findings indicated there are three major areas of concern,

which incorporate the questions asked by the administrators:



John H. Vhite

1. The amount of time required to complete the planning
process was considered excessive.

2. Acquiring enough personnel to carry out the activities
of the planning process was difficult.

3. Financial support was perceived to be critical to the
success of the process and, at the same time, unattainable.

The investigator's conclusions were based on the success with
which the Vest Bloomfield School District completed a Tong-range plan
and developed educational programs.

1. School districts have similar needs, regardiess of size or
population.

2. The amount of time required for program development is
directly related to the number of people involved in the planning
process.

3. Leadership and commitment to systematic planning must be
provided by the superintendent and the board of education in order for
the model to be a successful means of program development.

4, Citizen participation in the group activities of the
planning process is critical to the successful development of programs
and the improvement of public attitudes toward the school district.

5. A skillful group-dynamics consultant is essential to the
successful use of people making decisions and recommending plans for
the future.

6. Management by objectives is a systematic method by which
school-district administrators can successfully attain goals estab-

Tished for program improvement.
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CHAPTER 1
INTRODUCTION

There are as many ways to manage a public-school district as
there are districts. In many instances, the type of management
concept being appiied in a particular district is not easy to iden-
tify or describe. Generally, the management of an individual district,
like that of most kinds of organizations, is an extension of the
beliefs and practices of the chief executive. In school districts,
the chief executive is the superintendent. Hence there are as many

management styles as there are superintendents.

Purpose of the Study

In this study the researcher's purposes were (1) to describe the
activities that took place over a four-year period from 1974 through
1978, when the West Bloomfield Public School District of Orchard Lake,
Michigan, implemented a systematic planning process and (2) to evaluate
how that process aided in the development of programs designed to
meet the educational needs of the community.

The objective of this description was to provide a planning
model for other school districts and to determine whether that model
was salable to superintendents of districts throughout Michigan.

Many school-district superintendents have identified the problem

addressed in the study as being directly related to inadequate or



nonexistent planning. The need for planning is evident in all public-
school districts and in most other educational institutions as well.
The researcher made that assumption after assessing the dire condi-
tions that have forced drastic curtailment of the resources to school

districts in recent years.

The Problem

Historically, school-district administrators have followed
separate and distinct management styles and have not developed
mutually acceptable processes for attaining their goals. Even more
important, many district administrators do not adopt goals and have
no systematic approach to planning for the future.

The importance of the description undertaken in this study
has been demonstrated in several districts in Michigan in which the
model has been adopted either partially or totally. Further impor-
tance will be determined as other administrators implement systematic
planning for program development in their respective districts.

The compilation of information in this research includes those
events that took place during the four years after February 1975, when
the West Bloomfield Systems Plan for Program Development was intro-
duced to the public by its author, Dr. Jerry J. Herman, Superintendent
of Schools. The period covered by the evaluative description
encompassed the span from public introduction of the model and its

subsequent adoption by the West Bloomfield School Board] to the

1This action was taken at the regular meeting of the Board
of Education of the West Bloomfield School District, March 3, 1975.
At the Board's request, Dr. Herman presented a brief overview of his



expiration of federal funding and the researcher's termination as

director of the project in 1978.

Exploratory Questions

The investigator posed essentially five questions in this
study:

1. Can a public-school district of moderate size and Timited
resources develop a process for program development?

2. Can such a process become a model for other school
districts?

3. What theories of administration, organizational control,
planning, and management can be applied to public-school environments?

4. 1Is systematic planning a means for reaching goals in
public-school districts?

5. Is citizen participation a vital ingredient in the
process?

The general theoretical background of public-school planning
and management lies somewhere between the business-management and

sociological theory of the twentieth-century behaviorists. Few, if

report, entitled "Model Systems Plan for Program Development,"

which was originally distributed to Board members at the February 17,
1975, meeting. The intention of this review was to apprise members
of the audience of the phases proposed for this five-year develop-
ment plan. In the ensuing discussion, various Board members stated
their views, and Dr. Herman responded to their questions about the
plan. Following discussion, there was a motion by Mr. Metzger, sup-
ported by Mr. Brewster, that the administration proceed with the
Model Systems Plan for Program Development as presented at the
February 17, 1975, meeting and again at the March 3 meeting. Motion
carvried 7-0.



any, fundamentals of organizational management have been developed
specifically for public-school districts. The expectations imposed

on educational administrators have caused them to gain their training
and experience under the guidance of theory that only suggests per-
tinence to their specific roles. The need for clearly defined, tested
models for the management of school districts and educational programs
is rooted in the premises of educational leadership, which are often
learned but seldom prove effective.

The description contained in this dissertation deals with
leadership qualities and characteristics but in no way specifies the
best characteristics for all leaders and all envirconments. Essen-
tially, the writer acknowledges the versatility of leadership styles
among a group of administrators who struggled to implement a modified
form of management by objectives; he specifically describes the Teader-
ship activities required for successful adoption of the Systems Plan
Model.

The needs of the West Bloomfield School District were not
unlike those of other districts, but the manner in which they were
identified was unique. Further, the means by which goals and objec-
tives were established in the West Bloomfield School District were
novel, and the manner by which these goals and objectives were

attained remains unique.

Background of the Study

Readers will best be able to determine their interest in

the model if they know something about the West Bloomfield community,



which 1ies in Oakland County, about 15 miles north and east of
Detroit, Michigan. West Bloomfield Township became a matter of
record in 1823, when the first farm properties were settled by fami-
lies seeking fertile land for apple orchards. By 1923, the rolling
woodlands were summer and weekend vacation resorts for Detroit's
affluent society members. Numerous lakes cover more than one-half
of the area now called the West Bloomfield School District, which was
incorporated in 1949,

According to the 1980 census, a population of 30,000 people
resided in approximately 10,000 dwellings: 1,200 were small, restored
cottages in the village of Keego Harbor, 200 were estate-l1ike mansions
in Orchard Lake Village, and the remainder were in new subdivisions
compTeted for the urban escapees who worked in or near Detroit and
could afford expensive homes. In 1980, 6,000 students, in kindergar-
ten through twelfth grade, attended five elementary schools, two
middle schools {grades 6-8), and one high school. The first school,
now an elementary school, was constructed in 1923; the last, the high
school, was built in 1970. Two hundred seventy-nine certified teach-
ers comprised the professional staff in 1980. Nineteen adminis-
trators served the schools as members of the professional team. The
superintendent, three assistant superintendents, three directors,
eight principals, and four assistant principals constituted the West
Biocomfield administrative team.

Public-school districts are quick to adopt the most recent
management innovation if it promises to improve student performance.

A change in administrative format is less frequent and significantly



more difficult to bring about. With considerable support from the
community, the West Bloomfield School District was able to change its
management system and, over a period of time, to affect student
performance through the efficient administration of educational pro-
grams. During the same period, financial subsidy from Elementary

and Secondary Education Act (ESEA), Title IV-C funds aided in the
refinement and evaluation of the Systems Plan Model. The writer
speculated that the description and analysis of the events occurring
before and during that funding period would provide important direc-
tion for other school districts.

A primary purpose of ESEA, Title IV-C funding made available
to local school districts under the auspices of the Michigan Depart-
ment of Education was to provide the means for developing a model for
program planning and evaluation and to dissemirnate the findings of
such program planning to other agencies. During the 1977-78 school
year, the Department of Education selected the West Bloomfield
School District as one of six districts in the state for one year
of development. The school district received $40,000 for continua-
tion of the already designed, but financially stagnated, planning
model.

In 1977-78, this writer was employed as project manager for
the continuation of those phases of the program not activated after
1976, when the district was unable to provide the necessary financial
resources. The federal intervention lasted only one year. It should

be noted that the local district had been able to carry on the systems



plan for two years before receiving ESEA financial support and has

since revitalized the plan with local finances.

Delimitations of the Study

It is important to know the reasons behind delimiting the
study to the years between 1974 and 31979.

1. The writer arbitrarily selected a time frame to encompass
those events that could be described in one concise document.

2. The activities described coincided with the writer's
tenure as an administrative assistant to the model's author and
promoter, Superintendent Herman.

3. The time coincided with an unchanged roster of adminis-
trative personnel in the school district and with a constantly changing
citizenry of well-educated people.

4. The observations made by the writer were first-hand ones
and were based on direct involvement in the Systems Plan, both as a
director and as a participant.

5. The major stages of the model had been activated and, at
least in part, completed to a point at which subsystems generated as

a result of the systematic planning process were ongoing and fluid.

Definition of Terms

The terms used throughout this dissertation are no longer
unfamiliar to the teachers, students, citizens, and administrators
involved in the Systems Plan at West Bloomfield. To the reader
familiar with planning models, management theory, and organizational

change strategies, the terms are commonplace. It is the reader who



is unfamiliar with the aforementioned concepts for whom the defini-
tions will be most. beneficial.

Change--A measurable difference in the manner in which events
and personnel are managed.

Consultant--A person who offers advice or assists in the
administration of change, usually for a fee.

Feedback--Information of use to those monitoring an organiza-
tion's processes, usually "fed back" by recipients of service.

Goal--That which is specified as the outcome of action planned
and undertaken.

Group process--The interaction of two or more persons simi-

larly inclined to accomplish a particular task.

Management by objectives--A system in which people are held

accountable for reaching objectives, upon which they usually agree
jointly with their superiors.

Model--A graphic or narrative guide that outlines the means by
which goals and objectives may be attained.

Need--That which requires change, usually a deficiency in an
organization's acquisitions.

Objective-~-A measurable condition or end product; usuaily
part of a larger goal, such as in the management-by-objectives format.

Organization--The interrelated people and activities directed

toward the attainment of common goals.
Phase--The part of a model that can be described in terms of

a specific time and placement in a series of events.



Planning--Strategies to obtain resources needed for goal
attainment.

Program--A division of personnel or related activities
directed toward a particular objective.

Role~~The behavior expected of an individual assuming respon-

sibility in a group.

Scientific management--A management theory in which achieving

worker efficiency through rewards is emphasized.

Shared decision making-~Instances in which participants from

multiple Tevels make decisions about future activities.
Subsystem--An integral part of the total system, yet self-
sustaining and having particular objectives.
Survey--A sample or total collection of information gathered
from a designated population; usually attitudinal.

Systems approaches--The processes resulting from applied

systems theory.

Systems theory--Al1l that is encompassed by an organized

effort, which includes input, process, and output. The emphasis on
the relationship between organizations and their environments is
apparent. The terms "systems planning" and "systematic planning"
are used interchangeably with "systems theory" throughout this dis-
sertation.

Team management--Deindividualization of roles and mutual

commitment to goal attainment.
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Overview

Chapter I included a statement of the purpose of the study
and the questions to be answered in the dissertation. It also
included background information about the study and its limitations.
Definitions of terms related to educational-program management and
systematic planning constituted the final part of the chapter.
The literature reviewed in Chapter Il includes writings about organi-
zational administration, management, planning, and public relations.
The methodology used in conducting the study is described in Chapter
III. Chapter IV contains a description of the school administrators
who took part in the study and an accounting of the data they gen-
erated. Chapter V contains conclusions and recommendations based

on the investigator's findings.



CHAPTER 11

REVIEW OF RELATED LITERATURE

The Development of Systematic Planning

Determining when writers began to provide literature rele-
vant to systematic planning required an examination of general systems
theory in physics and biology. During the 1920s, a broad view of
relationships between the elements within a body of knowledge provided
a means of looking at interconnections common to all sciences. In the
applied field of engineering, a primarily mathematical approach to
systems analysis was generated. General systems theory, however,
resulted from continued efforts over the next half century and has
made possible an approach using the concept in any model represent-
ing the management of people, machines, materials, money, and/or
time.

Literature relevant to systematic planning for educational
programs encompassed more than 50 years preceding the 1980s. During
the 1930s, social researchers developed the methods of field observa-
tion used by participant observers of organizations experiencing
change. The key instrument for recording the participative process
was the interview, a means by which observer participants could
gather perceptions of change expressed by observed participants.

The intrinsic elements of change constituted the definition
of innovative organizations posed by Linton (1936). He labeled these

11
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elements form, function, and meaning. The classification of conse-
quences resulting from organizational change was less precise in the
19305 than it is today. Assuming that desirable results would be
forthcoming when successful efforts were duplicated, some authorities
inadvertently overemphasized the adoption of models for effecting
change. Survey-research methods were inappropriate for determining
consequences, and measurement of success was difficult because of the
time that elapsed between the onset of a change and when the conse-
quences were observable,

Systems approaches, concepts, and models that depended on the
qualitative interaction of people were developed in the 1940s. Wiener
(1946) refined the science of cybernetics with his studies on the
transmission and processing of information within the active parts of
a total organization. Weber (1947) described the social structure of
bureaucracy as a major force on the individuals and processes within

an organization.

The Emergence of Educational Planning

By 1949, guidelines prepared for staff management appeared in
medical, military, and human-resource-management literature. Vriters
who preceded the educational-planning era primarily defined the methods
by which an institution plans, operates, and controls its activities
in order to meet its objectives--that is, by using human, material,
equipment, information, and meney resources.

Simon {1959} arqued that the greater the number of parts a

system tends to develop, the greater its complexity and the ability
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to produce change within itself to improve goal attainment. He
researched institutionalized structures and processes designed to
define and attain systematically established goals. Simon found that
organizations that generated policy strategies and decision-making
procedures ijncorporating effective citizen participation demonstrated
better mechanisms for feedback of evaluative information than firms

that did not follow these practices.

The Concept of Organizational Structures

In the early 1950s, behavioral scientists viewed general
systems theory as a basic approach to providing a framework for
organizational concepts. At Wayne State University a general system
of education, termed the "education sciences" (Hil11, 1972), was
developed. It contained a strict set of principles focusing on an
essential step in systematic planning--the establishment of program
goals and objectives. As observers put the framework to use, they
were expected to record events, which, in turn, provided detailed
descriptions, charts demonstrating the fiow of time, and simple
designs depicting relationships between events. In education, the
beginnings of applied systems approaches lacked sophisticated mathe-
matical models. Yet they were just as serviceable for those who
valued the generic elements of persons, processes, and properties as
for those who preferred to evaluate program successes by observable
products.

Writers during the 1950s recorded organizational successes

in which individuals were reported to perform for the benefit of
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organizational needs. They maintained that friction between indi-
viduals and organizations can be either creative or destructive. Ryan
(1950) attempted to describe direct and indirect functions of conse-
guences as a means of providing a measure of adaptability for models.
Using an anthropological approach, he condemned descriptive studies

of innovative organizations if they yielded only idiosyncratic data
from which it was difficult to make generalizations.

A segment of social science devoted to the identification and
description of models of participative structure emerged and became
known as human ecology. The human ecologists did not clearly identify
the order, perspective, or limitations of participative organizations.
Katz and Lazarsfeld (1955} dealt with the influence persons within an
organization have on the behavicrs and attitudes of one another. They
reached little, if any, agreement about the kind of behavior that
indicated a propensity for adopting innovations. The end of the
1950s brought some merging of theoretical explanations for situations
and attitudes exemplified in the best conditions for acceptance of
innovation.

Churchman (1957) defined operations research as a tool for
performance accountability. He incorporated the same basic com-
ponents of the planning concept as the systems approach and preceded
by 20 years the merging of the definitions of planning and management
by objectives (MBO). He further pointed cut that the systems approach
can be used to study problems in various fields. Its use in educa-

tion, employing the methods and techniques of modern management and
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allowing for the problems unique to education, has helped to define

the content of systematic planning for educational organizations.

The Identification of Organizations and Environments

Bendix and Selznick (1958) raised major questions about the
specific ways in which environments dominate organizations. They
contended that the most forceful individual has 1ittle influence on
organizational success, compared to the provocation of the environ-
ment in which an organization exists. These investigators saw complex
environmental characteristics as being beyond the control of organiza-
tional leaders.

During the 1960s, little was written about how organizations
or their environments can change over time and how the interaction
can be valuable for study and replication. The proponents of goal-
setting models and the interaction process affecting the members of
an organization received considerable attention. Thompson (1967)
recognized the shifting variables of a truiy open systems approach to
organizational change. In recognizing those variables that are not
within the control of the members of an organization, Thompson said
that the internal structure or the external envirconment of an organi-
zation is never completely understood. He cited the adaptation to
changing environments as the real measure of organizational effective-

ness and survival.

Observers, Participants, and Organizations

Weick (1967) described organizations as loosely coupled

systems in which few individuals care about every dimension of the
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organization's operation. He perceived educational organizations

as being no different in structure than other organizations. The
authors of theories explaining organizational structure recommended
no best way to organize; rather, they accepted the idea that the
structure of an organization depends on numerous determinants. The
question of what the determinants are rests with those who observe as
well as those who participate in organizations.

Humanists Bennis (1966) and McGregor (1960) predicted the
downfall of the bureaucracy; they recognized that the lack of values
and beliefs is essentially the greatest weakness in the bureaucratic
structure. The evidence they cited indicated that tumultuous environ-
ments have made organizations adopt frameworks and activities requir-
ing highly sophisticated interpersonal skills and consciousness among
the Teaders. These authors portrayed strong leaders within an organi-
zation as being capable of manipulating the social setting of an
organization.

Leavitt (1965) focused on working with individuals and groups
of people to accomplish organizational goals. Strategies that gave
specific techniques for effecting change in organizations based on
behavioral-science principles incorporated "organizational-development”
practices that provided a way to deal with problems in organizational
processes. McGregor (1960) categorized types of relationships between
organizations and their environments, but literature dealing with the
opportunities and constraints that environments impose on organiza-

tions did not appear until the 1970s.
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The view of MBO as a means of improving school-management
systems re-emerged shortly before the mid-1960s. Oxhandler (1964)
researched how various systems approaches could be applied to specific
school operations. His evidence supported the perception that MBO
jmproves schools and their organizational structure. Primarily a
reiteration of the writings of Wiener (1940), the definition of
general systems theory was refined when studies of information trans-
mission and processing became the focal point in analyses of the
control of active parts of an organization. Within the definitions
of a system, MBO proponents perceived a population of persons and
properties as a vital and basic ingredient in describing the frame-

work of any organization.

Understanding Organizations

Hersey and Blanchard (1960) emphasized the need to understand
organizational behavior and stressed that an expert in organizational
develiopment must Tearn and apply certain skills. They placed less
emphasis on the effects of an organization's environment and more on
the philosophy that the internal components of and the people involved
in an organization are the most critical ingredients for successful
goal attainment.

In 1962, Rogers predicted that a second edition of his study
of innovative practices would be necessary 10 to 15 years later. He
offered a synthesis of contemporary writings and made suggestions for
social research regarding the diffusion of innovations. The study

and expansion of his propositions led him to prepare this second
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edition by 1970. Whereas Rogers noted a lack of succinct research in
the field, in the second edition he stated that there had been a
300-percent increase in publications regarding diffusion of innova-
tions.

From studies dealing with organizational change, Rogers con-
cluded that there is less of a discrepancy between the synthesis of
diffusion and adoption of innovations than there is between knowledge
and understanding of the process by which authority decisions are
made and organizational changes implemented. Rogers presented two
basic approaches to organizational change: (1) the authoritative
approach, in which decisions are made centrally, with others obeying
under an unequal distribution of power; and (2) the participative
approach, in which decisions are made with a great amount of consul-
tation and a wide sharing of power.

Rogers stated that the Tatter approach was less likely than
the former to be discontinued. Examining the strategic involvement
of every individual in enduring organizations, he uncovered discrep-
ancies between attitudes and overt behavior directed toward adoption
or rejection of an innovation. This dissonance he attributed to the
various kinds of informal practices, norms, and social relationships
among the members of an organization. The more formal social system,
which must be deliberately established for achieving certain predeter-
mined goals, usually provides for success. Even though the conse-
quences of innovation have not been studied sufficiently, it has been
shown that a system of prescribed roles, authority structure, and

formally established rules and regulations governs the behavior of an
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organization's members and provides a model for others. Such a
systems model is the subject of the evaluative description presented

in this dissertation.

Dissemination

A review of the literature of the 1960s provided limited
information about the adoption of educational-management models, but
there were some accounts of efforts to disseminate models. Gideonese
(1969) made the first attempt to give a comprehensive treatment of
educational dissemination and the capacity of state agencies for
educational research. His historical overview of specific treatments
administered under the guise of educational program development pro-
vided a compilation of sponsors, performers, resources, substantive
content, and policy implications designated as adoptable models for
school districts in the United States. Using data compiled from the
records of the U.S. Office of Education, Gideonese provided evidence
that only 7 to 10 percent of the total U.S. Office of Education
research-and-development funding aided dissemination activities. This
finding supported the concern expressed by writers during the previous
20 years--that sufficient financial resources were not made available

for educational research.

The Recognition of Educational Organizations

The writer's search for meaningful studies about organiza-
tional structure and the effects of recognizable determinants reached
fruition in the writings of the 1970s. Further, the effort to dif-

ferentiate between the management styles of school organizations was
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made easier by the Titerature of that decade. For instance, Freeman
and Hannan (1975) examined the size of administrative components in
school districts facing changing enrollments and credited the deter-
mination of size to a political perspective. Conflicts between
political forces were highlighted when Perrow (1972) discussed the
functions of organizations and described the imperfections of bureau-
cratic structures, in which individuals need to be controlled and
managed so as to ensure the pursuit of organizational purposes, not
personal ones. Perrow perceived organizations as arenas of irrational
decision making, wherein various persons and groups simply participate
without common purposes.

The role of conventionality within school organizations was
established when Meyer {1976) elaborated on the idea that school dis-
tricts as institutions are loosely linked organizations without rules
for even the practice of instruction. The real question is how such
segmented and uncoordinated crganizations survive. Meyer and Rowan
(1977) suggested that the answer 1ies not in the success with which
a district achieves internal coordination but in how well the struc-
ture conforms to institutional rules as they exist at that particular
time.

Control, which is essentially what rules are designed to
afford, has long been a central theme in the 1literature on organiza-
tions. Members of the hierarchy of authority effectively convey
objectives, monitor actions, and evaluate results only if there is a
multistructured Tinkage of units or sets of units conforming to a

common set of guidelines. Ouchi (1976} forthrightly stated that
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organizational success depends directly on how managers filter guide-

lines for action through the many levels of an organization.

Administrator Attitudes and Organizational Climate

The National School Public Relations Association (1978) com-
piled a series of guides to standardized practices within innovative
community-involvement projects. Those organizations in which admin-
istrators and managers appeared to be actively supporting change were
found to be successful. It was noted that if the climate of an organi-
zation supporteda large number of participants, the prospect of effec-
tively incorporating an innovation into standard practice was signifi-
cantly increased. Yet the writers expressed concern for research needs
and diffusion of ideas among educational organizations because of the
discrepancies that exist between national priorities and local user
needs for research and development. Validated programs have become
the mode of diffusion of innovation, but information about these
exemplary programs is neither reliable nor easily available. A prac-
titioner's capability to manage or administer an innovative project is
a measure of his/her success at developing a communication process
that provides another potential manager the capability of using
research-and-development results.

Although there have been repeated efforts to standardize
measurement, or at least to conceptualize the effect of research and
development, the issue of selective versus comprehensive information
systems still needs resolution after two decades of continued articula-

tion regarding observable weaknesses within the network of educational
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organizations. Information about the variety of services designed to
Tink organizations seeking model projects with those providing the
object of their search was the culmination of elaborate efforts by
Butler and Paisley {1975). They classified more than 40 models by a
taxonomy developed in a unique project designed to analyze the levels
at which services were interfaced between sponsors and clients and to
determine the source of initiative for undertaking services.

The lack of evidence of evaluative techniques for control in
school systems parallels the lack of evaluation of school programs,
even when desirable results were obtained. Although school systems
have survived as organizations through time, it is also apparent that
their survival commenced without the control mechanisms required by
organizational researchers. Freeman (1975) described the complexities
of systems within systems, making up an organization of "Chinese boxes."
It is that theme of disjointed segments or disconnected subsystems
within an organization's structure that leads one to search for strate-
gies of organizational control. The rules and interests that influence
an organization from outside have led researchers to propose means by
which organizational environments can be researched. Meyer (1978)
distinguished between external environments and internal technologies,
the latter being activities continuing in an organization and con-
trolled internally, even though control is not highly visible. This
theorizing about organizations as activity systems directed the think-

ing of scholars toward a concern for processes.
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The Organization as a Process

Two social psychologists, Perrow (1970) and Hall {1977),
emphasized the role of key individuals as leaders and the internal
source of innovation and change. They reported that a key ingredient
of organizational success is the wiliingness of individuals to perform
only for the benefit of organizational needs. These writers further
maintained that friction between individuals and organizations can be
either creative or destructive. Their observations supported the find-
ings of administrative scientists Parsons (1956), Bendix (1960), and
Selznick {1960), who recognized the external environment as a major
force on the individuals in and the process of an organization.
Aldrich (1979) built on Thompson's open or natural model of organiza-
tions, which formed the basic premises of organizaticnal sociology.

He underscored the idea that the importance of processes 1ies in analyz-
ing essentially contradictory behavior and activities, which must be
pulled into a coordinated whole if organizational goals are to be
reached.

If one thinks about organizations as activity systems, as did
some writers of the 1970s such as Blau and Schoenherr (1971), one may
become overly concerned about processes, thereby becoming distracted
from the sociological emphasis. Thompson (1967) focused on organi-
zations while concentrating on processes, which made it possible for
all behaviors and activities generated in conflict by organizational
members to join in a harmonious entity. A major question raised by

the present writer pertains to the specific ways in which environments
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rather than individuals are the dominant force affecting organiza-
tional success.

Social~science theorists expounding on organizational
change and productivity have presented a number of propositions con-
cerning organizational process. Most writers have postulated that
there are too many factors to cope with systematically. Aldrich
(1979) submitted the central premise of an evolutionary view of
organizational change in a loosely united world. There appears to be
little stability within systems; continuity is achieved when active
processes are directed toward a particular goal.

Buckley (1967) and Landau (1969) discussed the loose coupling
of organizational components and stated that there are too many
relationships between components to deal with them systematically.
These social-science theorists treated organizational change as an
uncontrollable phenomenon that occurs within an organization whenever
an existing condition is altered and the manager or administrator of
an organization is urged to Took at one, several, or all of the
aspects of the organization's tasks, structure, technology, and
people. Others who stressed the l1oose coupling of organizational
components were Glassman (1973) and Weick (1976). But it was
Thompson's (1967) truly open model of organizational change that
achieved prominence. In recognizing those variables outside the
direct control of organizational members, he presented a model that
did not take for granted any understood internal structure and,

further, did not assume the environment was a given condition. This
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adaptation to changing environments is a measure of organizational
effectiveness and survival.

Thompson stated that there is no best path along which suc-
cessful organizations pass. According to him, appropriateness of
design and structure can only be assessed in light of the conditions
present for the organization. The variables least 1ikely to be
controllable are those that exist in the organization's environment.
Judgments made by those involved in the administration of organiza-
tions do, in fact, strongly influence the attainment of goals and
depend on these individuals' perceptions of the environment.

In many ways, organizational theorists have ascertained that
the design and success of organizations vary greatly. It is left to
the student and practitioner of organizational processes to clarify
the methods that will prevent the development of unsuccessful organi-

zations and will aid in the development of successful ones.

Accounting for Results

Most studies of organizations reviewed for this dissertation
were comparative in nature and suggested organizational models that
were flexible, adaptable, and universal; a few offered specific
guidelines for such models. Descriptions of these models were found
in the writings of proponents of management by objectives (MBO).

Bell (1974) expounded on the virtues of MBO specifically
for school administrators. Essentially, MBO provides a format for
performance accountability that is applicable to school organiza-

tions. The purposes of those objectives are to solve the problems of
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an educational institution at a particular time. A concern of those
who adopt MBO is marshalling their resources according to priority.
Goals cannot be completed successfully if the proper environment does
not exist; both external and internal conditions must be hospitabie
to the process and products chosen to attain the objectives of the
organization. When looking to models for management strategies, one
must search for those actively operating in environments similar to
that of the organizaticn considering adoption.

With respect to innovative approaches to solving problems in
educational organizations, many of the premises upheld by proponents
of change within organizations fell among descriptions of low produc-
tivity and inefficiency and were relegated to systems of information
distribution within and outside of organizations. Innovative efforts
to disseminate information not only serve as models for success but
also point out the need for methods of measuring and conceptualizing
the effect of change.

In organizations, complete or incomplete records are main-
tained, depending on the degree of importance the directors of the
respective programs attach to such records. Directors with educational-
research or ‘information-science backgrounds accept the need for cost-
efficiency data, whereas directors with clinical or humanistic
backgrounds tend to be skeptical of quantitative approaches and
evaluate their operations on the basis of experiences with individual
clients. These findings, as well as others, suggest to students of
diffusion that it is impossible to ignore social relations in studying

the spread of innovations.
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Citizen Participation in Educational Planning

One of the more prolifically researched topics of study in
the field of educational planning has been citizen participation.
Seeming to have achieved importance in the federal, state, and local
government arenas, citizen participation has been responsible for
much reduction of tension in our society. Citizen participation in
any organization provides the potential for analyzing the organiza-
tion's influence on goal achievement and policy formulation. 1In
schools and educational organizations, a basic management concept is
that better decisions are made when groups affected by the decision
are actively involved in identifying problems and determining solu-
tions. Studies such as those conducted by researchers at the Urban
Institute {1970) have shown that citizen participation does work.
The erratic, misunderstood involvement of citizen groups at the federal
level has often overshadowed the results of more utilitarian, con-
trollable experiments with citizen participants at the local level.

The organizational system in education was the primary
target of change efforts reported by Benson (1971, 1977), Klingsborn
(1973), and Pfeffer (1977). Types of educational changes were simi-
lar; these writers placed them in two comprehensive categories:

(1) political, which involved educational goals being established as
public policy, and (2) knowledge, which involved learning how to
achieve goals that have already been established. Because schools
are unique among organizations, the ongoing conflict between profes-
sional participants and hierarchical organizational control was

evident in these studies.
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Owens (1969) dealt with schools as people-changing organiza-
tions, and Steinhoff {1976} studied the diffuse and ambiguous goals
their administrators strive to achieve. Both Owens and Steinhoff (1976)
supported the contemporary motivation and social-systems theory
expressed by Lewin, Maslow, Herzberg, and McGregor. Because schools
have essentially an involuntary clientele, Steinhoff pointed out the
likelihood that they would not survive in conditions that depend on
a search for direction and purposefulness. He believed that the Tow
internal interdependence so easily swayed by political control is a
key reason for the low success of school organizations.

According to dissatisfaction theory, which is based on the
concept of participative representation of the citizenry in local
school districts (Lutz & Iannacone, 1978), the local school district
is doomed as a democratic governmental unit. In his discussion of
the wide range of theory assessing deviance, conflict, and cultural
change, Levine (1978) proposed a dichotomy between hard and soft
institutions; the former constrain and limit behavior, whereas the
latter allow and encourage a structure wherein individuals express
their own needs. He suggested four basic characteristics necessary
for amodel adopted to resolve conflict and to cause change within an
jnstitution. These characteristics contribute to the survival of an
organization built on group participation and social adaptation. The
first characteristic, persistence, sustains the other three: order,
progress, and revitalization.

There is a certain loose, disorganized quality about citizen

participation in the governance of schools, which evaded all written
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attempts to define its characteristics. Those who have attempted to
define the problems related to control of community-based organiza-
tions such as schools have failed to reach consensus regarding citizen
participation. The recent literature mainly pertained to federal
policies and practices, even though local government control and its
intended benefits must be incorporated in any definition concerning
schools and educational organizations. The quality of citizen par-
ticipation is in sharp contrast to the kind of participation--the
policies and practices of citizens in the governance of cities and
states.

Moguluf (1970) felt that citizen participation is the
problem in traditional decision making. However, he expressed opti-
mism that a systematic approach to using citizen power would provide
better decisions that would be more palatable to the recipients of
the services of school organizations.

Perhaps a larger body of literature regarding the policy
and practice of citizen participation exists than what this investi-
gator was able to uncover. However, the fact remains that citizen
participation is there to be observed, it works, and it seems to have
received financial support from federal and state agencies since the
early 1970s. It is fitting that citizen participation should be
regarded as a means of reducing societal tension and should auto-
matically be included as part of the American democratic process.

In contrast to the benefits of citizen participation as an instrument

for decision making and goal attainment is the argument that citizen
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participation is best viewed solely as a means of establishing policy
for organizational improvement.

After more than ten years of study, Benson (1971) described
the processes inherent in participative structure. But it was Klings-
born (1973) who revealed the variables that affect the success of
participative organizations, Pfeffer and Salancik (1978) made impor-
tant contributions to the field by identifying and labelling internal
conflicts inherent in participative processes. The notion of design-
ing organizations around participative groups was introduced in the
mid-1970s and fostered the ensuing trend, at least in the United
States, toward group dynamics and the study of human relations.

Leavitt (1974) stressed the idea that groups are becoming
more relevant for organizations as well as for cultural reasons. He
said that most large organizations are collections of both formal and
informal groups interacting with one another, which is a natural
phenomencn of organizations. Leavitt appraised groups as being par-
ticularly useful as coordinated and integrated mechanisms for dealing
with complex tasks that require input of many kinds of specialized
knowledge. He further found that organizational decisions resulting
from the interplay of forces among groups are not a characteristic
of only large organizations but also of small, loosely integrated
organizations in which face-to-face activity is an important disci-

plinary tool.
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Formality in School Organizational Management
and Educational Planning

Interpreting the need for formal structure., rationality, and
discipline essential for a successful organization is not simple.

For the purpose of this investigation, the researcher examined writ-
ings about the elements that compose a successful educational organi-
zation as well as literature pertaining to the use of formal management
systems to develop programs in schools. Surfacing throughout that
review were references to and descriptions of systems approaches to
decision making in school arganizations.

Godder {1976) discussed the use of formal management systems
to assist decision making in schools because, in his view, using such
systems is the only way to discover the real issues and to decide
what to do about them, Phillips and Tucker (1976} defined needs
assessment as the difference between what is and what should be and
prescribed long-range educational planning as the means of meeting the
needs of school organizations. Alexander (1975) approached educational
planning by examining the social demands on the school organization,
interpreting those demands into objectives that could be met by
forecasting manpower needs, and measuring the benefits of educational
planning by attempting to assess expenditures.

Coelho (1975) presented a set of techniques for developing
and implementing a systems-management effort in a small, conservative
New England school district as an adoptable model focusing on self-
assessment and organizational diagnosis. Third-party consultants

became the means by which small school districts developed their
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management skills and solved their problems systematically. Coelho's
basic assumption was that small systems function best under a central
management team. It has been found that variations in school-district
size affect the success of the team approach. According to a study
conducted by the Ohio Association of Elementary School Principals
(1971), school-district needs depend directly on district size, and
the best decisions are made by individuals and groups as close to the
point of implementation as possible.

Unless an organization recognizes the need to coordinate the
efforts of its key people to realize common objectives, it is subject
to either misdirection and dissipated energy or to minimal effective-
ness, at best. Ciampa (1975) prepared a systems overview for school
administrators supporting this essential premise. His primary effort
was directed at presenting evidence that systems approaches were in
practice 2,000 years ago when Philip of Macedonia asked what objec-
tives he needed to accomplish and determined the procedures'he had to

follow with the resources available to him.

Planners and Planning in Educational Settings

The rise of the local educational planner was preceded by
that of the regional educational planner, who functioned primarily
through state departments of education. As regional planning became
the Taw of the land and was proven effective,] it also provided

direction for educational-organizational management.

1Some of the pertinent legislation is as follows: Michigan
Public Act 281 of 1945, as amended P.A. 194 of 1952; as amended P.A.
87 of 1967; as amended P.A. 427 of 1976. Federal Housing Act of 1954,
Section 701. A-95 Review required for land use--1966, as amended
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Writers of urban-planning literature in the mid-1900s pro-
vided an aggregation of material that established an essential multiple-
step framework for educational planning. Each of the steps was a
separate element in systematic planning in educational organizations;
as with the model described in this dissertation, all components were
essential,

According to Simon {1962), the greater the number of parts a
system develops, the greater its complexity and its ability to pro-
duce change within itself to improve goal attainment. Melcher {1975)
researched institutional structures and processes designed to define
and attain systematically established goals. Among the organizations
that generated scientific policy strategies and effective decision-
making procedures, those incorporating effective citizen participa-
tion demonstrated the best mechanisms for feedback of evaluative
information.

Kast and Rosenzweig {1972) found that organizations are nhot
spontaneously evolving social systems; they are contrived by man.

As Ackoff {1971) reported, organizations were formed from human com-
ponents and their structures were based on events rather than physical
components, which could not be separated from the processes. Lazlo
(1972) viewed the human components of organizations as willful ele-
ments in the sense that the participants initiated and, in varying

degrees, carried out the organization's activities.

1976. Federal Office of Management and Budget--Section 204 of Demon-
stration Cities and Metropolitan Development Act of 1966.
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An important step in systems planning is assessment of need.
Models for simple, economical methods of needs assessment are gen-
erally a blend of community participation and evaluation (Rookey,
1976). The literature contained instruments and questionnaires that
have been used to gather and understand people's perceptions regard-
ing the need for change.

Writers of the 1970s discussed many new approaches to
resolving problems in educational organizations (Hopkins, 1977). As
Barbulescu (1976) pointed out, the systems approach can be used to
study problems in a variety of fields. Employing the methods and
techniques of modern management and allowing for the problems specific
to educational organizations, the systems approach can be used to
define the content of an educational system. In the development of
general-systems and organizational theory and in the construction of
educational-theory models, numerous concepts have been borrowed from
other disciplines; the social sciences, agriculture, economics, phar-

macology, and quantum theory have provided more than a minimal influence.

Summary

Given severe-enough challenges from its environment, any organi-
zation will need to adapt to improve its goal attainment or to reguiate
itself in such a way as to measure success. A model for systematic
pilanning provides explicit, effective procedures for defining the
state of the organization at a particular time and the probable degree
of success to be anticipated. Organizations that can generate alter-
native policy strategies and effective decision-making procedures

inevitably have good mechanisms for feedback of evaluative information.
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It is evident from the review of literature that there is a
need to develop much better planning models. Contemporary social
scientists have barely made a dent in this effort, and research on
the development of such models is demanded. As far as can be deter-
mined, only minimal study has been undertaken in this regard.

Figure 1 represents 60 years of systematic-planning theory
in a topical display of themes from the prominent writers whose most
important contributions were reviewed by the present researcher. By
examining this figure, one may come to understand the variety of
themes related to systematic planning and grasp the diversity and
profusion of literature published since 1920, Figure 2 contains the
same thematic representation as Figure 1 but displays the names of the

writers of systematic-planning theory.
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CHAPTER III

DESIGN AND METHODOLOGY

The West Bloomfield Model and Process

The West Bloomfield Model hardly had an official beginning.
If, to establish historical accuracy, one must pinpoint when the
West Bloomfield Public Schools Model for a Systems Plan for Program
Development made its debut, it would have to have been in February
1975. The first Monday evening of that month, an audience of nearly
100 community members listened as the superintendent of schools,

Dr. Jerry J. Herman, presented the schematics of the model to the
board of education. (The model, in its entirety, may be found in
Appendix A.)

That winter evening was not the first occasion on which sys-
tematic planning was the main topic of discussion among groups of
people working or living in the West Bloomfield School District.
Before publicly introducing his model at the 1975 board meeting,

Dr. Herman had frequently described the benefits of systematic plan-
ning to the building and department administrators and trustees of
the Board of Education. In the two years between Dr. Herman's
employment with the school district in January 1973 and the public
presentation in 1975, the management team had become familiar with
the basic components of a systems approach to planning and how plan-
ning could help attain the goals important to a school district's

38
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clientele. Few of those school administrators and elected board
members understood the specific concepts of systematic planning, but
they soon evidenced more than a surface interest and had many ques-
tions when the schematics of the planning model were presented.

On that February evening, Dr. Herman provided a graphic
explanation of the model and answered many questions asked by staff
members, elected officials, and citizens attending the meeting. The
administrators and trustees attended because they were required to be
at all regular board of education meetings, but the large number of
citizens were there because of advertising, personal contacts, and
invitations sent to parents and community businessmen who were
directly involved in school activities.

The story of the model's development and implementation demon-
strates how important it was for many people to be involved in the
commitment to adopt the process at the earliest possible stage. That
commitment, in itself, was what made this planning model unique and
was a primary reason why the writer decided to give this evaluative
description. After reading this description, one should be able to
understand how the process worked and, after examining the model's
components, to determine whether the model provides the guidance
necessary for implementation in any school district. Formal commit-
ment to such an endeavor must follow careful evaluation of the general
concepts of systematic planning as well as critical analysis of the
model's components. As the West Bloomfield Board of Education did
on that February evening in 1975, any other board of education can

formally commit itself to systematic planning. Thereafter, people
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adopting that planning process can duplicate or deviate from the
seven phases of the model described here.

Neither a graphic design nor a few paragraphs are sufficient
to explain how this commitment came about, for the process was much
more elaborate than can be described in a few sentences. To under-
stand the success of the planning effort, the details of Phase I,
the Qverview Planning, must be examined. In that phase, the mission
and goals from which all objectives were derived were established for
the school district. Essentially, the investigator herein describes

the foundation of a modified management-by-objectives system.

Commitment and Time Lines

Soon after the commitment to adopt the model was formalized,
Superintendent Herman announced a variety of tasks to be completed by
June 30, 1975, which would establish the top-priority educational
goals for the coming years. The various publics within the school
organization and the community used the Phi Delta Kappa goal-building
program.] The superintendent appointed a project manager, whom he
directed to (1) select a stratified random sample of residents to
rank the 18 educational goals, (2) design a computer-processed survey
instrument to conduct the ranking activity by mail, and (3) train
other administrators to conduct the Phi Delta Kappa program.

In addition to the sample of residents, six other groups

participated in the goal-building program. They were (1) a random

]The Phi Delta Kappa Educational Foundation granted permission
to adapt the instruments displayed in Appendix P. From Phi Delta
Kappa Community Goal Building Exercises and Development Workshop, 1974.
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sample of senigr-high-school students; (2) the entire teaching
staff; (3) a random sample of the nonteaching staff; (4) all identi-
fiable PTA, PT0, Fan Club, Band Boosters, and special-education
parent groups; (5) the total administrative staff; and (6) the board
of education.

None of those who participated in the Phi Delta Kappa exer-
cise were included in more than one group. When the results from the
six groups were compiled, the report made to the board did not com-
bine their ranked Tists. In other words, six different lists of
ranked educational goals were presented. From these 1ists, the board
created the one list that was Tater adopted as official po]*icy.'|

While the goals were being ranked, 18 needs-validation
commi ttees were working on the Needs Assessment and Status Studies
components of Phase I. The committees were as follows:

Six building committees
One personnel committee
One each 1in
Administration
Curriculum
Athletics
Career and Vocational Education
Community Education
Budget and Finance
Transportation
Food Services
Special Education

Maintenance of Facilities
Public Relations

lyest Bloomfield School District Policy No. 6000, adopted
September 22, 1975.
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Almost 260 members of the lWest Bloomfield educational community served
on these committees for three months. At the end of this time, they
presented a 200-page report of needs to the board of education.
Coincidentally, 18 administrators were employed in the district at
that time; thus each principal, assistant principal, director, and
coordinator was appointed as an administrative liaison to one of the
18 committees. The administrator did not necessarily chair the
committee but was charged with providing information, clerical and
secretarial service, and guidance to that committee. Administrators
also assisted in presenting the 1ist of needs drawn up by the commit-
tee to the board by June 30, 1975. Later, 36 residents (two from each
of the 18 committees) were elected to rank order the needs on a
districtwide basis. The 36-member "committee-of-the-whole" performed
this task during the summer of 1975 and presented these 248 needs to
the board of education on November 17, 1975.1
The writer must reiterate some of the activities falling
under the Needs Assessment and Status Studies components in more
detail for the reader'’s clarification. A major activity of the

school district is an attitude sampling called ASK.2 Beginning in

]These needs are 1isted in the minutes of the reguiar meeting
of the board of education, November 17, 1975.

2The Attitude Sampling Kit {ASK) is a question bank of 2,000
jtems designed to solicit opinions about education in a particular
community. Responses from a sample of voters, parents, students,
and staff are gathered by telephone interviewers and recorded on
forms that may be processed for computerized analysis. Copyrighted
by Oakland Intermediate School District, Pontiac, Michigan, in 1968,
the questionnaire was field tested in California during a five-year
period after 1963.
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18974, ASK has been conducted annually in West Blcomfield and other
Oakland County districts interested in gathering information about
citizens' attitudes. Reports consisting of summaries and analyses of
the information are frequently made to the board of education.

Status studies used by various committees and the board
comprised all of the retrievable reports and pieces of information
gathered over several preceding years and produced whenever a compila-
tion of information was needed. Many reports were updated from those
produced sometime in the past, filed for future reference, and left
unchanged as time elapsed. Such reports provided valuable informa-
tion during summer 1975 while the committee-of-the-whole rank crdered
the district's needs.

Frequently, studies were comparisons of data compiled about
West Bloomfield and other school districts. This method often gave
the persons concerned a basis for recommending a change in a current
condition. Caonsequently, a high priority was assigned to such a need,
the intention being to bring about a change in a short time.

During the 1976-77 school year, there was a hiatus in program
development. Because of unpredictable revenues; infiationary costs
for services, equipment, and supplies; and unsettled employee master
contracts, the board of education reduced activities related to the
planning model. That year, as in the preceding academic year, the
administration attempted to meet those needs ranked high by the
validation committee if no cost or a low cost was associated with

such action.
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In the 1975-76 and 1976-77 school years, the board adopted
goals ranked in the highest-priority positions in the description of
need. For instance, in spring 1976, the voters passed a bond issue
after an energetic campaign to remodel Roosevelt Elementary School
and to improve other buildings. Other high-priority needs, including
the number-one item, were not met but were earmarked as those that

required future bonding.1

Financial Resources From an External Source

During summer 1977, the district received notice that a
financial award would be made from Elementary and Secondary Educa-
tion Act, Title IV-C funds. The district successfully competed in the
proposal-writing process established by the Michigan Department of
Education and was granted $40,000 to establish an office of planning
and evaluation and to test a planning model, With this funding, the
West Bloomfield Schools were able to reactivate the systems-planning
process and, in fall 1977, reactivated the components of the model,
beginning with Phase II (the Awareness Phase).

A description of the three components of Phase II supports a
major contention of proponents of the modei--that decisions made by
groups of people are better than those made by individuals. The
Awareness Phase was designed to bring the dynamics of individuals
interacting with others in a group setting to a conscious state at

which those dynamics would help group members make efficient and

]The number-one item, the construction of another elementary
school, has not yet been accomplished because of declining enroll-
ments in the elementary schools.,
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effective decisions. Workshops in group dynamics were important in
fostering the group-decision-making process. Teachers, aides, and
administrators were trained in an attempt to cement group-leadership
skills in as many key individuals as possible. Parents, other citi-
zens, and paraprofessional and support staffs were included as an
important part of the group-dynamics workshops.

A project director and a part-time secretary were employed
to coordinate this and subsequent phases of the model. The superin-
tendent and the project director selected a group-dynamics consultant.
He had had many years of experience directing organizational develop-
ment and research in group dynamics with General Motors Corporation
and other organizations, including some composed of citizen volun-
teers.

The first public activities began in October 1977. Board

members and administrators submitted the names of potential partici-
pants; these people were chosen because of their direct involvement
with the schools, either as parents or residents. It was assumed
that these people, like employees who volunteered to participate,
had at Teast a minimal knowledge of the schools' operations and a
generally supportive attitude concerning the school organization.
A letter explaining the project and inviting potential participants
to an orientation meeting was sent to 110 people. (See Appendix B.)
Sixty participants attended the orientation meeting, which was held
on Saturday, October 22, 1977.

The meeting began with a brief welcome and remarks by the

president of the board of education. This contribution by the chief
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elected official was essential to the program's success because it
reassured the participants they were involving themselves in an
activity about which, at that time, they might have felt sowewhat
confused. Other board members added their support to the endeavor
and assured participants that their efforts would produce information
of value to the board of education.

The agenda for the remainder of the afternoon is included in
Appendix C. The project director explained the purpose of the day's
activities and the objectives of the project several times during the
workshop and answered questions whenever they arose. The consultant
conducted three major activities during the day. Each deserves some
comment here because these activities were important in develcping
the planning process.

Participants were assigned to seven subgroups in which they
were to discuss current situations and conditions in the school dis-
trict and to itemize the negative and positive characteristics they
could state as problems requiring solutions. One-cn-one interviews
followed, in which concerns that might be unlike those generated in
the subgroups were gathered. A spokesperson from each subgroup was
selected to report to the total group. During that "sharing" time,
the common concerns were noted on a large chalkboard and grouped into
four major categories, labeled communications, administration, cur-
riculum, and staff. The project director attempted to list all state-
ments made by the seven spokespersons in the four categories, but
this proved to be an impossible task within the available time. It

was decided that all participants would receive a 1ist of the
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statements after the workshop and be able to give some indication of
their perception concerning the relative importance of each item.
Appendix D shows how those responses were collected.

In the next part of the orijentation meeting, the consultant
conducted an individual versus group decision-making exercise. Many
such exercises can be found in current publications developed for
community involvement (Matthews et al., 1978) and public relations
for schools (Pfeiffer & Jones, 1977). At the end of the workshop,
participants added their names to a 1ist of people interested in
working on a task force to investigate one of the four problem areas.
The group selected a date for the next workshop, and the meeting
was adjourned for the day.

Appendix E shows the ranking of responses to the "State of
the District" perceptions elicited in October. The subgroup spokes-
persons and the project director determined that all participants
should be involved in determining which problems were more important
than others. Participants ranked the problem statements and returned
their rankings by mail. Project-bffice personnel compiled the results,
which were reported to the participants at a December 1977 group-

dynamics workshop.

A Demonstration of Enthusiasm for Planning

The mood of the second workshop, conducted in December 1977,
was noticeably different from that of the first. A different envi-
ronment was selected intentionally for the meeting. Instead of the

auditorium/lecture hall type of setting used the first time, this
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gathering was scheduled in a brightly 1it, more informal cafeteria/
social hall in another school building. An early-morning start added
to a high level of anticipation for making progress on the job to be
done,

By and large, the citizen participants were the same 60 who
had attended the October orientation meeting. Some new faces also
appeared, either adding to the original group or replacing individuals
who had contacted the project director and requested exclusion from
further activity. An increased number of teachers and administrators
also attended.

An effort to identify resource people who would be available

1 That is, the

to the specific task groups had been successful.
project director had persuaded several teachers and administrators
to act as experts in specific areas related to the general topics of
concern expressed at the Octobeyr meeting and in the ranking exercise
completed after the meeting. At the end of the second workshop,
these resource persons served an important purpose and proved to be
useful as the respective groups pursued their tasks.

Appendix F contains the agenda for the second workshop, at
which the group-decision-making process gained momentum. With
encouragement from the project director, the resource people, and

the administrators, participants reviewed the work completed thus far

and got to know each other better through several group-dynamics

]Administrators and residents served as resource people in
specific areas of expertise, e.g., curriculum, business and finance,
health services, and construction trades.
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exercises. A modest but tasty luncheon, prepared by several school-
bus drivers, added to the enjoyment of the occasion and enhanced the
socialization process. As time went on, it became evident that sharing
food and refreshments was an important element in the group process.
Restoring energy was critical at certain times, but more important

was the incentive added by socializing during meals. When people

were working hard and evidencing some anxiety about their tasks, it

was helpful to release tensions at refreshment time.

After Tunch, participants heard a lecture on how groups can
reach consensus and make decisions, and then they practiced what they
had Tearned. This led to reformulation of the four groups associated
with the four major areas of concern that had been identified seven
weeks before. As each group met, participants were given some sug-
gestions on how to set priorities when turning tc the task ahead;
how to define specific goals and break them down into manageable,
measurable objectives; and how to devote themselves to a cliearly
stated task. Each group elected a chairperson, who selected indi-
viduals to assist in group leadership.

As the day progressed, the resource people shared ideas about
where to obtain information; the consultant and the project director
generally helped the groups approach their goals. Appendix G dis-
plays a group-decision-making exercise the project director designed
for each of the four groups. After doing the exercise, individual
groups decided on a time for their next meeting and shared with the

total group the project they had undertaken, the way they had decided
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to approach it, and needs they perceived for successful completion.
The workshop adjourned following an evaluation of the day's activities.

An interesting phenomenon occurred when the curriculum and
staff groups decided to combine their memberships, their charges, and
their tasks. This was reflected in a letter sent to all participants,
summarizing the work accomplished through the first part of the
school year and giving a pre-holiday reminder intended to continue the
momentum into the new year. (See Appendix H.)

Beginning in January, the three task groups met regularily and
formulated recommendations for rectifying the problems identified
earlier. These recommendations usually were brought to the project
director's notice first because the director and the task-group
chairpersons had established this procedure. Some recommendations
were submitted to the superintendent for his reaction, but generally
the task groups retained their proposals for incorporation into a

final report.

Visits and Record Keeping

During their investigations, task-group members visited other
schools and districts to observe how they had solved specific prob-
lems. Other members visited libraries, public and private agencies,
corporation sites, and research centers or attended a conference or
workshop in an attempt to gain insight into various ways of meeting
district needs. In any case, the participants reported on these visits
to their group, the project director, and their colleagues and shared

what they had learned that might help improve ongoing programs or
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develop new ones. Group members often were accompanied on these
visits by a friend, a spouse, or a colleague who was not directly
involved in the project. Appendix I contains a form designed to
help participants report and record information gathered on a visi-
tation.

Another part of the Phase II activity was a review of litera-
ture containing descriptions of outstanding programs in Michigan and
elsewhere. This type of investigation provided a means by which a
participant could contribute a great deai but did not need to spend
time traveling. Those who preferred to review printed materials
prepared reports similar to those done by people who had made visi-
tations. No standardized format was recommended for these reports.
The aforementioned types of activities took place for about eight

weeks.

Planning for the Future

By March, Phase ILI of the planning model was scheduled to
begin. This called for the appointment of a 13-member committee
composed of staff, parents, students, board members, and administra-
tors to develop a five-year plan to be adopted by the board of educa-

1 The five-year-

tion before the beginning of the 1978-79 school year.
plan committee was appointed and became known as a "blue-ribbon panel"
in acknowledgment of their important task. The project director

carefully selected the 13 committee members, and the superintendent

]The dates shown in Appendix A do not reflect the two-year
period when project activities were curtailed because of insufficient
financial support.
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appointed them to carry out their tasks, which are detailed in
Appendix J. In addition to deveioping a five-year plan, the commit-
tee was to conduct a public-relations program to inform residents,
school staff, and students ahout the purpose of the planning effort
and also to gain input into and support for the plan before ijts
official adoption. If any criticism is to be levied concerning the
weakest link in the chain of events, it must be here: The citizens
on the committee declared themselves incapable of undertaking a
public-relations program. By mid-April, the committee was ready to
make recommendations and to share ideas with the public. Even though
some members of the group expressed a need for more time, their energy
and enthusiasm carried the group well ahead of schedule to complete
its task.

One might speculate that committee members resisted the public-
relations effort because they lacked confidence, but probably they
were convinced that public relations is successfully handled only by
professionals. The threat of failure Toomed when the committee mem-
bers assessed their own strengths in public-relations techniques,
and they did not want to jeopardize the favorable public sentiment
that had been gained up to that point. The committee did not formally
refuse to conduct a public-relations program, but members were
obviously reluctant to discuss and commit themselves to such a program.
Nevertheless, the committee met regularly, chose co-chairpersons, and
undertook the assigned task to propose a plan for change. The entire

comnittee met only three times. Most of the work was completed by
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individuals who worked in small teams and then sought direction from
the total group at committee meetings.

Appendix K contains minutes of late March and early April 1978
meetings, when the committee was in the process of working out and
ranking the various needs assessed by the task groups. The commit-
tee decided that various categories of needs should be formed to
provide a clearly defined 1ist and to add perspective to the kinds of
needs that existed. Without ranking the 1975 needs list, and by
eliminating needs that had been met since that time, the 1978 needs
Tist was compiled.

The committee decided to introduce the tentative five-year
plan at a public meeting before presenting it to the board of educa-
tion for adoption. The meeting was scheduled for April and was
announced to the entire community. Appendix L shows the kinds of
methods used to encourage community members to attend the meeting.
Radio and newspaper advertising was prolific, and committee and
task-force members conducted a telephone campaign to generate interest
and to promote attendance. This essentially was the extent of the
public-relations program. The campaign also provided an opportunity
for everyone to express an opinion or to comment on the five-year plan

before the committee presented it to the board.

Confirmation of a Long-Range Plan

At the public meeting in April, an audience of approximately
30 residents joined the citizens, staff, and students who had worked

on developing the five-year plan. (See Appendix M for the agenda
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of that meeting.) The atmosphere was like that of a round-table
discussion. There was a degree of formality, yet there was enough
questioning and discussion to provide a congenial give-and-take
dialogue. At the close of the meeting, this writer reiterated the
appreciation expressed by the audience to the participants for a job
well done. Several board members and administrators acknowledged the
many hours spent by the participants, who had completed what appeared
to be a very worthwhile undertaking.

Four days later, representatives and chairperscens from the
committee attended a regular board of education meeting and presented
the Five-Year Long-Range Planning Report. {See Appendix N.) The board
accepted the report with few questions, probably because most members
felt well informed after having attended several task-force or com-
mittee meetings as well as the pubTlic meeting. The board asked the
administrative team to determine the cost of items in the report that
did not already have a price. Further, the board directed the adminis-
trative council to propose pilot programs that might be subsidized by
Elementary and Secondary Education Act, Title IV-C funds and to imple-
ment them. This the council did at its May 3 meeting. The project
continued until May 10, when the council activated the final phases
of the planning model.

Appendix 0 shows how pilot programs were selected. In the
interaction of the principals, directors, and superintendents, there
was dynamic competition among those favoring and those opposing a
particular pilot program. The programs selected inevitably were the

ones best described, thought out, and developed and, of course, best
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presented by individuals in the group. As the guidelines of Phase IV
of the systems plan were applied to selected programs, it became less
necessary to follow precisely the format of the model. However, this
part of the model functioned as intended when the pilot programs

commenced.

Final Phases of the Systems Plan

Phase IV is a simple outline of steps to be followed when a
problem 1is identified and a plan for solving that problem is sought.
The steps are followed in an effort to develop any program area.
Programs are specific or very general in nature and of a short term
or encompassing several years. The need determines the format under
which & program is deve]oped.] (If all components of the Phase IV
outline are used, the pilot effort will be better designed than if no
plan were followed at all.)

Phase V provides a simplified approach to evaluation of pro-
grams, regardiess of whether they are in a pilot stage or are already
established. There is no mystery about the four basic system com-
ponents. Delivery denotes the manner in which a program is

implemented--what is happening. Data retrieval is the process by

which information about the program is gathered, and evaluation states

how that information is used. Reporting of results is an important

component, for observers and participants alike may draw conclusions

about success and failure from these results. Conclusions often are

1The jtems in the Phase IV outline do not include all possible
tests but provide a comprehensive, if not complete, list.
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evidenced that are based, not on results but rather on the manner in
which results are reported.

Phase VI is a detailed outline of the way a decision regard-
ing program success can be made. It stresses not only the 1mportance
of monitoring data collection, but also the careful analysis of those
data to evaluate the results and draw meaningful conclusions. The
decision then is based on the success or failure of a pilot program
and determines whether a program will be expanded, replicated, modi-
fied, or disbanded. This phase of the model incorporates the essen-
tial element of all systems planning-~the ability to return to a
previous phase when a need is still apparent or when a solution is not
deemed successful and another is sought.

As in Phases IV, V, and IV of the model, Phase VII is an
ongoing sequence of activities tied directly to implementing new
programs that have proven themselves worthy of continuation., Phase
VII outlines five areas in which decisions must be made about success-
fully piloted programs. The allocation of financial and human
resources is probably the area in which most decisions are made that
determine whether a program will be developed at all. Simply put, if
resources are not easily identified, programs are dropped even if
they otherwise have proven successful.

Phase VII incorporates a description of the delivery system
by which a piloted program will be implemented, including the staff-
ing pattern, facility requirements, instructional or other processes,
and supply requirements. A third component contains a description of

the staff and participant training process. Often, the pilot staff
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learns a great deal about training needs as the program becomes
operative. Inservice training is equally important for new staff,
in the case of expansion or replacement of experienced personnel.

Public relations is important when a new program is adopted.
When a decision is made to develop a successfully piloted program, a
plan must be created to disseminate information about that program.
The ease and skill with which this is done are directly related to
how much planning has been done to establish positive attitudes among
the various publics who are likely to criticize any effort to effect
change.

Upon determining a time sequence for implementation, all of
the ingredients for program development have been mixed into the
planning formula. The West Bloomfield Systems Pian for Program
Development includes all of the ingredients for the seven phases of
the model., In this chapter, in which the writer described the syste-
matic process and the model cutline, more questions may have been
raised than answers presented. As with any model, the contents serve
only as a guide for the user.

For the early phases of the model, it was possible to describe
single events that complied with the guidelines and illustrated how
the model works. In the later phases, especially the implementation
of programs, no single example followed ail the guidelines of the
model. At this point, it might be helpful to review a currently
operating program that was developed at West Bloomfield using the

Systems Plan process.
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An Example of the Model's Results

In the 1975 needs-validation process, priority item 37 was
to develop a K-12 curriculum for gifted children. In 1977, those
involved in reviewing and studying the original 248 needs recognized
the need for a program for gifted chidlren. The Long-Range Planning
Task Force on Curriculum and Staff supported the need for such a
program and knew of a tentative district plan for a magnet school for
academically accelerated elementary-school students. In its report,
the Task Force warned against curtailing currently operating school-
district programs and reducing others. It also stated that teacher
shifts resulting in increased loads for teachers in the neighborhood
elementary schools or any curtailment of facilities or eguipment
elsewhere to make the new program operational would not be desirable
or acceptable,

In October 1977, when the report was prepared, an advisory
committee was already designing the Magnet Program for gifted stu-
dents. The district earmarked $21,000 for the development of a pilot
program, which was completed bx June 1978. For the 1978-79 school
year, the board allocated $41,250 to implement the magnet school
program. The question of how this decision-making process conformed
to the model's guidelines can be answered by reviewing the events
that transpired and acknowledging that the program was developed to
meet more than one need and to solve more than one problen.

The top-priority need, validated in the original 1975 study,
was to build a new elementary school or to relieve overcrowding at

Green School by reducing the student population by 250. The second,
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third, and fifth priority items concerned renovating and remodeling
Roosevelt Elementary School, a deteriorating building constructed in
1926 and the oldest still in use in the district. A professional
consultant conducted a study and proposed a design for extensive
renovation. With this in mind, the board of education campaigned for
a $1 million bond issue, which was passed in spring 1976.

It soon became apparent that the renovated building was an
ideal setting for an expanded program. 01d facilities could be used
to accommodate new programs. For the district's Five-Year Plan for
Media Program Development arose a suggestion for a new 1ibrary and
media center. The assessment committee expressed a need to reduce
the population at one school and to estabiish a program for gifted
students. The common thread that tied these needs together was the
search for scolutions, which occurred in the Tong-range planning
process. If the needs had not been identified, ranked, and discussed
in the early phases of the process as dictated in the model, a mesh-
ing of solutions might not have occurred,

Eventually, solutions were found for three probliem areas:

(1) the overcrowding situation, (2) the renovation of a building,

and (3) services for gifted students. The committee designing the
program for gifted students requested funds from the remaining
Elementary and Secondary Education Act, Title IV-C monies to use
during the summer of 1978 for staff professional-development activi-
ties. When the board of education decided on June 1, 1978, to imple-
ment the Magnet Program during the 1978-79 school year, the additional

monies, which amounted to $6,000, provided valuable staff training.
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Observing the events of the 1977-78 school year in West
Bloomfield, one can see the last four phases of the systems plan in
operation. The casual observer might only think that the Magnet
School Program served gifted students, whereas, in fact, it also
reduced the student population in the five elementary schools and put
to best use the newly constructed facilities in an aging building.

The more insightful observer would see that the initial implementa-
tion of the programs was closely monitored, and, although the programs
appeared to meet the assessed needs, they would be evaluated according
to the systems-plan guidelines and reworked for future improvement.

It conclusion, it must be noted that this program-development
process was not without crisis, But far overshadowing these crises
were the positive, productive activities that took place as a result

of the direction provided by the systems plan.



CHAPTER IV

BACKGROUND INFORMATION ON RESPONDENTS WHO
PARTICIPATED IN THE STUDY

Superintendent Interviews

To Took at any sample of districts selected by size, popula-

tion, or other criteria is to look at as many different modes of

operation and as many different decision-making processes as there are

individuals who fill the position of chief executive for the various
districts--the superintendent. A "systems" approach, in diverse
forms and conditions, is present in most superintendents' management
techniques. With varying precision, some degree of systematic plan-
ning takes place in the requiar operation of all school districts.
It is the superintendent who determines just how systematic the
planning is. Those who have more than a general knowledge of the
concept will, as the world becomes more complex and society makes
more demands on decision makers, find themselves with an advantage
in the professional field of educational leadership. The era of

1

cybernetics’ and automation will not allow public-school-district

executives to make decisions or develop programs without any planning.

1Niener' and Rosenbleuth (1945) called the entire field of
control and communication in a system "cybernetics" from the Greek
word for "steersman." The term dates back no earlier than 1945 and
refers to mathematical logic applied by planners capable of using
computer technology to search for alternative soiutions to problems.

61
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With this in mind, two of the questions posed in this evalua-
tive description were as follows: Can a model for systems planning
work for a variety of school districts, and what are the questions
that must be answered before replication of such models takes place?
These are questions of salability. Simply stated, will school-district
superintendents, their respective policy-making boards, and their
subordinate administrators adopt a systematic approach to program
planning and development? To answer this and other related questions,
the investigator interviewed school superintendents to determine their
attitudes toward long-range systematic planning for program develop-
ment and to identify specific questions they might ask before deciding
whether to adopt the model described here. The questions they
asked formed the basis for an attitude survey presented to additional
superintendents, who were asked to respond to a series of questions
that were mailed to them. Six superintendents were in the first
group, who were interviewed personally; the second group numbered 54.

The first group of participants was selected because (1) they
were chief executives in school districts within 50 miles of the
writer's home, and therefore personal contact was convenient; and
(2) they represented a variety of school districts. Two were super-
intendents of intermediate school districts, one serving seven con-
stituent public-school districts and the other, 13. The three other
superintendents in this group represented public-school districts
with 3,352, 893, and 1,202 kindergarten through twelfth-grade students.

The interviews were conducted informally. The interviewer

explained that the purpose of the interview was to generate a series
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of questions asked by school superintendents if they were considering
adopting the model for program development established in the West
Bloomfield Schools.

The interviewer began each interview with a 20-minute
description of the model and how it had been conceived, implemented,
and modified in the West Bloomfield District. Following that presen-
tation, he answered any questions the superintendent had and clarified
any misunderstandings about the model in particular or systems plan-
ning in general. The maximum amount of time this took was one hour
and ten minutes.

On the following pages is a synopsis of the questions the
superintendents asked. Emphasis is placed on questions asked by
several participants and responses to questions suggested by the
interviewer,

Superintendent One, an intermediate-school-district executive
in thedistrict serving seven subordinate districts, asked: What
was the significance of the personalities of the key persons involved
in the Teadership roles? He questioned whether the management style
the chief executive followed was as important as his manner of deal-
ing with his clientele and subordinates. In terms of adopting a
facsimile of the planning model, he contended that the feasibility of
such an endeavor depended not so much on the process itself but on
the personality traits of the executive, the director, the consultant,
or other key leaders involved. He pointed out his belief that the real

test of successful implementation would not be the involvement of vast
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numbers of citizen participants but whether they believed they had
direct input into the decision-making process.

Philosophically, Superintendent One supported the model's
purpose and saw no real concern for the board of education's commit-
ment to such a process. Rather, he saw the process as just one more
way to get the job done. He did not feel that the number of partici-
pants mattered a great deal but questioned the extensive amount of
time required to manage this process. He then raised two final
guestions: How much time must be spent acclimating and orienting
people involved in the process? and Is the credibility of the model
directly related to the amount of time spent training people in the
process and, in turn, convincing them of its worth?

The second superintendent was an intermediate-school-district
executive in a county with 13 local districts in the service area.
Early in the interview, this administrator described himself as
interested in lTong-range planning and further indicated his propen-
sity for futuristic forecasting. He believed that all executives
should have planning skills and that any manageable means to incor-
porate systematic planning in the organization's day-to-day opera-
tions was of primary benefit to the chief executive.

He asked specific questions about the West Bloomfield Systems
Plan: Is the model sti11 in existence? What component parts of the
activities are still operational? WUhich have been dropped? Why
are certain components still active and others not? After further
conversation regarding the components, he asked whether the systems

plan remained on target in its year-by-year schedule--was the schedule
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adhered to exactly or only approximated? Additional questions related
to the cost of maintaining such a planning system. The actual cost in
dollars as well as in man hours was important to Superintendent Two.

Superintendent Two was not concerned about the composition of
the various policy boards of his constituent school districts but
expressed the belief that differing approaches to planning would be
forthcoming and questioned the adaptability of the model to various
extremes of attitudes. He wondered if the system would work in a
community in which conservative attitudes dominated and how that
would differ from a community in which a more Tiberal approach to the
philosophy of education predominated.

Superintendent Three was a first-year executive in a rural
school district with 1,180 K-12 students. He saw himself and his
conmunity at a real disadvantage in terms of attempting to adopt a
systems-planning effort like the one the West Bioomfield model sug-
gested. He questioned whether he could even generate the time and
manpower to initiate Phase I if he successfully obtained board-of-
education commitment. He felt such a commitment was obtainable but
perceived the whole concept of systems planning as a rather sophisti-
cated idea and questioned its "fit" in a less sophisticated community
such as his own. With regard to the amount of time required to train
the participants, particularly the key administrative personnel, he
questioned whether the necessary resources could be made available.
Finally, Superintendent Three questioned the means by which an
acceptance of planning is generated. He expressed concern about what

he termed the educational level of his citizenry and was certain
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that the key to successful adoption lay in the hands of the adminis-
trative team.

Superintendent Four, who was from a similarly sized school
district {920 K-12 students), expressed concerns and posed questions
not unlike those of Superintendent Three. Superintendent Four's
community was a small-town rather than a rural district. He thought
that preliminary board-of-education commitment could easily be
obtained but felt that the trustees would need intensive, ongoing
training in systematic long-range planning., He specifically ques-
tioned the possibility of allocating the seemingly endless adminis-
trative hours and participants' time required for Phases I and II of
the model. He felt a research-and-development budget was an illusion
in his district and that, without it, a planning model was incompre-
hensible. His major concern seemed to focus on dealing with crises
and how the costs of such dealings never left any funds for planning
or research in educational practices.

This superintendent, 1ike Superintendent Three, considered his
constituents' low educational level and lack of sophistication a
handicap. He had experienced citizen naiveté about educational inno-
vations and a resultant lack of input. Because implementing the model
required the participation of numerous citizens, he questioned how
to involve them in the project. He summarized his reactions to the
model by stating that community size was the most important factor.
He felt that involving more people would provide a proportionate
number of participants for such an endeavor. Superintendent Four

also inguired about the politics of the systems-planning activities.
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Because he felt most group decisions are made through political
maneuvers, he thought this would be a deterrent to the model’'s
progress.

Superintendent Five had served his local public-school dis-
trict for eight years. The district was suburban, affiluent, and
considered to be among the more "progressive” in Michigan. The
school population comprised 3,383 K-12 students. Following the
interviewer's description of the Systems Pian for Program Development,
Superintendent Five asked: How far ahead can we plan in public edu-
cation today? Can five years of planning be fiscally sound? His
experignces with boards of education whose composition was ever-
changing and whose continuity of interest was erratic led him to
question whether even three years of planning could be projected.

The citizens committees and the network of communications
implied by the model caused Superintendent Five great consternation.
He expressed a fear of an unmanageable process in which goals and
objectives were constantly changing, influenced by one or a small
number of persistent individuals who, under the guise of the annual
updating of a five~-year plan, would deviate from previously identi-
fied needs. He questicned whether innovation, in this instance,
was not too much of a risk and whether it was possible to be account-
able for decisions and actions. He asked if the costs of goals
established through the systems-planning process were always accu-
rately estimated and if, on goal attainment, a cost-effectiveness
analysis was performed. In the end, Superintendent Five wondered

whether a superintendent could survive such an elaborate endeavor:
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To him the model suggested the constant and ever-changing dynamics
of a process in which countermeasures could be taken to undermine
decisions made by the superintendent, regardless of the incidental
nature of those decisions.

A superintendent from a moderately sized urban school district
of 5,363 K-12 students was the last of the half-dozen interviewees.
After reviewing the model, he expressed his concerns through several
questions. The first was: Is the model reliable; will it provide
consistent answers for various targeted needs? Second, he asked a
question not uncommon among planners: Are financial and personnel
resources available for implementation of proposed programs, and does
the model deal with this question?

Superintendent Six wanted to know how the model was unique
in terms of what it led its participants to do that was different
from having no planning model at all. Another question concerned
how the model worked in comparison to other models with similar or
identical purposes. This inquiry stemmed from his search for cther
means to achieve similar results in less time. Finally, he asked how

and when to procure staff commitment to a planning model.

Mail Survey of Superintendents

Another method of generating questions from school superin-
tendents was mail and telephone inquiry. In September 1980, the
writer asked the Michigan State Department of Education for a list of
all public school districts operating K-12 programs in 1979-80. Five

hundred thirty districts were reported, along with 49 K-8 districts.
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Using 1979-80 school-year student populations, the K-12 districts
were listed, beginning with the district with the lowest student
enrcliment and ending with the district reperting the highest student
enrollment. The investigator used this 1ist and chose the tenth
district 1isted and every tenth district thereafter. The resulting
sample of 54 districts reflected a range of district sizes--from the
smallest, with 240 students, to the largest, at 36,208 students. The
City of Detroit Public Schools was not included as the largest dis-
trict because the regional subdivision of that district gives a mis-
leading student-enrollment count. Also, the writer felt that he was
not likely to receive an immediate response to the mail inquiry

from the Detroit Public Schoels.

A letter explaining the purpose of the study (Appendix Q); an
accompanying response form, soliciting comments and questions (Appen-
dix R); and a graphic description of the program-development model
were mailed to the superintendent of each of the ge1ected school dis-
tricts. A brochure describing the planning project funded by Elemen-
tary and Secondary Act, Title IV-C was also included in the packet,
as was a postage-paid return-addressed envelope., West Bloomfield
Schools paid for the brochure as part of its obligation to disseminate
information about the funded project; the postage-paid envelope was
part of the writer's personal expense.

The superintendent serving the district as of June 1980 was
the addressee. The writer speculated that a number of inquiries were
not responded to because of a change in the superintendency. No

packets were returned unopened. Twenty-three respondents, or about
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43 percent of the sample, completed and returned their surveys.
Eleven respondents requested a telephone conversation. Including
these individuals in the respondent group would have yielded a 63
percent response rate. However, the writer decided to use only those
questions presented in writing in the compilation of typical guestions
asked by school superintendents considering adopting a model for pro-
gram planning. The investigator felt that, in conversation, he
created an environment similar to that of the interviews conducted
with neighboring superintendents, and therefore redundant questions
would be asked. Because the mail survey was intended to elicit
responses under identical conditions, only those responses presenting
written questions were analyzed.

In general, the questions were similar and evidenced three
major areas of concern. The implementation of the model in relation
to time expenditure was questioned most frequently. The availability
and use of personnel, either staff or citizens, was a second area of
concern. Third, but not less-often expressed, was a concern for the
accessibility of funds to support the activities and events incor-
porated in the model. Among those respondents who indicated they
were actively involved in long-range planning, the questions were
based on experience and indicated there was a need to resolve frus-
tration when time, staff, and finances were depleted. The respond-
ents who had recently "thought" about Tong-range planning posed simi-
lar questions and concerns. They requested training and information
on the techniques of managing the systems plan as presented in the

West Bloomfield model.
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More details about the various kinds of questions asked by
the respondents are given in the following paragraphs. Included are
the questions that need to be answered to establish the salability of
the model and to help the researcher draw conclusions about environ-
mental characteristics that may determine the potential success or
failure of the planning process.

To 17 respondents, the model seemed to be more easily under-
stood if it was "read" from Teft to right, using the chart. In par-
ticular, Phase IV and succeeding phases seemed to describe events
that, when placed in sequence, were practical and fit within a recog-
nizable time frame. Concerning pre-planning to Phase II, respondents
raised questions about how long it took for the participants to move
through the components. In five cases, superintendents challenged
the composition of the groups of people involved; they were particu-
larly interested in whether school-board members had input. The
superintendents were also concerned about hovi frequently nonparent
residents were directly involved in the planning process.

Ten superintendents were pleased that the model provided for
failure. Those who shared this feeling indicated that "we" often
feel failures are too risky and would benefit from the model's pro-
vision for recycling components. Ten respondents remarked that by
adopting this model or one similar to it, the public would at least
be aware that failure was possible and would be Tess critical of
unexpected failures. There was no common characteristic about the
five comments on this matter except that superintendents apparently

were interested in Tong-range planning, not because of declining
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enroliments but because of & need for new programs to meet increasing
student demands. Generally, these superintendents were from dis-
tricts with popuiations ranging from 3,400 to 4,120 K-12 students.

Superintendents in stabie districts in the same student-
population range questioned whether the information obtained through
the planning process justified the time and money expenditures. The
question was raised not only with respect to the expenditure of time
and money, but also in regard to the use of human resources. Several
superintendents perceived their districts as lacking personnel
resources as extensive as those in West Bloomfield. These same super-
intendents were concerned about the use of human resources in general;
that is, they were uncertain whether they could recruit as many par-
ticipants from the staff and community as had been invelved in the
pilot project at West Bloomfield. MNo less than seven superintendents
in districts with student populations between 3,000 and 5,000 voiced
a serious concern about their ability to involve and manage so many
people.

Such questions as the following emphasize a more intense
concern about the use of personnel than about the use of time and
finances. Of the three general areas of concern, the use of human
resources came through strongest when 14 superintendents asked:

Would a school district come to the same conclusions by a less com-
plicated means? Could not a district generate the same information
by using fewer people, i.e., its administrators? Nine of the same 14
administrators questioned the reliability of the information obtained

by using such a model. More than half of them asked about how
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information couid be discarded--and why. A few asked a key question:
Is the information sufficient to make decisions determined to be the
right decision by everyone participating, and what about those per-
sons who do not agree with information presented or decisions made,
based on this information? The writer estimates that 50 percent of
the respondents expressed an interest in knowing how to deal with
discontented and disagreeable participants.

The responding superintendents universally recognized the
importance of working positively with staff and residents. Without
exception, the superintendents expressed concern about how to solicit
volunteers from a staff for whom "volunteering" for extra duty was
literally a thing of the past and for whom collective-bargaining
agreements controiled the time and financial remuneration associated
with extra assignments or volunteer duties.

From just a casual review of the response sheets, it was easy
to see that chief executives of public school districts were con-
cerned about involving their staff members in the decision-making
process. Specifically, they were concerned about staff manageability
and how it could be achieved under the quidelines of the West Bloom-
field Model. Doubtliess, the West Bloomfield Systems Plan would
become more salable if the apprehension regarding staff management
were reduced. In these days of hostile collective bargaining, it
was not unexpected that school executives perceived this as a symptom
of nonparticipative attitudes among staff members. Although partici-
pation is a key element of the planning model, the attitudes of those

participating are more important than the numbers of participants.
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The expected reaction from respondents came forth in their
inquiries regarding the recruitment and management of community-
resident participants. The reflections of negative community atti-
tudes seen in unsuccessful millage campaigns in many public-school
districts throughout Michigan, the scars left on school superintendents
who had Tived through hours of vindictive harassment before crowds
at public board-of-education meetings, and confrontations by indi-
viduals on the telephone or in person, at home or at the office, were
vivid and foreboding. The message received by many superintendents
made them apprehensive about any decision-making process in which
results are directly related to positive citizen participation. A
critical concern expressed by nearly three-fourths of the responding
superintendents was voiced by one who administered a district of
13,810 students., He stated his primary need was to establish confi-
dence and a strong public image among his constituents. He felt the
staff needed to develop a high degree of professionalism in order to
survive the pressures of declining enroilments, school closings, and
depleted financial resources. To lock to parent involvement was not
sufficient, he wrote, even though they performed enthusiastically
when dealing with vandalism and disrespectful behavior among students
and could relate to accreditation studies and vocational-education
surveys. He felt parents were ill-prepared to consider alternatives
for traditional staffing patterns or programs changes affecting
student achievement. He said that if the model presented a clear
picture of how he could deal with the professional needs of the dis-

trict and concurrently create rapport between staff and residents,
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he guessed that would be a positive outcome of using the model. He
suggested that the salability of the model depended on how knowledge-
able and tolerant participants became after several months of involve-
ment in the planning activities. The investigator interpreted this

as a representative, critical question--one that was equalily important

to superintendents from all sizes of districts.

Participant Interviews

To determine further the salability of the planning model,
the researcher also interviewed selected administrators who had
actually experienced the events described in this dissertation. Of
those central-office administrators, building principals and assist-
ants, department directors, and supervisors employed before the lWest
Bloomfield project began and still employed as of this writing, five
persons were selected to respond to a 1ist of ten questions posed
by the researcher. The selected individuals had actively partici-
pated in the planning project and had taken part in all of the program-
development phases. To provide a representative selection of inter-
viewees, one elementary-school principal, one middle-school principal,
one department supervisor, the high-school principal, and the assistant
superintendent for instruction were asked to participate. A1l readily
agreed and were provided with ten questions before the interview ses-
sion. Appendix S contains the Tist of questions presented to the
interviewees.

Three administrators chose to be interviewed in a group set-

ting, which was highly conducive to an exchange of ideas through an
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informal, friendly conversatijon. The interchange stimulated their
recollections of activities associated with the planning project

that they might not have interpreted as being meaningful or relevant
under other conditions. The five individuals voiced as many concerns
about the salability of the model as they had questions about their
own personal involvement in the project.

The elementary-, middle-, and high-school principals recal-
lected no personal consternation or discomfort on first being intro-
duced to the systems-plan model, even though they had had no previous
experience with program-development models. The effect of the planning
model on these three administrators was similar to its effect on the
two others. It forced them "to look ahead and plan more carefully."
It also provided a forum for seeking input from others, which broad-
ened their understanding and scope of thinking about managing their
respective schools. Both formal and informal past administrative
experiences provided a high degree of understanding about the possibie
personal effects of the long-range planning project.

The five administrators agreed their management procedures
had changed as a result of the project. Previous management styles
were reinforced, and they learned to use their skills more effec-
tively. In particular, the building principals perceived their juris-
diction encompassed broader responsibilities and was directed toward
more comprehensive goals as a result of involvement in the planning
process. A1l confirmed that using advisory groups had become an
integral part of their management routine, whereas before this proce-

dure had only been incidental. A1l five administrators understood
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management by objectives. They mentioned both positive and negative
aspects of a systematic approach to management. One administrator
admitted he initially had difficulty learning to discipline himself
to comply with the management-system process but later recognized it
as a means of self-improvement.

A1l five administrators agreed that Tong-range planning had
become a routine part of their management style. They stated:
"It is now a part of my personal Tlife style." "It has become logi-
cal.” "It is essential." "I am sensitive to the possibilities of
disappointment experienced when plans are not fulfilled." A1l five
respondénts perceived each of the planning components to be important
to planning ahead. The components 1isted most freguently were assess-
ment of needs and desires, inventory of resources and groups, identi-
fication of input devices, and stating goals specifically. Of added
interest was their agreement that group-decision-making processes
have to be Tearned and are an integral part of long-range planning.

No more meaningful question was asked than whether, generally,
any aspect of the plan was still operating in the district after the
termination of the Long Range Planning Project's experimental period.
Two administrators said the citizens' governance committees were
still active as a direct result of the project. Two others named
improved budgeting methodology, and the fifth said public relations
had been greatly improved because of the project. One administrator
vehemently declared that 1ittle new had been undertaken during the
project period and that the same things would have been done anyway.

He reiterated that everything that had been done had been tried before
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financial support became unavailable, The federal allocation then made
the experimentation possible, according to his appraisal.

The administrators listed both positive and negative outcomes
of the project. On the negative side, they perceived that group com-
position was unstable, as evidenced by the changing membership.
Respondents also said that group members expected too much to come
about as a result of their efforts, thereby convincing others to think
more would be accomplished than was possible. They pointed out that
the district administration Tost credibility when some of the plans
could not be implemented. They also pointed out that participant
expectations could not always be satisfied. Referring to the time
when the seven original study groups had been combined into three,
the administrators remarked that management had imposed this manipu-
Tative technique. Further, they felt management had been especiaily
skillful in using the group process and had not compietely trusted
the participants' common sense. Even though one administrator felt
more negative than positive feelings had been generated among par-
ticipants, the others reflected on a new spirit that had been gen-
erated when residents began to look at the schecol as a part of their
community.

The administrators expressed pleasure in having had an oppor-
tunity to be involved in problem areas that were not normally within
their jurisdiction, i.e., areas that might previously have been
labelled "someone else's business." They also appreciated receiving

information they might not otherwise have received. In generai,
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these administrators were enthusiastic about the socializing and the
informal conversations with parents, other residents, and staff.

The final questions asked of the five administrators elijcited
meaningful answers and provoked additional questions. When given an
opportunity to suggest what they would have done differently, the
wide range of responses included the following: "I would not have
done it at all." "The reason for attending most of the group sessions
was usually a devious intent on the part of most participants."
Another believed the process was a viable vehicle for input in
decision making, which required the commitment of everyone involved.

Only one of the five administrators emphasized the essential
nature of the special funding that had been made available for this
model project. One cautioned against establishing undeliverable
expectations, whereas another advised promising less than was known to
be possible, in order to produce exhilarating results. One adminis-
trator expressed frustration because 30 percent of the group member-
ship had changed during the process; he saw the groups functioning as
political groups, applying pressure on the board of education.

Two of the administrators would have preferred to move a
little more slowly or "into lesser fronts," commenting that a siower
approach would have stretched the monies further and aliowed more of
the suggestions made by the task groups to be completed. Another
administrator concurred with that opinion; he thought a slower approach
would have allowed hidden leadership to emerge--concurrently suppress-
ing negative leaders and supporting the positive ones. He felt the

naiveté of the group leaders about effective and efficient group
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behavior discouraged all but one or two members from striving for
Teadership roles.

One of the administrators, probably summarizing the feelings
of all five, raised two key questions. He asked, "In the beginning,
how was it determined that this process should be adopted?" and "What

did it do or not do for kids?"

Analysis

The researcher thoroughly analyzed the questions and concerns
expressed by those who participated in the interviews and the mail
survey. He reduced the numerous questions to the following list,
which was both manageabie and representative of those asked:

1. Did implementation require excessive expenditure of time?

2. What amount of time was required to move through all the
components of the model?

3. What was the accessibility of financial resources to
support the activities?

4, MWhat happened after the project period when time, staff,
and finances were reduced?

5. How did personnel become available?

6. How were volunteers recruited?

7. Did board members have input?

8. MWhat was the ideal group composition?

9. How were parent and nonparent citizens managed together?
0. How was dissonance treated?

11. What about orienting, educating, and training participants?
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12. Here positive public images created?

13. Was the information generated reliable and sufficient
for decisions?

14. Hould the school district have reached the same conclu-
sions by a less-complicated process?

Answers to these questions evolved during the time when the
writer made presentations to school districts interested in the
Systems Plan Model. He prepared materials to orient interested
persons to the model, and the project staff conducted workshops for
groups investigating systems-plan models. Many questions were answered
in the informational report submitted to the Michigan Department of
Education to meet the requirements of the Elementary and Secondary
Education Act, Title IV-C grant.

No attempt was made to rank order the questions in order of
importance. The answers appear here in the same order in which the
questions were presented above. The writer grouped questions with
related content to help the reader detect similarities between ques-
tions. In some cases, answers to several questions were combined

when the content suggested a topical relationship.

Question 1

Some participants in the Long Range Planning Project thought
excessive time had been expended on project activities. Implementa-
tion required approximately 25 percent of the project director's
normal working time and slightly less of the project secretary's

time. Both individuals had other responsibilities. Often the
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administrative and clerical time devoted to the project was not
scheduled during the reqgular work day or week. That is, it was often
necessary to work on evenings and weekends to accommodate citizen
participants. Teachers, students, and administrators attended evening
meetings and weekend workshops in addition to their regular assign-
ments during the five-day school week. Thus, if spending time in
addition to the regular work week is interpreted as excessive, the
answer to this question is "yes." It is essential, however, to
analyze the results of the project before determining whether the time
expended was excessive. Attitude changes were measured, programs

were designed and implemented, and procedures were improved as a
direct result of the project; this negated any feeling that time was

expended beyond what was necessary for goal attainment.

Question 2

The amount of time required to move through all the components
of the model was established when it was introduced in February 1975.
The Tlast phase of the systems plan to have a target date associated
with its initiation was Phase V, Initial Implementation of Pilot
Programs, which was scheduled to occur 31 months after February 1975,
The activities in Phases VI and VII were conducted annually, as these
components were activated whenever new programs were initiated and

old ones recycled.

Question 3

Forty-three months passed between adoption of the model and

implementation of its final phase. The researcher spent more time
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than any other person on activities directly related to the project.
Nonemployee participants spent much less time on the project during
the summer months than did administrators and staff.

In the West Bloomfield School District, financial resources
were not allocated to the systems plan for the 1976-77 school fiscal
year. Therefore, the process was delayed. Vhen funding from both the
Elementary and Secondary Education Act, Title IV-C grant and local
resources became available in June 1977, the project was reactivated.
By September 1978, Phase V was completed and Phases VI and VII were
in place. Initially, financial resources became available from
local-school-district appropriations to support the West Bloomfield
Systems Plan for Program Development. Those funds covered the project
manager's salary, secretarial wages, materials and supply costs, con-
sultant fees, and automated data-processing services.

In the second year, when the board of education failed to
allocate funds, the project came to a halt. This researcher, the
superintendent, and others sought other funding and were successful.
They contacted and presented grant applications to the United States
Office of Education, the Michigan Department of Education, several
county-government agencies, and a number of private foundations that
had expressed interest in the model. When the Michigan Department
of Education guaranteed Elementary and Secondary Education Act,

Title IV-C monies in the second competition period (June 1976}, the
researcher concentrated his efforts on monitoring the project and

spent less time seeking additional financial resources.
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Upon receipt of the federal funds, the board of education
agreed to provide supplementary financial support if "in-kind" time
and remuneration were acceptable under the Elementary and Secondary
Education Act, Title IV-C regulations, as determined by both state
and federal guidelines. As it turned out, time, materials, and man-
power contributions constituted supplementary support. Therefore,
local funding did not exceed what had already been budgeted for
salaries and materials associated with development of curriculum and

other programs for the school year.

Question 4

After the project period expired, certain aspects of the
systems plan were curtailed. The Office of Planning and Evaluation,
the director's position, and the secretarial position were eliminated.
However, the specific responsibilities were still assigned to the
district project manager and his part-time secretary. The programs
initiated during the project period continued to be monitored as
planned. Members of the advisory committees continued their work,
and the varicus phases of the model provided guidance for program
evaluation and recycling. In other words, the process was operating
and continued to function with the necessary staff and financial
commitments constituting the management-by-objectives format adopted

by the district.

Questions 5 and 6

From the inception of the model through the subsequent adop-

tion of the systems plan, people expressed concern about how to involve
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personnel in the planning activities. The vast number of participants
required for the various phases was frightening to those who antici-
pated a lack of volunteers. With employees, it was assumed that
monetary compensation was the best incentive, and released time from
classroom duties the second best, for instructional staff to become
involved. Thus, after the Phase I Overview Planning, which involved
only volunteers for the needs-assessment committees, the goal-building
groups, and the surveys, staff members received stipends for time
expended, as specified in the Elementary and Secondary Education Act,
Title VI-C proposal. Parents, students, and other residents volun-
teered their time,

A special kind of recruitment effort was conducted to assemble
the people needed. Primarily, this effort consisted in promoting
any idea that promised improved conditions for everyone. From the
beginning, positive attitudes were generated through efforts to por-
tray an appealing scenaric of the future educational qdvantages for
the children in the West Bloomfield Schools. For parents that was
persuasive; for staff and students, it was sufficiently encouraging
to warrant their interest. During the first three phases of the plan-
ning process, people volunteered because they were convinced they

could make a meaningful contribution to a plan for an improved future.

Question 7

Board-of-education trustees were encouraged to attend and
participate in all activities associated with the planning project.

The director or the chairpersons of the respective committees generally
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initiated mail invitations or phone contacts to these individuals.
Often the superintendent would visit group activities and take along

a board member., Three of the seven board members accepted membership
on committees during the 1977-78 project year. Almost always, these
individuals asked to be considered nonvoting committee members. A1l
board members attended the group-dynamics workshops, as did all admin-
istrators. These activities were always announced well in advance:
attendance by trustees and administrators was interpreted as a direc-
tive from the superintendent.

At most regular board-of-education meetings, especially during
the 1977-78 year, the agenda included one or more items regarding
progress on the planning activities. Discussions at these meetings
provided board members an opportunity for input and inquiry; in addi-
tion, information was disseminated to the public by the audience in
attendance and by journalists whose reports regularly appeared in

Tocal newspapers.

Question 8

No particular group size or composition proved to be more
effective than another. From the outset, participani groups were
composed of persons recommended by administrators, active members
of support groups, staff volunteers, students delegated to the task,
and residents drawn by random sampling. Consequently, group size
and composition varied.

Needs-assessment committees generally maintained a membership

of 10 to 15 individuals. The validation committee was composed of
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two delegates from each of the 18 original groups; the superintendent's
charge specified that number. Each of the task forces that evolved
from the group-dynamics workshops had from 8 to 17 members, depending
on residents' attendance; staff members attended regularly.

By the time the planning process reached Phase IIl, a speci-
fied number of participants was proposed for the citizens' committee
to develop a five-year plan. The committee had 13 members because
that seemed to be a manageable number; it was neither too small to
encourage the exchange of ideas nor too large to control dialogue
stimulated by varied attitudes. Seven parent/residents, two teachers,
two administrators, and two students composed the regular cormittee
appointed by the beard in January 1978. The model suggested the
importance of this particular group. With the support of the superin-
tendent, the administrative team, and the project director, the
cemmittee proceeded to fulfill its charge in the time allotted. Ques-
tions regarding ideal group size and composition might well be

answered by examining this group as a model for group planning.

Questions 9, 10, and 11

Parent and nonparent citizens who participated in the activi-
ties never created conflict that could be attributed to the fact that
some had children in school and others did not. No one observed all
meetings at all times, but during the months in which group planning
was active, this writer saw no disruptive behavior that could be
attributed to a resident participant having children in school.

Dissonance among group members and between groups occasionally was
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disruptive. Individuals who caused disruptions were gently reminded

by chairpersons or other participants (often an administrator) about
the purposes of the project and that cooperation from all members
would Tead to goal attainment. Many participants in the group-dynamics
workshops applied what they had learned about getting along with
others in the common effort.

The orientation, education, and training of participants was
a multi-faceted endeavor undertaken by the superintendent, the admin-
istrative team, and the long-range planning project director. Par-
ticipant training began very early because improving communications
and developing a process by which groups of people could function
productively were primary reascns for implementing the model.

Before the overview planning (Phase 1) began and even before
the board of education's formal commitment to systematic planning,
several inservice training activities were conducted with board and
administrafive personnel. Several consultants who were experienced in
organizational development, group dynamics, and communications spent
three afternoons and a weekend during the year working with these
personnel, The formal and informal training they received carried
over into the goal-building and needs-assessment activities. In
other words, the administrators in Teadership positions used all the
skills they had learned to train other participants.

The two major day-long workshops conducted for participants
early and late in the 1977-78 project year focused on group decision
making and were conducted by a consultant and the project director.

These participant-training efforts were funded by the Elementary and
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Secondary Education Act, Title IV-C grant and were designed to be
components of the planning model, which received extensive examination

by other school districts interested in replicating it.

Question 12

When the project was terminated in spring 1978, the partici-
pants frequently commented that good feelings about other residents
and school personnel had been generated. The images created in the
local press were also positive. One of the recommendations made by
a task force was that the school district employ a public-information
director to continue creating positive public impressions of school
programs.

Well over 1,200 participants were involved in the project
activities. However slight their involvement was, at Teast some of
the participants became aware of the school organization's efforts to
improve. No specific measurement of positive public attitudes was
attempted; speculation following successful millage increases and

bonding approvals indicated that favorable images had been achieved.

Question 13

The numerous individuals and groups who worked on the project
generated an immeasurable amount of information. The value of this
information was determined by the decisions made by the board of edu-
cation as they considered the recommendations of the various commit-
tees contributing to the five-year plan.

After the funded project came to an end, a number of activi-

ties were initiated in the West Bloomfield School District on the
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basis of information generated by planning committees. Some of these
activities are as follows:

1. Public relations and public information dissemination
became a regular part of the management responsibilities.

2. The identification of leadership among the residents of
the community became an important aspect of including citizens in
continued planning.

3. The ranking of needs to be met by the annual budget
included the information generated by the citizens' committees.

4, Several programs incorporating curriculum revisions were
implemented and evaluated as a result of reconmendations made by
long-range planning committees,

5. Workshops and other types of inservice activities were
scheduled to enhance the professional growth of administrators, staff,
and board members,

6. Goal building, planning, and using group dynamics were
established as means by which decisions are made.

7. Within three months of the project's end, a district-
wide communications-governance model established citizens' advisory
committees for every building and every major department of management
in the school system,

8. Information generated by the systems-planning process
caused the district's decision makers to adopt the techniques tested

during the year, when the model was fully operational.
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Question 14

When this researcher and others presented the details of the

systems-plan model to prospective adopters, someone always challenged
the elaborate nature of the Systems Plan for Program Development.
In essence, potential adopters were concerned about the value of the
model: 1if, in practice, a simpler method could be used to reach the
same decisions. The answer to that question was seldom Tess compli-
cated than the schematics of the model itself.

One has only to look at the decision-making methods used in
other school districts and organizations and determine the comparative
degree of simplicity to decide whether the results were worthwhile.
Yes, a school district could reach the same conclusion through a
less complicated process than that used in the systems plan. However,
the indirect resuits of the effort were immeasurably valuable to the
West Bloomfield Schools and could not have been gained through a
simpler process.

The Systems Plan for Program Development was established as
one part of the school district's decision-making process. A schematic
representation of the more elaborate plan by which the district manages
the tools used and evaluated since the demonstration project is shown
in Appendix T. To conclude that any other method would be more or
less successful would be to determine that the model would be approp-
riate for any school district. Such a conclusion would exceed the

parameters of this research.



CHAPTER V

FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS

The fifth and final chapter of this dissertation contains
findings, conclusions, and recommendations related to the questions
asked by the participants surveyed in this study. Observation of the
systems-plan model produced answers to the questions. Thus, the five
exploratory questions posed in Chapter I were answered. The inferen-
tial nature of the answers demonstrates that the conclusions and
recommendations pertain to the conditions of salability necessary for
adoption of the model. The researcher attempted to maintain an atti-
tude of objectivity and to describe accurately the events that occurred
in the planning process. 1n addition, he attempted to use good judg-
ment in providing conclusions and recommendations for school-district
administrators who must decide whether to adopt or reject the West
Bloomfield Systems Plan for Praogram Development.

The writer's task would have been simplified if an evaluative
description of the systems-plan model answered all possible questions
about all possible situations. A computer might well have been used
to propose intelligent, imaginative solutions to the problems asso-
ciated with implementing any plan for program development. Ultimately,
a complex, responsive environment is the best stimulus for testing the

value of a planning process in which people relate to other people and

g2
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produce solutions to problems identified as being important through

a democratic process.

Findings

A large number of participants in the study perceived the
amount of time, manpower, and financial support required to implement
the model to be excessive. These three major areas of concern were
mentioned by virtually all of the superintendents interviewed, by
the mail-survey respondents, and by the sample of administrators who
participated in the planning project. The observations the researcher
made while he participated in the project verify that the findings
accurately reflect the concerns of the West Bloomfield participants.
Concerns expressed by 1ess than 10 percent of the participant respond-
ents and the project participants were considered insignificant and
are not reported in this dissertation.

Thirty-one percent of the mail-survey respondents said the
medel was easy to understand when read from left to right, which clari-
fied the chronological order of activities in the planning process.
Forty-two percent asked how much time was required to reach the point
at which a program was developed. Thirteen percent asked about the
management of such a large number of pecople in the various groups.

Ten percent of the respondents said they lacked the adminis-
trative personnel to implement a process Tike the West Bloomfield
Systems Plan. Forty-two percent recognized the importance of working
with staff but were concerned about soliciting voiunteers from the

community. Thirty-one percent identified the strongest need to be
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establishing a positive public image among the residents. Half of
these respondents said staff and parent interaction was very impor-
tant and saw the endurance of participants as a challenge.

Twenty percent of the respondents appreciated the fact that
the model provided for failure and recognized the need for recycling
goals that werenot successfully implemented. The ten percent who said
they were interested in long-range planning clearly indicated a need
for the guidance provided by the Systems Plan for Program Development.
None of the mail-survey respondents mentioned management by objectives
as a management process.

Ten percent of the respondents questioned the financial expen-
diture necessary for supporting the systems-plan modei. In general,
respondents indicated they perceived the model as a process added
onto routine administrative responsibilities. Conclusions about the
model's salability depend on the value of the group process, which has
no price tag. The ten percent of the mail-survey respondents who
questioned the composition of the groups did not equate administra-
tive time to cost.

Ten percent of the mail-survey respondents questioned the
value of nonparent citizeﬁ participation. A similar percentage
asked if public awareness of the decision-making process was important.,
Twenty-two percent were concerned about dealing with discontended
participants and how they could be kept on their assigned tasks.

Ten percent of the respondents said the most threatening
aspect of initiating the planning process in accord with the systems

model was personnel recruitment, Ninety-seven percent of the
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respondents expressed concern about their ability to select group
participants without great difficulty. The administrator partici-
pants all said they had serious concerns about the recommendations
they had made for group members from the beginning of the project

to the end,

Conclusions and Recommendations

Time: A Critical Element

When and where a school district replicates the process used
in the West Bloomfield Systems Plan will determine the exact amount of
time required to move through the components. A small district prob-
ably will have the same number of identifiable needs as a large one.
The attainment of those needs depends on whether the necessary
resources are allocated for planning and program implementation. The
amount of administrative time dedicated to program development relates
directly to the number of people involved in the planning process.

Restrictions imposed by Timited finances, materials, and time
released from "other" responsibilities can be alleviated by increasing
the number of people involved in planning. If the initial commitment
is strong and quidance and training are provided, the major factor to
ensure program success 15 the energy expended by volunteer partici-
pants. The greater the number of volunteers, the greater the amount
of energy generated. This writer recommends that potential adopters
of the systems plan carefully consider the responsibility of managing
large numbers of energetic volunteers. The results are worth the

effort put forth by a conscientious administrative team. Regardiess
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of how many members make up that team, every individual must be

responsible for managing group activities.

Authority and Control

Based on the experiences of the West Bloomfield administra-
tive team, this writer concluded that one person should be assigned
the supervisory and coordinating role of the systems-planning process.
In a small district that might be the superintendent; in a Targe
district, an administrative assistant; in a moderately sized district,
any one of several principals or directors might fill the role either
full or part time. It is recommended that this person be allowed to
function somewhat independently in pursuing financial resources exter-
nal to the school district, identifying ledership within the partici-

pant groups, preparing and acquiring materials, and training personnel.

MBO as an Integral Part of the Model

A modified management-by-objectives format proved to be a
highly successful method for appropriating administrative responsi-
bilities and for evaluating interim success at timely intervals dur-
ing the planning process. The objectives assigned to the project
director specified those tasks essential to progress. The writer
strongly recommends that annual goals established by a board of edu-
cation and related directly to the long-range planning process be
converted into performance objectives for administrators.

MBO depends on identifiable resources, financial and other,
and helps planners establish time 1ines, which are essential to keep

the planning process moving and activities easily observed. To



97

recommend any other "system" of management would require testing the
model under controlled conditions. This possibility suggests a topic

for future researchers.

Funding Essential to Success

Variations in funding at the State Department of Education
Tevel imposed uncertainty on the local school districts designated as
experimental sites in the same fiscal period in which West Bloomfield's
Systems Plan for Program Development was established as a dissemina-
tion model. The director's salary, wages for secretarial staff, and
participants’® stipends were the major financial obligations incurred
in establishing such a plan. Whereas few school districts of small
to moderate size can afford to support an office of planning and
evaluation without additional funding, larger districts do not have
this difficulty. However, it is recommended that systematic planning
be incorporated in all organizations. The responsibility for imple-
menting a planning process should be assigned to trained, energetic
administrators who believe in experimentation, futuristics, and the
design and evaluation of programs that can serve as models for other
organizations.

After the project period, certain components of the model
that had been active before federal funds became available continued
to function as before. The project helped establish those components
as routine management practices. The elements of planning, i.e.,
needs assessment, goal building, program implementation, and evalua-

tion, were in place and continued to be followed when time, staff,
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and finances were reduced. Programs that had been desighed and
implemented with project staff and funds during the project period
continued to operate and were evaluated at the intervals established
in the planning process. Soon after the project ended, implemented
programs were perceived as no different than the established practices
of the school district. In other words, the process initiated

through the project was not recognizably "special"” any longer; the

staff accepted it as a regular part of the school district's operation.

Citizen Participation

Activities initiated during the planning project that involved
the many citizens and staff in group planning sessions took on new
characteristics after the project's demise. Mo Tonger was there a
project director to schedule, publicize, and facilitate the numerous
events, These responsibilities fell to the building administrators
and department supervisors. The administrators interviewed for this
research conmented that the groups generated the year after the
project were charged with new objectives and continued to function
as advisory groups with a clear purpose of improving the school
district.

An fnvestigation of the variety of directions prescribed for
and/or taken by the numerous groups might uncover useful information
about how the dynamics of group interaction produced results in a
systematic planning effort. A question associated with this recom-
mendation concerns the longevity of the skills learned in the various

group-comnmunications workshops held during the long-range planning
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project. The salability of the model was gained by answering that
question. Analysis of the attitudes of participant administrators
established that Tong-range planning, management of group processes,

and citizen participation in decision making are important.

Group Dynamics and Recruitment

For those considering adoption, the salability of the model
depends on how comfortable adopters feel about accepting the chal-
lenge of recruiting participants. In this decade it cannot be
expected that people will give their time and energy freely, even those
who consider a cause worthwhile. For that reason, the model allowed
recruiters to use any means of persuasion. Effective methods included
(1) offering released time for student participants and teachers,

(2) paying wages for all employees who were active beyond their work
hours, (3) reimbursing expenses to and from visitation sites, (4) pro-
viding classroom materials and supplies, (5) paying fees to confer-
ences, and (6) providing food and beverages at group meetings.

Parents and other residents were almost always recruited by someone
whom they knew and trusted, i.e., a neighbor, a friend, or a building
principal. Phone calls and personal conversations were the most
productive recruiting methods.

Any school or organization adhinistrator who is ready to
adopt the planning concept promoted by the model must be prepared
to proffer all possible reasons why participation will result in an
improved future. Identifying methods other than those proven suc-

cessful in West Bloomfield is an important reason to continue
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experimentation, observation, and field research. The method
employed in West Bloomfield was a successful way to recruit staff
and citizen participants and is a salable process.

The Role of Board-of-
Education Trustees

Throughout the program-development process, the project period,
and during the year when financial restrictions diminished the long-
range planning effort, the role of board-of-education trustees was
much more than a casual one. As policy makers, the individuals func-
tioned only as part of the total board at regular meetings when action
on the planning activities was required. As parents, residents, and
committee members, several board members made major contributions to
the compietion of the tasks at hand.

Optimism proved to be the watchword for board members who par-
ticipated in group sessions. The presence of a board member did not
discourage but rather enccuraged progress. Initially, board members
had to be on guard to ward off requests for promises of results,
Members who endorsed the concept the model promoted, who practiced
the best ethical behavior or proper school-boardsmanship, and who
attended the various workshops that focused on interpersonal communi-
cations provided the best models for those who considered adopting
the process in other communities.

The amount of satisfaction perceived by board members who used
both informal and formal input procedures can only be measured by
analyzing final production and personal attitudes. Potential adopters

of any model must be aware of the value of support received from board
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members and also the danger of disaster if uncooperative board mem-
bers surface after the planning process commences. Likewise, similar
concerns increase the possibilities for identifying the board’s
collective and individual attitudes toward planning. Future research-
ers could attempt to discover the attitudes that promote successful
plan implementation and those that weaken under typical political,
social, and personal pressures. The study of how boards arrive at
decisions is complex but is important to the student of planning or
the organizational leader who is thinking of adopting a planning model.

Leaders should undertake with caution any replication of the
planning process if board members are not made aware of requests put
forth by citizens' groups at board meetings. No analysis of the
innumerable disasters or successes of such an endeavor can forewarn
an adopter of all the possible reactions board members might have to
citizen-groups' requests. When board members are caught unaware of
those requests, disastrous results are likely. The systems-planning
project in West Bloomfield provided ample evidence from which to con-
clude that the decision-making body (the board of education) advocated
citizens' recommendations.

This researcher recommends that investigations of the decision-
making process be undertaken to identify the conditions that stimulate
advocacy planning. The intricacies of group decision making uncover
a reason to test the reliability of a long-range planning process for

program development in educational organizations.
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Ideal Group Size and Composition

The researcher can add very little about his findings regard-
ing ideal group size and composition, how particular personalities
function together, how dissonants are detrimental to group success,
and how best to orient, educate, and train participants. Much has
already been written about these topics in the volumes of group-
dynamics literature. It must be reiterated, however, that thorough
training of participants is more important than any other effort to
promote group success.

One major conclusion drawn from the project experience was
that the skills of the group-dynamics consultant who participated in
the various administrator and participant workshops were very impor-
tant. The person best suited for this responsibility in West Bloom-
field was carefully selected and proved to be prepared and willing to
strive for the success of the systems plan. Any recommendation for
potential adopters must include stressing the need to consider care-
fully the potential contribution of a consultant employed for partici-
pant training. Not unlike the superintendent, the planning director,
or a board trustee or committee chairperson, the consultant can be a
central figure in developing relationships among participants and
ultimately influence the success of the planning effort.

In West Bloomfield, the consuitant became more than a paid
resource person. In time, he contributed a great deal by being per-
sonally concerned about the future of the school district. Hot a
resident of West Bloomfield, he soon ran for the board of education

in his home community and was elected. There his effort to establish
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a process of systematic planning for educational-program deveiopment,
replicating the West Bloomfield model, was successful.

This researcher recommends that adopters should feel confident
in the dedication with which a consultant provides guidance for train-
ing participants and shares his/her skills with the leaders in the
school organization. Researchers have already noted the importance
of consultants' contributions. Students of psychology and related
behavioral sciences may do well to investigate the appropriate per-
sonality traits of the ideal group-dynamics consultant. In educational-

program planning, the benefits of such research are unlimited.

Public Opinion

Before 1376, when the system-plan model was implemented,
voters often responded negatively to millage requests. After 1978,
when the model was activated as part of the Elementary and Secondary
Education Act, Title IV-C project, voters' responses to requests for
renewed and increased millages were consistently positive. To pro-
duce evidence of improved positive public images, one must look to
information such as that found in the record of the voting electorate.

In 1973, 1974, and 1975, this researcher conducted a community-
wide attitude survey of a stratified random sample of the resident
population. Al1 three years, the respondents rated the schools C+
or B. In 1978, following a period of three years in which no surveys
had been conducted, respondents to the same survey question rated the
schools B+. In 1979 and 1980, ratings of B+ and A-, respectively,

were reported.
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Replication of the Model

Groups of people with goals similar to those established by
the residents in the West Bloomfield School District may very well
arrive at different recommendations for how to attain those goals.

Any place or time the model for a systems plan is replicated, there is
no guarantee that the information generated will be identical to that
found in West Bloomfield, even if problems appear to be jdentical.
However, it is unrealistic to conclude from this that the information
generated by the systems plan is unreliable.

The information generated through a thorough review of data
was made available to the several committees functioning during the
project period. In a sense, the committees served the board of edu-
cation as an investigative team, i.e., a quality control that cccurred
before the board received information on which to base its decisions.
The writer cannot conclude whether this information was any more
reliable than what could have been produced haphazardly. Scientists
interested in planning processes implemented by organizations under-
taking program development should develop tests to determine the
reliability of particular planning processes.

Based on the researcher's observations, the board of education
had sufficient information with which to make decisions regarding
planning-project committees' requests or recommendations. Official
records of board-of-education meetings included pertinent comments
made by board members and audience participants for the school years
1976 through 1978. The practice at West Bloomfield was to have com-

mittee representatives or administrator-liaison representatives attend
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board meetings at which questions about the program might arise.
Over time, this proved to be a valuable means of clarifying concepts
and adding commentary to provide the board with sufficient informa-

tion.

The Model as a Guideline for Others

Simplicity and ease seem to be words that school executives
frequently use as criteria for a planning model. Managing the Systems
Plan for Program Development in the West Bloomfield School District
was never simple or easy. Yet the model itself is simple in design
and can be described and explained with ease. This researcher,
Superintendent Herman, and other school administrators were never
unable to present the model and simultanecusly explain the advantages,
drawbacks, and alternative approaches tc reaching success with the
model's guidance.

The survey of school superintendents showed that most of them
understood the model after examining the graphic design. This
researcher also made further explanations to clarify misunderstandings.
These explanations almost always described management strategies,
thereby increasing salability and meeting the needs of those who
sought an easier way to plan for the future.

The most important conclusion drawn from this research is
that Tess-complicated models may be more salable but not more effec-
tive than the West Bloomfield Model. Superintendents' desire for a
simpler way to develop programs suggests that they prefer to make

decisions without citizen involvement and that citizen participation



106

poses a threat to those superintendents who fear unanticipated
results. It is the unexpected outcome, the product of the group
process, that threatens those who hope to administer school districts
free of crisis and conflict.

Experimentation as a Key
to Future liodels

As the restrictions imposed by financial depression befall
school districts today, it is imperative to recommend that more
experimentation be conducted in the area of systems planning, HNever-
theless, state departments of education, intermediate school districts,
and private agencies interested in organizational development must
provide resources for local districts to experiment. As more and more
citizens demand input and criticize the management of programs in pub-
lic schools, there must be an increase in the number of models devel-
oped to include citizen participation in the decision-making process.
The improvement of public opinion will be unlimited,

It is recommended that experimental settings in public schools
be provided in communities of varied sizes in which leaders desire
group dynamics, citizen participation, and long-range program develop-
ment. Observation of these activities by skilled and conscientious
researchers will establish guidelines for those who decide to repli-
cate the processes and the results. Ultimately, it is the results
that establish the means to determine the value of any systematic
planning process. Various mndels, created from successful and other-
wise productive processes, will then be salable to potential adopters.

The salability of any single model, specifically the West Bloomfield
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Systems Plan for Program Development, will continue to be tested

with original questions and in unique environments. As the researcher
reported in this evaluative description, salability of systems plans
can be determined when these plans are examined in a variety of
organizational environments.

The Vest Bloomfield Systems Plan Model has been tested over
more than four years and has proven the salability of the process
described in this dissertation. When school administrators are pre-
pared to commit time, personnel, and finances to the attainment of

educational goals, they will benefit from the adoption of this model.
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ADDENDUM

Coincidental to the compietion of this evaluative study, a
group of researchers gathered to prepare a synopsis of their findings
about planning in educational organizations. Clark, Huff, Malkus, and
McKibben (1980) conveyed two jmportant messages, which suggested that
planning systems fail in educational organizations because they are
based on inaccurate assumptions. The first message uncovered the
flaws generally found in current educational planning for school-
improvement programs at the national level. The second stressed the
need for alternative perspectives on planning in which many more per-
sons could participate than that which is traditional.

The assumptions upon which educational-planning systems are
based describe the most common causes for failure of planning modeis:

1. Educational organizations are goal driven,
follow rational and sequential processes,

operate in predictable environments, and

W M

. have effective internal monitoring.

The absence of these conditions challenges school administrators to
seek more adaptive concepts in which informatity, diversity, and
fluidity provide new purposes for planning. Decision makers in
present educational organizations frequently adopt management systems

such as Program Planning and Budgeting System and Zero-Based Budgeting

169
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in order to instill predictability, rationality, and specificity and
to eliminate inconsistent and unclear technology.

Criticism levied at educational organizations is justified
whenever goals are established as a result of planning and not
a priori. The inconsistent preferences of school administrators often
create weak linkages between organizational goals and personal desires.
Consequently, there remains a challenge to decision makers to achieve
goals by planning rather than pretentiously accepting outcomes of
expired activities and calling them goals. Thus, the educational
organization becomes less anarchical and more iikely to garner posi-
tive responses from its constituents.

It is not unusual to find outcomes of participative planning
that were not stated in original goals. Educational planners must be
prepared to acknowledge these outcomes and accept them as a natural
aspect of organizational 1ife that can be incorporated in a systematic
planning process.

Huff (1980) presented the role of the planner as people
oriented, with no best single strategy for matching needs to processes.
Inevitably, a commitment to systematic planning must incorporate ini-
tiative and creativity as well as acceptance of the relative structure

of a planning model.

David L. Clark, Anne S. Huff, Mark Malkus, and Sue McKibben, New Per-
spectives on Planning in Educational Organizations. "In Consideration
of Goal-Free Planning: The Failure or Traditional Planning Systems,"
"Evocative Metaphors in Human Systems Management," and "Planning to
PTan; {San Francisco: Far West Laboratory, January and November
1880).
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APPENDIX A

WEST BLOOMFIELD PUBLIC SCHOOLS MODEL--SYSTEMS PLAN
FOR PROGRAM DEVELOPMENT
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October 5, 1977

With considerable pleasure I am able to share some good news with you
regarding a federally funded grant recently received by the School
District. At several Board of Education meetings in the Tast year,

I have described the grant proposal and now want to offer details to
the many persons I hope will become interested and involved.

In 1975 our Board of Education adopted a Long Range Systems Planning
Model for Program Development. During 16 months of productive activity,
a comprehensive needs assessment was conducted and a 5 Year Plan adopted
by the Board. The School District became known as one of only a few
nationwide where long-range planning was actually at work,

At that time a considerable amount of information about the Model was
distributed throughout the Schools, Community, its residents, students
and staff. Nearly 258 people were directly involved in the needs
assessment and prioritizing activities.

Soon thereafter, financial support for the planning model became
restricted and the related activities came to a near halt. With the
good fortune of having been granted $40,000 of E.S.E.A. Title IV-C
funds for the 1977-78 school year, we can again activate the model
and its second, third and fourth phases.

I am asking for your help. In order for the planning model to suc-
ceed, two hundred students, residents, parents, faculty and staff
must again become involved in the group dynamics outlined in the
Systems Plan.

Up to this date I have not been able to meet personally with each of
you individually. I look forward to that opportunity.

Your name was submitted to me by one of our administrators who thought
you would be interested and willing to share in this planning experi-
ence.

Beginning at 12:30, and through the afternoon until 5:30, on Saturday,
October 22, I would Tike you to attend a workshop with the other
participants and learn the details of the exciting tasks ahead.

At this first session we will be scheduling a series of meetings.
Please bring along your perscnal calendar so you can mark the most
convenient future dates.

Dr. Howard Carlson, a consultant in organizational development, will
meet with us in the West Bloomfield High School Forum, where we will
spend the afternoon Tearning about the intent of the project and how
each person can be involved. I hope you will attend.
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The primary goal of the project is to provide a means by which commu-
nity involvement can help the District in the attainment of its goals
and provide new and proven programs for the young people in our
schools.

I look forward to seeing you October 22nd. In the meanwhile, you may
contact me if you have specific concerns. We will attempt to answer

the many questions you have during the first meeting, which has been

scheduled in the West Bloomfield High School Forum.

Yours sincerely,

John H. White
Project Director

JHW/rg
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WEST BLOOMFIELD SCHOOL DISTRICT
LONG-RANGE PLANNING PROGRAM

Orientation Meeting
October 22, 1977

MEETING BEGINS with Welcome and Opening
REMArKS . i vt vt vneerancrecencansnnonss

Introductions, Objectives and Overview
of Today's Meeting..... et enesnaanaes

Discussion of the "State of the School

District" (Sub-groups)........ Cerereas
One-on-One Interviews............. cerann
Sharing Back with the Total Group.......

What This Program Is A1l About and
How It Ties Iniivvrierinneneinninnnnns

Sub-group Discussion of the Program and
Its Potential Impact on Qur School
District, i iinesniisescecnnnsennas -

Question and Answer Panel.....vveevennes

ROLLING BREAK

Learning How to Decide Things Together
(Exercise on Individual vs. Group
Decision Making)e.eeeeeeesoriceonnnnns

Sign-Up Process: Learning Task Forces
and Workshops to Launch This Program..

MEETING ADJOURNED with Closing Remarks..

R. Plaunt
President, Board
of Education

J. White

Program Director
H. Carlson

A11 Participants
Sub-group

Spokespersons

J. White

H. Carlson
J. White,

Sub-group
Spokespersons

H. Carlson

J. White,
A1l Participants

J. White
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November 1, 1977

Dear

You will find here a 1list of statements describing "the State of the
School District” reported by the discussion-group spokespersons at
the October 22, Group Dynamics Workshop. Instead of continuing an
attempt to have all 7 spokespersons meet together, I am asking your
response in this manner.

Within the next three days, please check those statements that you
feel accurately reflect that which was said by a spokesperson at the
Workshop. Change those statements you feel are incorrectiy stated;
strike out those statements you feel were not said. Add statements
you feel were made but do not appear here.

Then return the statements to me no later than Monday, November 7.

I have attempted to place each of the statements in one of four major
areas of concern in order to avoid duplication.

Please call on me if you have questions, After your response I will
prepare a list to be prioritized by the group before the next work-
shap.

Yours sincerely,

John H. White
JHW/rg
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COMMUNICATION

The Board does not listen to teachers, parents or students.
Board meetings are not democratic.

The Board needs to improve public relations.

There is a credibility gap between parents and school board.

There is a Tack of parent involvement and lack of awareness
on the part of parents as to what kids are doing.

There is high potential in this district.
There are people who still care but are frustrated.
We need to develop respect for each other.

Communication between the community and the Board is poor.

ADMINISTRATION

There is bad communication involving administrators,
parents and community, teachers and students.

How much money is there? Parents and teachers want to have
copies of budget and have representatives involved with budget.

The building-level administration is most influential in
initiating parent involvement.

There is contradicting information to parents from
Administration and teachers.

More parent-teacher involvement in school decision making
is needed.

There is a lack of decision~making processes.
Administrators don't 1isten or listen and don't react.

We are not here to serve an administration but to work
together for a common goal: to benefit our district.

The administration demonstrates a poor attitude in that:
They don't treat teachers as professionals.

The real potential of teachers, parents and students in
this district is not being used.
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The administration does not listen to teachers/parents
and students.
A bad attitude, generating from higher Tlevels and filtering
down, has become permanently installed.

CURRICULUM
Student illiteracy is seen as a major problem.
Money is wasted on media equipment, etc.

There is need for more counseling, more professional counsel-
ing, more trade-school emphasis.

There is a concern that educational standards are not keeping
pace with the population growth.

Set a standard literacy level and achieve it.

There is a lack of contact with neighboring districts as to
program improvements.

There is no continuity in curriculum from eiementary to the
high-school Tevel.

Class sizes are too large in some cases.

More individual attention needs to be given to students from
teachers.

Reading program needs evaluation as to its success in the
instruction of grammar,

There is a lack of integration of our curriculum.

There is a need for programs for gifted students.

STAFF
Empioyees feel high frustration.
We have a devoted teacher staff.

Administrators tell teachers what they want to be taught
and do not confer with teachers.
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Hiring coaches should be secondary to hiring major-
curriculum-area specialists.

Over-all Tow morale is demonstrated by Tow participation
of teachers in P.T.0. activities and many students who
have a poor attitude toward learning.
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November 17, 1977

Dear Friends,

At the October 22nd Planning Workshop a 1ist of statements regarding
"The State of the School District" was produced in small-group sessions
and presented in a large-group discussion. At the end of that day, it
was agreed that the spokespersons of each small group would attempt to
determine which statements were important and represented the feelings
of the participating citizens, students and staff. Following that
determination, the total group would be asked to prioritize the
expressed concerns so that future workshops can be designed where we
can get factual information regarding common concerns.

You will find enclosed with this note a 1ist of the statements veri-
fied by the group spokespersons placed into four major areas of concern.
In order to prepare for a workshop scheduled for all day Saturday,
December 3rd {(MARK YOUR CALENDAR AND PLAN TO ATTEND!!), I need your
response to the question... How important are these concerns?

Will you please follow these steps and return the Tist to me in the
enclosed postpaid envelope by November 28th.

1. Read the complete Tist.

2, Strike out those statements you feel are not appropriately
placed in one of the four areas.

a. Add any new areas you feel should be added on page 3.

b. Place statements you deleted from one area into any other
or into the new areas you've added.

c. Add statements of your own.

3. Place a number from 1-100 in each space to the right of the
area titles and statements indicating... How important you
feel this statement is.

a. 100 is the highest possible point value.
b. 1 is the lowest possibie point value.

4, Do not try to have statements in each area add up to 100

total points.

Remember... Each statement has a possibie value of 100. Try to reflect
how you feel each statement indicates an important concern and how some
are more important than others.

Example:

DISCIPLINE (75 pts)

Students are rude to parents. 57
Suspensions from school are frequent. !
82

Teachers should grade students according
to a common code of ethics.
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ATTENDANCE (30 pts)

Tardiness to class is common at the senior 90
high school.
Absence from school is a home problem. 70
ITiness is a poor excuse for missing
school. 2

Thank you for your cooperation. I am looking forward to meeting with
you again December 3rd. Details and an agenda for the day will fol-
low soon.

John White

JW/rg
Enclosure



127

COMMUNICATION

Committee discussion is powerless.
The Board does not listen to teachers, parents or students.

There is no sense of community. There is a lack of friend-
Tiness in parents and students.

Board meetings are not democratic.
The Board needs to improve public relations.

The Birmingham Eccentric expresses only administrative
viewpoints.

Parents have other demands, can't get involved in school.
Working mothers can't get involved.

Parents are not active enough in the middle school.

There is a credibility gap between parents and school board.

This is an active community; it has students with enriched
knowledge. Labor problems are over.

Meetings are dominated by a few powerful individuals.

There s a lack of parent involvement and lack of awareness
on the part of parents as to what kids are doing.

There is strong community interest among parents.
There is good communication between parents and teachers.

Only 1lip service is made to what committees do. They are
only set up to say, "Yes, we have a committee."

There is too much "structure" and not enough flexibility.
There is high potential in this district.

There are people who sti1l care but are frustrated.

We need to develop respect for each other.

We need a 1istening workshop.

There is not enough parental feedback as to the quality
of education in the district.
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There is a great lack of community involvement at the
high-school level.
Communication between the community and the Board is poor.
Communication between teachers and parents is good.
There is a Tack of communication between parents, teachers,

and students.

ADMINISTRATION

There is bad communication involving administrators,
parents and community, teachers and students.

The high school is not friendly.

How much money is there? Parents and teachers want to have
copies of budget and have representatives involved with budget.

The building-level administration is most influential in
initiating parent involvement.

There is contradicting information to parents from
Administration and teachers,

More parent-teacher involvement in school decision
making is needed.

There is a lack of decision-making processes.
Administrators don't Tisten or listen and don't react.

A better method of charging large families for athletic
events should be found.

We are not here to serve an administration but to work
together for a common goal to benefit our district.

The administration demonstrates a poor attitude in that:
They don't treat teachers as professicnals.

The real potential of teachers, parents and students in
this district is not being used.

The administration does not listen to teachers/parents/
and students.

A bad attitude, generating from higher levels and filtering
down, has become permanently installed.
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The administration at the middle-school Tevel and board-
office level is incompetent.

Students "pay" for all problems because they're on the
bottom.

Administrators are not well prepared for staff meetings.

CURRICULUM
Student illiteracy is seen as a major problem.
Waste of money on media, equipment, etc.
There is no knowledge of quality of education between parents.

There is need for more counseling, more professional coun-
seling, more trade-school emphasis.

There is a concern that educational standards are not keep-
ing pace with the population growth.

Registration needs improving.

The curriculum is not challenging enough for college-bound
students. There is a need for vocational specialists in
counseling.

Discuss the state of the school district. Strength--The
vocational schools and English department at West Bloomfield
High School are strong.

There is a need to build learning experiences,

Set a standard 1iteracy level and achieve it.

Student aides should be utilized at high-school level.

There is a need for elementary-school recreation equipment
and books at the high school.

There is a lack of career orientation.

There is a Tack of contact with neighboring districts as to
program improvements.

There is no continuity in curriculum from elementary to the
high-school Tevel.

Class sizes are too large in some cases.
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More individual attention needs to be given to students
from teachers.
Physical education needs more 1ife-orientated skills.

Reading program needs evaluation as to its success in
the instruction of grammar.

There is a Tack of integration of our curriculum,

There is a need for programs for gifted students.

STAFF

Counselors don't exert themselves.

Employees feel high frustration.

We have a devoted teacher staff.
Teacher-planning houys need to be rescheduled.
A long-term poor attitude is foreseen.
Teachers don't ask for parent participation.

Administrators tell teachers what they want to be taught
and do not confer with teachers.

Individuaiism should be attained between students and staff.
More input from students is needed.

Hiring coaches should be secondary to hiring major-
curriculum-area speciajists.

The general attitude among teachers since contract settle-
ment is good, with cooperation outstanding.

Over-all low morale is demonstrated by low participation
of teachers in P.T.0. activities. Many students have a
poor attitude toward learning.

Over-ail quality of teachers is not adequate in spite of
current job market, although students are generally satisfied.
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Workshop Participants' Responses to “The State of the District,”

October 1977

Problem Areas

COMMUNICATION

There is high potential in this district.

Communication between the community and the Board is poor.
There are people who still care but are frustrated.

The Board needs to improve public relations.

There is a credibility gap between parents and school board.

He need to develop respect for each other.

There is a lack of parent involvement and Tack of awareness
on the part of parents as to what kids are doing.

The Board does not Tisten to teachers, parents or students.

Board meetings are not democratic.

ADMINISTRATION

We are not here to serve an administration but to work
together for a common goal to benefit our district.

The real potential of teachers, parents and students in
this district is not being used.

More parent-teacher involvement in school decision making
is needed.

There is bad communication involving administrators, par-
ents, and community, teachers and students.

The building-level administration is most influential in
initjating parent involvement.

How much money is there? Parents and teachers want to
have copies of budget and have representatives involved
with budget.

There is contradicting information to parents from Admin-
istration and teachers.

Administrators don't Tisten or 1isten and don't react.

The administration does not 1isten to teachers/parents/
and students.

The administration demonstrates a poor attitude in that:
They don't treat teachers as professionals.

A bad attitude, generating from higher levels and filtering
down, has become permanently installed.

There is a lack of decision-making processes.

Ave. Points

74
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CURRICULUM

Reading program needs evaluation as to its success
in the instruction of grammar,

There is a need for programs for gifted students.

More individual attention needs to be given to students
from teachers.

There is need for more counseling, more professional
counseling, more trade-school emphasis.

There is a lack of integration of our curriculum.

There is no continuity in curriculum from elementary to
the high-school level.

Set a standard literacy level and achieve it.

Class sizes are too large in some cases.

Student illiteracy is seen as a major problem.

Money is wasted on media equipment, etc.

There is a lack of contact with neighboring districts as to
program improvements.

There is a concern that educational standards are not
keeping pace with the population growth.

STAFF

Employees feel high frustration.

Hiring coaches should be secondary to hiring major-
curriculum-area specialists.

We have a devoted teacher staff.

Over-all low morale is demonstrated by low participation
of teachers in P.T.0. activities and many students who
have a poor attitude toward Tearning.

Administrators tell teachers what they want to be taught
and do not confer with teachers.

|
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WEST BLOOMFIELD SCHOOL DISTRICT LONG-RANGE PLANNING PROGRAM WORKSHOP

9:30 a.m.
9:45 a.m.

12:00 Noon
12:30 p.m.

4:00 p.m.

December 3, 1977

Coffee and doughnuts

Workshop begins with opening remarks,
overview of today's workshop and what
will have been accomplished by 4:00 p.m. ..

Exercise on Individual vs. Group
Decision Making

---------------------------

Brief look at the "State of the District"
Survey results: Formation of Planning
Teams

Getting-to-Know-You Process ...vvvevenevens
(Listening Circles)

Lunch

Lecturette on Understanding the Change
pr‘ocess LI B B BN N N BN B BN R ) L2 IO N NN DO BN BN BN RN BN NN BN BNE BN CBE BE N BN BN B N RN

Putting the Consensus Method of Decision-
Making to Work: How to Approach and
Manage a Project (Exercise)

Turning to the Job Ahead of Us
. Priority Setting

. Definition of Goals, Charge to Be
Given Our Team

. Election of Chairperson

Group Discussion: How We Might Begin to
Approach Our Task
(Resource Centerava11ab1eforconsuTtat1nn)

Sharing Back with the Total Group--
Charge, Nature of Approach, Date of
Next Meeting c.i.vivevovessrarecoccnnsnnnnns

Evaluation of today's workshop

Workshop adjourned .............. ciresenans

J. White

H. Carlson

J. White,
Individual
participants

H. Carlson,
Planning teams

H. Carlson

H. Carison,
Planning teams

J. White,
Planning teams

Planning teams,
Resource people

Team spokes=~
persons

H. Carlson

J. White
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Your committee has received $1,000, allocated by the Board of Edu-
cation for your use to solve the problems stated here. You may spend
the money as you wish. You must spend all of the money and must spend

more on the most important problems, Tess on the least important.

Remember this is a group decision.

CURRICULUM

Reading program needs evaluation as to its success
in the instruction of grammar.

There is a need for programs for gifted students.

More individual attention needs to be given to students
from teachers.

There is need for more counseling, more professional
counseling, more trade-school emphasis.

There is a lack of integration of our curriculum,

There is no continuity in curricuium from elementary
to the high-school level.

Set a standard Tliteracy level and achieve it.

Class sizes are too large in some cases.

Student il1literacy is seen as a major problem.

Money is wasted on media equipment, etc.

There is a lack of contact with neighboring districts as
to program improvements.

There is a concern that educational standards are not
keeping pace with the population growth,

TOTAL COSTS

ERUIRINN]

$1,000
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December 21, 1977

Dear Friends,

Before the holiday recess from school moves us into the new year, I
thought a brief report about the Long Range Planning Program activities
would be of interest to you.

At the December workshop session the participants decided to investigate
three problem areas which were identified at the earlier October work-
shop. Consequently, a sub-committee of parents, students and staff is
planning to propose alternative methods for improving

1. DISTRICT COMMUNICATIONS
2. DISTRICT ADMINISTRATION
and 3, DISTRICT CURRICULUM AND STAFF.

Each sub-committee has met once since then and has scheduled a series of
meetings between now and February when everyone will meet again to report
on the progress made.

I hope you are still interested in being informed and involved in the
Long Range Planning Program. Because many people were unable to attend
the Decembey workshop, the chairpersons are still seeking to add par-
ticipants to their respective subcommittees. Please plan to meet with
the group of your choice in January. Their next meetings and the chair-
person you should contact are listed here:

Teri Spinelli DISTRICT COMMUNICATIONS COMMITTEE

363-8828 Meeting, Saturday, January 14, 1978, at
9:00 a.m. in Board of Education conference
room

Charlene Perinjien DISTRICT ADMINISTRATION COMMITTEE

851-1616 Meeting, Thursday, January 19, 1978, at
3:00 p.m., Room 202, Orchard Lake Middle
School

Orville Kitzman DISTRICT CURRICULUM AND STAFF COMMITTEE

851-6100 Meeting, Monday, January 9, 1978, at

7:30 p.m. in High School Media Center
Please call my office if you have questions.

Have a happy holiday and a prosperous new year.

John White, Director
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WEST BLOOMFIELD SCHOOLS
Long Range Planning Program
Report of Visitations, Conference or Workshop

Name: Date of Visit:

Topic of Visit:

Location:

Cost (IncTuding Transportation):

1. Brief Description:

2. What things did you learn that might improve the district in terms
of planning for the future?

3. Overall Evaluation of Visit:

Excellent--would recommend for others
Average
Below Average--would not recommend for others

Comments:

4, How have you shared, or plan to share, the information, especially
with the Long Range Planning Task Force?

If additional space is needed, please use back of sheet or attach
additional pages.

Copies: 1. - White copy--Planning Director
2. - Yellow copy-~Task Force
3. - Pink copy--Participant

10/1/77
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ESEA IV-C Project West Bloomfield Schools 1977-78

6-Year Plan and Public Relations Committee

Bescription of Committee:

13 members (citizens, staff and students)
a citizen chairman

Delegation:

Appointed by the Superintendent
Citizen chairperson appointed by the Superintendent

Time Frame:

6 weeks beginning January 16, 1978, thru February 28, 1978

Goal:
To present to the Board of Education a 5-Year Plan for meeting
the expressed needs of the School District beginning with the
school year 1976-79 through the school year 1982-83.

Tasks:

To review the District Needs Validation List produced in 1875.

To analyze the needs having been met and those not yet met.

To suggest costs associated with needs not yet met.

To identify resources for meeting those needs.

To specify a chronological sequence of needs and resources in
a time frame of 1978 thru 1983.

To suggest alternatives to identified needs,

To design a communitywide network of activities to inform
the citizens, staff and students of the 5-Year Plan.
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MINUTES--MARCH 20, 1978
FIVE-YEAR PLANNING COMMITTEE
WEST BLOOMFIELD SCHOOL DISTRICT

Carl Constant Peg Morris
Jeannine Mayone John White
Monte Nelson Don Schlitt

Sorted "A" priority needs among the following classifications without
determining a revised priority rating:

CLC:fd

Media Maintenance
Special Education Building and Site
Co-Curricular Counseling
Personnel

Curriculum--Academic, Cultural, Technical

{Vocational Education)}, Special Education
(Gifted Programs, too)

Carl Constant
CO-CHAIRMAN
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MINUTES APRIL 3, 1978
FIVE-YEAR PLANNING COMMITTEE
WEST BLOOMFIELD SCHOOL DISTRICT

ATTENDANCE:  Judy Graning Mark Hall
Jeannie Mayone Julie Rogers
Carl Constant Celeste Carroll
John White John Kerwin
Cindy Custer Betty Lepak

GUEST: Ted Cavin

PROPOSED FORMAT OF REPORT REVIEWED

1.

Exhibits--Consolidated written reports for CHILD DEVELOPMENT
AND CONSUMER EDUCATION UNDER CATEGORY OF CAREER
EDUCATION and received new report from the Adminis-
tration Task Force

Cover Letter

Comparison chart for 1975 "A" Priorities and proposed category
summary

DEVELOPMENT OF RECOMMENDATIONS

1.
2.
3.

Cl.C:fd

Reviewed "Cultural," Special Education and Technical Education
Discussion--Why large number of "A" priorities high school
Developed following recommendation:

A. Assign on full-time basis an Administrator to direct the
Special Education program including the Magnet Plan for
gifted children so Assistant Superintendent of Instruction
would now provide general supervision--program must consider
PRIORITIES 29, 144, 152, 161 and 164.

B. Put "Cultural® priorities into other categories.

Carl Constant
CO-CHATRMAN
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Long-Range Planning Program,
An ESEA IV-C Project

WEST BLOOMFIELD SCHOOLS
A Combined meeting of the Citizens,
Staff and Students Task Forces

on Communications, Curriculum
and Administration

You are invited to attend a public discussion when the
Citizens 5-Year Planning Committee will report on:

"The School District's Needs,"

a plan for change, proposed for the years 1978 through 1978,
and

"Pilot Studies for Improvement"
to be conducted as part of the Planning Program for the benefit of

the Students in the West Bloomfield Schools.
Your presence is especially important.

DATE:  April 13, 1978

PLACE: The Abbott Middle School
Community Room
Orchard Lake, Michigan

The meeting will begin promptly at 7:30 p.m.

If you have questions or concerns, please call John White, Office of
Planning and Evaluation at 682-3555.
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WEST BLOOMFIELD SCHOOLS LONG-RANGE PLANNING PROGRAM

APRIL 13, 1978

Combined meeting of Citizens, Staff and Students Task Forces

7:30 p.m.

« « « » . A public dijscussion . . . . .

Introductions and Program Description ..

Task Force Activity Reports and recommen-

John White

dations for Pilot Studies to improve areas

of expressed need. "The State of the
District."

CURRICULUM AND STAFF L..iivuieiiiniennn.

Orville Kitzman

Reading and Math EvaTuation and Standards

II Gifted Students

III. Classsizeand individual attention

IvV. Counseling

V. Curriculum Integration and Articulation
VI. Media

VII. Staff

VIII. Parent Teacher Organization

ADMINISTRATION .. .vvevennnrevenns fereee
Leadership and in- servxce to
enhance communication

COMMUNICATION vuvevinnnnrnencnnnaesonns
Services to the public, media and
staff

CITIZENS S-YEAR PLAN ----------- I N

The modified and updated Needs
List--A plan for change

Discussion and Questions ........ vaseee
Committee members, citizens, staff
and students

Wrap Up and Summary .......c... tereares

Chariene Perinjian

Terri Spinelli

Carl Constant
Judy Graning

Chairpersons

John White
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1978 FIVE-YEAR PLANNING REPORT
EXHIBITS--1978

Assignment
Recommendations
Committee members (attendance is available upon request)
Written reports received
A. Update of Media items
B. Career Education
1) Child Development Program
2) Consumer Education Survey Test
C. 1975 Needs Validation Committee
1} "A" Priorities List--1975
2) Follow-up Status--1977
D. Task Force on Administration
E. Task Force on Communications

F. Task Force on Curriculum and Staff
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1978 FIVE-YEAR PLANNING COMMITTEE REPORT
APRIL 17, 1978

Board of Education
West Bloomfield School District
c/o Dr, Jerry J. Herman, Superintendent

Our Committee has found the original six-week assignment was too short
and the breadth of the tasks greater than could be accomplished with
the resources utilized.

Due to the complex nature and changing mixture of school funding, we
did not feel capable of suggesting costs associated with needs not yet
met nor identifying resources for meeting those needs, such as the num-
ber of elementary school students in the Green School area. This
assistance should be available from the present Staff with aid from the
Oakland Intermediate School District Staff and other existing units
dedicated to the efficient administration and development of schools.
Services of outside consultants who are skilled and experienced to fit
a special need should be secured when the Board and Superintendent are
satisfied our Staff has committed its resources to higher priority
items. Moreover, because the priorities have been identified, it is
felt our Staff can advise how its resources can be allocated and coupled
with available funds to accomplish the educational goals of the West
Bloomfield School District.

The "A" priorities of 1975 have been grouped as follows:

Maintenance, Building & Sites Community Education

Counseling Media

Co-Curricular Curriculum-~academic, technical

Personnel (vocational) and Special Service
(gifted)

This grouping of the priorities dramatizes that Staff efforts and funds
must be committed and directed to accomplish more for Maintenance and
Personnel. The obsolescence of our schools must be directed by sound
policy and solid administration so the facilities age with maturity
rather than neglect! The large number of "A" priorities associated
with Personnel also tells us that this portion of the budget needs

more than $'s.

If a number of these priorities are to be accomplished, assignments will
change and programs will be discontinued, consolidated or increased as
the Board directs a reallocation of our resources. The Board needs
regular, periodic feedback from our teachers and administrators recom-
mending how resources could be utilized. A part of this feedback must
include teachers' and administrators' participation in the selection
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process as the Board considers the competing interests of the priori-
ties and decides what will be done. Then the students will have an
opportunity to benefit from the investment of parents and taxpayers.

To improve understanding and to enhance acceptance of the Board's
decisions, it is recommended that the Staff +identify each year what is
committed to the "A" priorities. Furthermore, the Board should receive
data evidencing what has been achieved even if expectations were not
realized. This "before and after" picture must be related to the Staff,
the parents, the taxpayers and the students as it is happening so their
feedback can be considered on a timely basis.

Sincerely,

Judy Graning - Carl Constant
CO-CHAIRPERSONS

CLC:fd
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Item #18
Item #50

Item #66

Item #76

Item #85

Item #89

Item #94

Item #100

Item #123

Item #132
Item #139
Item #145
Item #164

154

Needs-Validation Committee
Update of Media Items

Ealy--Air condition media center--nothing has been done.
Abbott--Media addition--nothing has been done.

Media Personnel--nothing has been done--if anything, we
have fallen slightly behind.

Media Facilities--this would include Items #8, 18 and an
addition to OLMS plus some minor changes in other buildings.
Roosevelt is the only building changed significantly.
Abbott--media equipment--we have improved siightly in all
buildings but only Roosevelt has achieved the Five-Year
Goals.

Abbott--1ibrary books--we have improved in all buildings
but still have a Tong way to go.

Scotch-~implement the five-year projection for equipment and
software--we have progressed but not achieved the goal.

Scotch--install additional electrical outlets--not done.
Media--Books and software {as stated in five-year plan)--we
have improved slightly each year but still have a Tong way
to go.

Media--program--skills booklet will be available to staff
soon--production improved--limited by staffing needs.

Media software--repeat of Item #100.

OLMS--Media Center equipment--some sTlight progress.
Media--Closed-circuit TV--nothing done.

Special Education--audio-visual equipment--we have attempted

to meet current needs from building allocation--dependent on
five-year goals--need not compietely met.
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TO: FIVE-YEAR PLANNING COMMITTEE
WEST BLOGMFIELD SCHOOL DISTRICT

RE: CURRENT AND FUTURE
CHILD DEVELOPMENT PROGRAM
WEST BLOOMFIELD HIGH SCHOOL

THE FOLLOWING PROPOSALS ARE MY RECOMMENDATIONS FOR DEVELOPING A BROADER
EDUCATIONAL SCOPE FOR MORE STUDENTS AT WEST BLOOMFIELD HIGH SCHOOL.

PART I. Two additional sections of Child Development

A.

To be designated as

1) Related Child Development or

2) Research in Child Development

These sections would be designed to be co-ordinated as a
related course of study to the Health Occupation Programs
as well as students enrolled in other helping fields, as
medicine, nursing, psychology, or education. These two
sections could operate a second pre-scheol program, pos-
sibly also involving some students in the Foreign Language
Areas. There could be research done in the area of normal
child development, as well as special areas of speech prob-
lems, language development, physical handicaps, etc. There
would possibly be some non-English-speaking pre-schoclers
in this program who could be helped in the future school
adjustment by being with Eng]ish-Speéking peers.

The course would be a minimum of one semester on an
elective basis.

Minimum of 15 to 20 students in each section.



PART II.

E.
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Problem area: Scheduling and availability of students,
time-wise and how would they be told of its importance

and relativity?

Extension of existing facilities. SEE ACCOMPANYING DIAGRAMS.

A,

The present facility can handle consecutive classes leading
into the rooms which adjoin one another.

The adjacent classroom, C~706 is currently an English
classroom, tentatively designated to become a storage area.
The wall between C-708 and C-706 could be removed and two
half-walls could be installed as observation areas. This,
of course, would involve some funding at the discretion of
this body and the Board.

This facility could then be used not only by the Child
Development Classes, but by the parents of the pre-
schoolers; other classes, as Health; Psychology; Social
Studies, etc., as adjuncts to existing classes. An oppor-
tunity for greater learning exists in the availability of
this type of learning situation. How can we see that it

is used to the fullest extent?
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PART III. Relevant Policies Affecting Enrollment

A.

An examination of the number of students who take reduced-
load schedules would indicate a definite effect on the
number of elective courses being chosen.

An examination of current graduation requirements reflects
that there are no requirements in the areas of Fine Arts,
Industrial Arts, Home Economics or Business. Perhaps one
or more of these areas would provide a broader educational
foundation for the graduates of West Bloomfield High
School.

PART IV. Potential Student Contact and Involvement

A.

A tentative survey of the student body involving a random
sampling of them is being worked out by myself and

Mr. Piasicki. It is designed to encompass more than just
the Child Development Courses and why students do or do not
enroll in this type of elective subject. The survey is not
yet completed or distributed.

The Student Government body has not yet been approached,
since I understand Cindy is a very busy young lady. Per-
haps the survey mentioned above would serve as a tool and

could be distributed and summarized by that group.

Respectfully submitted,

JOYCE THOMPSON
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National test

Given to 100 College-Bound West Bloomfield High
School Seniors

Average score 27

Range 10 to 42

50% scored between 21 and 29 correct

“Consumer Economics": a proposed course for Seniors.

Under Home Economics the course will be partially
funded by government resources.
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National Consumer Economics Test

Which form of charge account does not normally require the consumer
to present a credit card to charge a purchase?

a. Master Charge

b. Sears, Roebuck and Company
c. Bell Telephone

d. American Express

When a person buys any form of 1ife insurance he does so in an
attempt to

a. control his premiums

b. share the risk of Tosses

¢. reduce the effects of inflation

d. transfer the individual Tosses to the government

The most effective way the consumer can influence the sales price
of the products in the marketplace is to

a. require federal chartering of corporations

b. establish federally enforced grade labeling of products

c. buy only when well-established price ceilings for products exist
d. make informed choices based on price and quality comparisons

A major source of reliable consumer information on the safety and
effectiveness of prescription and over-the-counter drugs is

a. Parents' Magazine
b. product Tabels

¢. the Department of Health, Education, and Welfare
d. the Food and Drug Administration

A consumer hurried to his car dealer after seeing a commercial that
advertised a two-year-old model at $500 under what it should cost.
The car had just been sold, but a similar model could be purchased
at a slightly higher cost. This technique is called

low balling
adjusted markup
bait and switch
loading

[oF]

program provided by applicance dealers to encourage customers to
ay for repairs in advance is

. @ service contract
. a warranty
. @ guarantee

b
c
d
A
p
a
b
c
d. an installment plan



52.

53.

54.

85.

NOTE:
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One of the major obstacles te the consumer in the balance of
power between business and consumers is

a. the existence of approximately forty federal agencies and
four hundred departments presently attempting to serve
consumers

b. the specific requirements established under legisiation, such
as the Fair Packaging and Labeling Act and the Truth-in-
Lending Law

c. the existence of a federal consumer court of appeals

d. the policies of the Securities and Exchange Commission

Which information is not required on the labels of all food
products?

a. the ingredients
b. the net weight

c. the product name

d. the name of the producer or distributor

The most common brands of children's vitamin capsules are classi-
fied by the Food and Drug Administration as

a. a chemical
b. an additive
c. a drug

d. a food

An early legislative attempt by the federal government to protect
the consumer was the

Truth-in-Lending Act

Pure Food and Drug Act

Flammable Fabric Act

Motor Vehicle Traffic Safety Act

oo oo
L L) - -

Just the first and last pages of the National Consumer Economics
Test are included here.
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Proposed Course QOutline

CONSUMER KNOW-HOW

Unit I The Role of the Consumer in the Economy
(How the economy affects you)

Unit II Consumer Planning and Decision Making
(Values, goals, needs, wants and the decision process)

Unit III Developing a Personal Spending Plan
(Making the most of your money)

Unit IV Ways to Increase Income
{The job market, use of skills and resources)

Unit V Advertising and Its Appeal
(Why you buy, informational and emotional ads)

Unit VI Sources of Buying Information
(How and where to look before you buy)

Unit VII The Art of Shepping

{Food, clothing, appliances, furniture, car and
car insurance)

Unit VIII  The Good Life Through Credit
(How to use credit to your advantage)

Unit IX Housing

(Rent or buy, local market, signing a lease and
buying procedure)

Unit X Financial Security

(Checking accounts, life and health insurance,
savings and investments, Social Security)

Unit XI Government Services and Taxes
(Where do your taxes go, making use of services)




Unit XII

Unit XIII

Unit XIV
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Your Consumer Rights and Responsibiiities
(Using your rights, making complaints, shoplifting)

Consumer Protection

(Agencies and laws, avoiding gyps and frauds)

The Consumer and the Environment

(What you can do, what's being done, what needs
to be done)
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Needs Validation Committee

YA’ Priorities

.
Glern = Buthd o pew eslemenniny solosal o peimese the nver—
crowiling 4t Crees Sehoul I depdetins thee prgulatnm by
2O slinluntsg

”

S

Huddmg and Gomnsls = Joosevell eeds te b vena ot gl
reredielil g aeeontanee wil Podon Boas ontitged Iy
Wahelv=Rosbier with eareiul sty of devoled spaecitaations
I cavh serviee e be perleeemnl,

HA

Hoo~evelt = teplace ol winglow st wid, tombern a bt e
st pliss gl pancts,

1.

Almmtseative — Laomg tenmn distnt 2oals apd odspeetinose
Fanvton Reconmendation — Tl Svsivias Maotel e
Lemg=tenm Plaogmng veventh aebapiial <peis 0 weve
thas purgese, The Boand nevds e prosade adegugte
Tumilyg toceaes il the tsks o the melel,

Thine Resonees Revcommendarin = These appegis

Too he o aediteens b adnnusiati necded wr thas
poiite Ay arddet veed for admangstaiaa, a, will
Bave 1o e aleg e with on g vear=to=yrad lusis ds

" thie seatems plansang sesults hecotie evulendy

e
Howsevelt = Lleetnncal wiemng slomiled beoresworhed ws ontgenel
e PLin A e Wakelvehushiner sepant,

R
Adnmnsttative = Overall comeslom developwnt amd e liaee-
ho
Function Revommendanen — ASddibonad vplasis
necids be given s logh poons pead,
(Y The Assistant Superssteimbeny Tor Tus1iag o
needs be freed Don the tesponstluley ol sailties el
152 he Speeia) Rdneaton Mozt o dovate Ja~ (ol
encigy 1 commdimanng the dishin i=wale emnonbn
developrent and evalnaton ellnts,
[§4 A suffacienl s needs 1o e biebieted oo
veat=te=yvedl basis o Bie lechee voosdinitons, o
provide an Lot of mote beledse tme b Whe conld -
nators, to provade famds e osanmer emsplos nent o
key stafl and w late expert s sle hetp when needed,

Ta
Spwecral Services — Hhire s durector of specaal educanon
tatned as o specidd educalorn.

.18

Ealy —= A conditaon the media center,

0,

izl Schoel = One additional counselnt,

10,
OLMS = Venodatng systen an voral musie and band rooths,

11

Hoting and Grounds = Scolch School be rewovated and
peinodeled an acenrdanes wath Program A as outlined 10 the
Wahelv=HEoshner report as anended,

14a

Seolcl Behont = Qptaipal Man B as an the Wakely =Kushnets
13.

Ealv — A condation the Kiva,

1.
st Justiieton ~ Defme and ymplement science cul—
tienlnmg,

1%,
Misn = Stang insinument progpraite

1.
Ml and Grounds = Preventatve Roof Mantenance
Poane:

1%
High Sehool = [ugprove soeial studies program,

15
Ablott — Medyg additron,  (as stated snomed s faive year plany

149,
Voeation am! Career Bidlecation = Acqure matenials, systems
aind reseuives dm ocaileed counseling,

i,
Aise = Baud sisttutnent grogiam,



21!
Admmistration = Stafl Evaluation and Development:

de Funetion Recommendation —
(1) A pre—condition Tor developiient ef this stea
needs be the establhishment of distherwide goals,
{2y Once the distriey gouls are established, st is
reconmended that the Board of Education dppont an
advisory comnstlee of tearchers, stodents, residents,
and adpunastrators who will tecommend standyds In
by which the stafl 18 1e be evaluated, and
(3} A strong adnumstrative in=service program be
be mpleniented 10 msure guality  pofessional
evaluation.

ba Human Resources Recommendanion — The planning
commitlee Le peovided with oviside expertise 45 11
develops and plans the stall evalvation progrding

nry

FLHrY

Buwilding apd Grounds — The establishment of an annual
painting schedule to paint 15% to 20% of wall surface, 8%
10% of celling surlace and 207 of exterior sutface as needed
cach vear,

23,
Jhgh Schonl « Selve the smoking problen,

24,
OLMS ~ Sluge curtalns,

25
Distnict Instrucuon = Use of a skilled seience consullant to
expedite and iplenent @ science curriculum,.

26,
Albtiott = Light control

-
a%.

Adnsmistaton « Individualization!

a, Funcuon Recommentdaunn — A high depree of
metest was exhibited 1n this area, The compatiee
mewbers sifess thal a geeat dead of attention he given
this tunchion in phisse two of the svstems plannmg
model,

I, lumman Resources Recommendanion — No addinonal
adeunisianoen appests oo be necded 21 this pornt,

28

Petsonnel = A stranpg need fot 2 remote comguter teannnal,

29.
Special Ed, = Establish overzll eoanhinatien ol programs
atall levels,

430,
Vocational and Career = Expanded **labmtorv™ vecational
skills enuises, equipment and facilses at Ingh school level,

ae  Present classtoom space for all ateas of vocational
trasning programs lumts the number of students per—
mitted 10 enroll in progrims,

L. New progiams cannot he anjuated in current facilines,

Ce  Pre=vocational courses (Mh and 10th) are presently
hunted,

M
QLMS — Foseign anguage puogiam 1s 1 was,

320
High School = lmprove the onientation ol students 10 PINELany,
Strengthen acuvities pnttion of co—cuthcular.

33
Gustret Instuction =~ More me—service raining e (or
teachers including tme for curmacutum develapment,

24,
Perammnel — A hali=tnne director of pupnl personnel when
there 1% G000 students; and lull e when feathes 12,000,

HE
Jugh Schiovf = Recommentd develupnuent ol fexoulCE Fonnl per
Dre Garvelink’s recommendation, Present Ieary classtomg s
o prome possibilily, Necesagryv egdpment and  dnenatgee
entnnated.
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ﬂﬁo
Specwab Edy = Tuprove pocedures ton idennheauon of Land) -
capped pre=schinel elulilten, Catabhsh o preesclinol progran,

A7.

Speciat Ede ~ A cvonplete comienlat seview of the R=12
progranes witle goals e develop comrses of stady Ton the gafred
chuld should be amlertaken,

a5,
Admistranion = Sident Fetsonuel Seivices:

s Functnn Reemuimeodation — The Doard of Eduea—
tep shold appoant 20 Advisony Comnnltes;  cones
sishnp ol students, tessdents, teachers aml 2dinrnis—
15T W SUREResI]
t1) A program dedunting
17y Stall needs nedudueg parg—predess s
t3) Funruons of the sl program
(4} Coordinatian need for a totu] paynl persosued

ProgrIn,

b, Human Hesonzees Recompmemlation = Cunsidrrstsan
slimld be gwven to addmg adenisiratoon wioee wall
caordinale and supervise this atea,

a9,

Adnunistration — Mangtenanee and Opetations:

e Funcion Recommnendstang =
1) Updating our facihities s pecessasv to htog
thetn it g reasonable stindaide
2 Adeprate g gl planped scheldnding 1o
keep vut fae:lities up 10 g teasunatde quahite stan—
datd are vilal,

hl Human Ri‘\t)ll[l'[‘h K(‘(‘hll‘.llll'lllld‘IIII] — Sl‘lll‘ll‘\ CHIH -
syderation shoudid be given e adding:

1 A Tull tone prclidsimg dEcnle

20 Adegnate Tull wme sapeivisaom,

13 Consadesatooms <hgld he given to witling ~pra—
whications  atsl  hadding (o ontsgde suleecopingat
cleaning 1o delesunne whether or not s appioach
wonld e cheapes, than that ol painlaaiing ont awn
stdll,

40,

Bushting ! Gromds = Lstile Grecn two tome s hack e re—

pevaten? wind bemesleled bon two npedaled ¢ Jasainone,

11,
Ealy = Re—vapnp and upedate lapgnage progrgae nglish
Gramnual, usage erealive whitingd, sperahing, ditiste, ¢1e,

42,

Dobherty = To offer dhlferent classwomm envirenient
toaccoinndale dilecent JeabRing stvles sucl as self=conlaed
tradational, open ¢ lasston, mnllb=ge goopiag, s s bl
Instructron,

43,
OLMS = Laght control i calelntinisy,

44,
Scotch -~ Four peteent of the operating Inulget be cannarhed
for a deslhict wide mainlendnoee pagiam,

45,
Alhott = Cateer education.

46,

Rotssevell — AN elasstootn waod floois should be reownved,
conctete instlled to jpegquited Jevel, wheie nesessary, and
carpeting mntabled tp all classnums,

47.
Distct lustrncton = Mote conlercnees at all levels,

48,
Athlertae = Bovs wiesthing 4, 7, amd L grades,

49,
Remsevelt = The tout shunild e ge=constrocted and insulaied,



50,
Media — Persannel fas stated i media hive vear plan) )

als
Distrier Instroction ~ Dehined and implesuented suewa ] shalies
curticuluti

52,
Dislrset Insimuttton — Mote and belter connseling st the
niddie scheols and bigh schivols

53,

Votation and Carerl = Sutvevs, iventones gl anlelest
asnewsbents ol students at Joevels s trougl gl sclond
Fraduates,

ha,

Butddg and Gointds = Conievtion o sdintla iy sew el sishemn
at Seatcli and public watet systen as sont as such lusilities
hetonne availahle,

Dy

Tulv = Tiegrtam tor gcadesm allc giled pgdutimg gitied
chabbres o othe? Qtea s as wellh

H1N

Alllt = Avadeiieallv wleml,

Ny

Tersngil = Aw Assistant o Persomiel ddeauisitation and
Lirplovee Relatioms shoald he enplionel,

T,

Banhdrng and Gromggyde = Crnnet t ALbt 1 v gt gl ~cw el 1o the
Keegn Hatlna water sl susler s ) s sa s fae—
toly altanpvtints can e o,

5il,
Gioen s Mote il oduairzanon ob s fron,

lif),
Tsunet fostiae g = Moge eanplias s on s 0 e et afiim,
I hipling 2tainmai,

il

Dulding aml Cromnds = A0 Laly teconstaet tha dinveway (o
povihe gdeqmate damage and exit te Maple Roaolg Tl
Yl enlraner ad en it Tin salelv,

LN

Green = Povility aiproveents

de o Carpet ot Dbl

by Miste toutn L gliny amd sgozapne

va ARG i Laeehitye gl soga
Ga Dot heat ennliol

1 Detier gl contst

1o Incyeased himldiog oanmenamee

S Batendt AL svslem te gl pants of seho
I, Halway Janpe Ao adlow cyuipnuenl gsage,

bo Spersalized serenee o Las ity amd s1oLagie.

Jo Ml adbiee spaces fon gse by spevabiZe peisenuel,
Lo Jostinmental vomn Faealiy and <o,
1o Cirvare k) hinlding conospheie of Hexalahiy by
adelizg team W ehang spades o sl .

e Teavhicr honnge Boalome snpoveent,

e Copounnaty b Lrea oy e st age,

e AchY codeletn,

P Dphng Gommigans jaeach 1o o hallwave

e Tar hanppe display wtea o &3 Balivays,

[N

Vovatimal sl Cavert = @
b developent o1 gl tevels pelndpg
GHENLUION, EXPIOLILTOE T eXpraieice,

tehiensive Career Edy Cur~
AWATENES S,

e This as an supputl of pesenl etfanls mdevelop o
COmmelensIve carece edg taisahig

e Plaos v conton to tie State ot Mychizan medel To
vocatiohal education, ’

“‘1!

Green = Bwlding satety poblems bpecanse of ald gliss

CUnSITOeEHgI.

167

63,
Spectal Services — Resouree toons in every aalding s a
wurlhv goal.

By
Mot = Faciliies fas stated o metdia bive yeatr plam

67,
ooty = Toamprove and ‘or maantan read ing jrogiat,

tibs
Alhatl = Waork “shudy prograie

{ifh,

Builting and Grounds = That blicktop parking areas b
expaided ot least twenty mote parhiug spaces Iof emplinvees
and volunteets.  Blacklop pluvgronnd ateas e construdied,
whete teasible, adpacent 10 parking areds separated by ey
linh fence amd gate,  These areas pav serve (of ovetfinw
TRtkIngE for evanthig esenis,

s

Ealt = Mamtenance al 4%, (Eslabhsh mantendnee on oa
tepilar 1otaton basys for panmting, efce Roofl fepatn, ~lop o
catnhon Dight, deawmage ol plaveronnd, mstadl surbaee o1
pHavEiosndad

71
Dolietty = Teoamprove the ol and wnllen compnmication
whallng

N

High Sehont = Rearal ol two teletvpe machines and appioptee
sipalies = prure Lase of o 1n Oekland Schonls eomputer To
10 onth and sy al st prograis, (eould he sell=suppori—
thign Cotgmter fo7 ptoblem solvimpg, Rallonale = nmany of
our et able stadents ate hambwapped s uot bewg pre=
pated i path aned the senves at the collepge and techoicdl
level,

Wor lave revigwed the purpose nf such wstiuction at the high
wrhionl Jevel and have concluded that g protlem—=solving
approuach s preferable b systems approachs

T

Tusinet Instruction — Use of o shilled social studies cop=—
sullant t expedile and miplenent o social studies coutriculun,
4.

Vocation and Career = Career counsehing re—=cmphasized al
all levels,

S Counseling should not be linted tr schonl prograns,

by Professional personnel at elementary schools can e
traned to provide guidanee o the aseas of career
crlucatinn,

70

Green =~ Bathituoty munt licaliies ate not adeguate for the

number ol students served, Further, the tolet faceniies are

Iacking o privacy due Lo the absence of dourse

Tle

Abhott = Media eymapnent, fas stated i media five veur pland

7.

Remsevelt — Plumbing anb Dixture tepairs, moall woulets,
slhuwid be conprleterd as onthiged 10 Plan A Wakelv=Kushner,
TEa

Dolierty « Toamprove learning centers in cLISsmnms,

i
Disiniet tusttoction = Eatly wdentihicatian of skl deficiences
hy studdenta,

80,
Roosevelt — A draenage system shoubd e wislalled as onthned
i Plan A, Wakelv=Rushiner.

Bl

tugh Schonl — Reading Schoot Wrle!  Start ujp accomodation
few veading texts and suppletents for two reading ansionlors,
1 Eogltsh, 1 social sindies, 1 path=sciener, to *each and
develop reading programe at high sehond Jevel = $1,0000 Stanl
sepplies for 2 eeading IRSGECION., er previons tecommendation
-~ 51,00K),



82,
Doherty = To miprove sciente progran,.

B3,

Special Services « All programs should be eviluated penadie —
allye Stafl menbers should be encoutaged 1o Tomm iy evanate
progratis as they did this year i lesoutee roon and heating

programs as they did ts vear i resource reoms and Leatig
IMpaired faonis,

84,
Dustriet Instruchion — Matetials to anplepent social studies
PIURTall,

65,
Abbiotl — Library Yookse (s stated in media five vear plan)

86,
OLMS ~ Add eleciricsl cireuits an office complex,

BT,
Doherty - To improve math cutticulum with new matenaj and
ot specialists.

88,

Disiet Instrucon —~ Berter eoordination of comnunications
Letween elementary and naddle schouls 15=6) and between
mididle schools and high sehool (8=0)

89,

Scotch  — lmplement the five—yeat projeclion lor Mediy
enquipment and soltware malertals necessaty o supplement
and entich the instruetional progratie

B0,
Spreial Services — Counselats must develop a grealer under—
standing of special education studenis and their needs.

.

Bmldmg ant Grounds — To provide tucvcle tacks at each
school site propetly seented wilh a chan Bk fence area,
lncated for maximurm visuzl surverllance fram the aildmg, and
where there 1s a safe access to bieyele trants, walks and
roadways,

a2,
Distnet Instraction — Greatet etiphiasts on hndig students
with pereepiual problens,

9
Qreen — Asststant principalt,

M.

Seotch = Install additional electrical ouliets 1o classrooms
and Media Cemter to promate greater Hexitahiy and uhilizaton
on AV equipmient and paterils,

LN

Ehgh School «~ Sturdy shelves jor senpts and hooks 1n the
drama department,

ad.

Dastrict Instruction = More eniphasils on eatly wenhfication
of non=¢nliege bouund students. Al 1LS, prdoates should
have a suleable skifl.

7.
Distsict Instrgction — Emphasis an the meiric system in all
telated subjects = not only 1 math,

93,
Special Services — A funded vorational training progrom should
begin al the M5 leve),

nh.

Buitding and Grounds = Drapery and light contro) curtains 1n
Green roems B2, 3, B, 10, 16, 17, K=i;, Abboil throughout the
huiding; OLMS 101, 104, 107, 108, 106, 110, 113, 112, 114,
115, 200, 202, 207, 209, 211, 21310 replace worn cut drapenies
1o tptove audio visual instioction,
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100,

M]m'tu =~ Bookx and softwares s stated i nedia five vear
plan}

101,

Bruildang and Gronsds = Cayrpet the Floos i all classroons,
eniiidnes, teas iets [ounges and olfices 10 Given, Baly, Alibogt
CLMS,

102,

Special Services = Additional transporiaten e the Walled
Lake Vocgtianal Centet tin spevial ed,y students 1 the sunamer
provided

progratn should be provided,

101,
OLMS = Lavpe mat ton plivsieal edutation.

104,
OLMS ~ Study skilis umt requisets

105,

Voeation and Career = adimastia s ol Vocetional und Cateet

Ed.;

ds  Tuecoorhinate vorational."coecn ed planisg,

ha Tocourhnate vocatopal/eate et o3 PIGELIm B hage—
ment,

e To facihitate Jpphicavon, nnmmng: angd evabiatiog
of curzen! viecahonal progriis,

Ao Tootrain ensrent 123 wstuaeonal and goulagee
teclimniies,

Co To welve 4% a3 tesuuece petsay o the weeds ot
studentis, stafl and e cotamumaty selafive I vnca=

tena] and catver edicatang,
FIL N
Athleties — Contavt bonthall ti=7=8,

107,

OLMS — Leatnng Lab lnitare aul saquipicite

108,

Distnetl Instmvtion = Eguadize pvm tacelibies a1 OLMS and
Abhutt,

100,
Desinet nstmction = Conmpdete 1eview ol onn graiig svstlee,

110,
Athletits = Gl bashetlial) 6=7=5,

11t.

Votational and Taheey = ARoinabve twork i expeisine sy

prapsatn don senion lngh sclal stidents,

dv To provide opporttimbies for stddenls noa leasung
cenvuoninent ather than the sclhoal Locdy giselt,

b Expenences foeatn cedst bl st necessablv wapes,

118

Butlding and Grounds = Adilitional Bacekbngnls anin wennoands

whete peeded i all selinols,

112

Green = Plavionnd tacbities; e need b waikwavs and
pddittonal blacktop areus to Seep the vinddren o ol wet,
iy arean.

114.
Athletis = Gitks "Bovs IV teamis — hagh sclionl,

115,

Connmnity Education = Ateg—wanle advisory eonner! o pnptove
the delivery ol seavices and IeTease batler cogmumeston on
an angoing besis, we tevomnend il an a1ea=wile advisorn
ceanctl be extalhinhed with the Boand of Edncation providing
e Impetny i 1s creation,

Such a geoup wonld helpr s the Tollowinge goals:

s Pinoting hetter hunuog relations,

L, lentiving resamcoes,

¢, Dovelopmng leaderslig,

de  Gain citszen invoelvesent i comnanty Nfes



v, Encourage citizen involvement 1o public achools,

f. Continue development of needs 1denufication pro-
cess,

g« Helpan evaluation of progedus,

h, Establish conperation and comdinatinn,

116.
Ahbott — Choeral nsers,

117

Gieen = Close sthnal anpex, The comuutiee Teels the annex
1 o g pead feetliive They are congermned alant the satety of
e clisldrenasnd the Teceling el isolatiot teedn thie tain haldinge

118,

igh Sthoud ~ stedenl lounge:  developnent of o portsen ol
the valetena 1o provide o meelng place and casnal nse by
sludemis, with furmatute and divider panels, carpeting, booak-—
shejves,

111
ALt = re—dn serence ared,

140,
Iystriet Instiietion = Betlel hobzonta)  cotinunications
Wetween Sale levels 1 vations scoiinolsg (1,00 all S giades)

12,

Connpaniiy Talncation — Iirease programs:

s Ineregse s cenprehensve, suppleaentd amt altee=
tateve cdaeaton lor gl abdity apsd quiejest lovels,
Suvh olfenngs conld Ine e with througl Jan
tHere g se i vovationd] amd caeer=citlar ational tepe
pdoZtames ax well as mote allvinatives tol seluon] age
vonlgs el who ane presentls B Tost e o pre—
~elt edieational ~ystein,

Ue  Bumgme i more uatside expeltise, particularly
the sowval and bes e ediealion Techis with egiphasas
on preseplte phavsical g ental health,

Co Inctease peervation i lers s vis plagtans, Alse,
coltgng) enrichtient progtams soch oas ouldent pogs
coneerts and alb Jpprecidiion gtoups BEogght e the
COmIImIY

124,

Special Services = A prlor ropsam be proposed ey eloped

tegattbnz pob ogpormnties ot " Type 377 02l schesd stadents,

Thas shonlil volve horal Isnicas copmanaty il be elegely

nunsed,

123,
Metg = Progiatng 1as stated an nedia (e year plam

124,

Geeen = The st dongein was Bl better soenee insthiction
st il egiapmaent, anelnhing g cnzape lensive tducationsd
TV pregiam pw it closed cpeunt Capaodalinmes

130,

Abholt = Supplenwstal Texts,

120,

Thgh Setivnl = Clald developmet peser: cusversas of
mesent sented pod 1o 1adonn plavgtamet ares tor dobd desefop-
et puesery Classes = e conversmn woult mvelhie a0 low
lattiet, passibly even a plaveimmsl wepne lepee ahysh coalld e
thamaniled and 1e—ereeted oulside, 1 necessuy,

107,

Commumy Edocatton = Faerthfiest Connmued taoad nse of
schock laethies, Adiitional ieereatienal lacibities needed ae
teants conts, aseball diassnds, and woge poas tice Iontbgll
and soccer Nields;  adso ontdan bgshetball contise Alsn,
identtly and wtilize other Faeadities ol peeessande sehoe}
owned lor prugram olienngs,

128,
District Tnstrucnon = Reduce elememary repornt cands o 1wn g
year ant 1ecrease patent ‘teachet tonlerepren,

169

129,

OLMS — Philusophy, sexualiy and self=avatencss,

130,

Green = Continue o update the educauonal nalensds now an

use, Thete was an assumplion that progressve fatcrgis

would ¢ontizne o be purchaseds Should nateniads be o Mtnee

pratdetn the commiiee [elt tos ponty woold change positinns

forward,

de  Cupsistent updating of present educanonal text and
tatenaly,

by Ineteased Dibeary bouks and software,

Ce  Reference matetidds Tor each oo tencvelopedia,
dictionities s

111,

Disincet lustrochon — More ogtsaide, or resl world, studem

tontatts aneluding speakets and Teld kips,

132,
Media = Seliwares (as stated 1o media Tive vear plan)

1313,

Green = Trafhye contrul and salety;
aredae

L4y

Special Services = A fine ars ewnse e offered Tur noy—
college bound studenl- as web as *Tyiee A sindents
lagh sihnule

ereate student pekap

115,
st histioetson = faptove HS, tomse deseRjians o
L lied egcotgass ~to et hegng nghl,

130y,

gl Selonl = Ay present notthieast pesd as o mathenates
ot e, stdat e e secia ]l stodoes pody Modily vacated
Wathematies o0 e a~ o stodent aenvities—stadend g ermneent
FCnT,

133,

Brnldise and Goonds = That existng blaahaop gneas e
e ted tegnlatlv gl tesathaong e done when patly 2.
of Nreab=thionzh or trg bimg o evident gn onler o setang
naax e valae with annisnt, sesutfacing vosl,

1k,
istne! fnstiaeunn = Greater nse of vodasteees inelodimg the
elduriv,

1an,

OLMS = Media conlet eguiimrente tas stated iowedia five deat
plani

140,

Ruesevell = Blachtnpps! pathing space fog twentv adiimional
Cars,

111,
Alibot — roole

142,
st histinean = Robaie sihlmgs among contselors,

IEEN
Ralv = Plavpsgl eqmpunent,

14,
Specis] Bily = ""Trpe A* Oeld tnps showdd be gllowed wilhoat
Lty 1o spec ] walucation taenling

145
Mmﬁ_; = Closed crcurl TV Jas stated momedia five vear plan
146,
Busling  ant Growosts = e alb schonl tndilmes, mstali

emerzeney Lghis 1o b used AF coment goes ofl wille peggne
ate assembled, These shogh! Be astalled neat tapm cotendor
BT =S er1ns, 2vmndsians, Cafetelhgs, sndioiinus, coren=—
nuty oo, fomm and ploces of mape assenbly,



147,

H.S. = The student tadio station has special needs over and
abiove Uie level of other English coutses and should e funded
as athleties is, Funding at this level would enable us to
maintain a news wire tele1ype.

148.

Buatding and Grounds — In the high school, continue to replace
fire system sprinkler heads with Grinnel Type Model F820 with
automatic water shut off,

149,

I.S. ~ Confetence secondary—debate and lorensics should 1w
funded as athletics 1S, since M basically operates as a
sepatate entity and cannot be supporied in e regalar depart—
ment budgel,

150,

Bullding and Griunds = Ins1all & traflie signal at Orchard
Lake Hoad 1o improve safery for children crossing Oichard
Lake Rd. to OLMS.

151,
Bullding and Grounds — At Green, install Llacktop walk from
building to Savale Court and extend walk to Watnut Lake Rd.

152.

Special Ed. = Attending selecied meettngs and conferences to
gain new methods and infemiation to be incofporated e out
Special Ed, prugrai,

157,

Stoich = Crade angd reseed North plavground area,  Area
presently has sharp steps and steep lank, Two basebull
diatonds located 1n thas area cannol be utihzed because of
rough terain,

154,
OLMS = Special program fur excepruonal achievers,

155,
Abbatt — Freld thips,

156,
Abbutt — Social studies equipment,

157,
Abbott = Science equipiment,

158.

11,5. = Lake athletics, instrumental musie has perdomanee
needs ang cbhgatons nal typacal of nther arease 1 recommend
a genetal petformance budpet over and above regular lunding,

159,

Building and Grounds = Provide additional secutnly sinrsge at
the Ingh schoo) Tor supplies, athletic equapmuent, band mstn—
ments, autio visual equipnent, receiving ares  eguipent,
Tepair area, eic,

160,

H.S. = Like athlenues, vocal music has perflotmance necds ancd
olHigations not typical of othet ateas, 1 recamtuend a special
petformante badgel over and above regular lunding.

161,
Speclal Ede « The Tollowing resoutces should e emploved
the teaching of "' Type A'* clitidten:

2. Compulet with time sharing terounal,
b, Student teachers,
cs Ihigh School students (sctecned).

162,

Scotch = RE=vamp playground area, Relocate old eguipinent,
Putchase pnew equipment, Reseed grass,  FPhant shruls and
itees,

163,
OLMS = Career educalion,

170

164,
Special Ede = Aadin visiad egupmicnt,

185,

H.S. — Dramaties has cettam progratn necds ove? and above
the level ol olher Enghsh eouses aml shenld be fumbed g5
alliletics s,

166.

Scoteh = Update amd purchase wxibooks, maps, globes and
olier supplemeniary maleldis neees=y o aplement (he k=na
Sorial Stodies program whea Tnabized and adopted? by e
distnicts

167,

Burlding and Geounds = Gy storage 10 Green, Eav and Seaicly
to provide for talde and vhan stolage,

168,
Specia] Ede = A followeup sestem o tavh Ty A stident
Wwape 2 .

160,

Spectal Edy = Phivsical Bedueation and othet pogtanes be e
avadalle to the L, B sindents;  esds tampodme avatlabile
the gy, elce

170,

1.5, — The yveathook has special peeds over aud aloses s
ol othet English coursese 1 orevompem? a0 gedest Tiudget i
suppott some supply needs aml conferenee nevds,

171,

Seoteh - Updite st purchadse tguipent anid sepgut pateraa s
necessary o pnplement the K=5 hivsieal Bioeatam ein—
riculun that las been adopted by the Distrects

172,
Ealy = Inctease and mprove gym supplies aond g,

173,
Seotcl = Desagn and develap for miplementabion o Laggnage
Arts curniesluin endnaemng e K=5 program,

174,
Athlvtes = Bovs 1, Vo Suceer,

1750,
OLMS = Leuily hetween s atd gl ls spnis,

) Thiy

Seotel = Sivey varimis progianmes, textbnoks and suppleoen=
tary i terials pecessaty lar g econpdmate! sl compreliepsive
Kl Boieni e Mugtain,

177,

1.5 = The sachosi vewspuper bas speeral needs aver ool
and ghove those ol ather Engdish conrsos, 1 tecmmmend o
a mdest bndget e seppott some supgdy needs alilvomgh Hie
P et Sl R essentia Ly T el —suppeaiing.

178,

Ealy = Living o ation: ¢ el <hontlel v the opporaen iy
to expericnee as many tngs Liest ol as possibdes Inereis el
funding (o2 Leld tHps was e sugpestin, Anotlhel was ihe
pusslTiy ol oclended s e Wilbtans g, Washanginn,
D.Ca, Indian teservgtinnsy fov e Lldae teosee gl paits fuie
m some of e aebivities tasy M alwanl,

170,

Scowh — Design and woplenent g s oundinated aml caan—
prehensave cameeulum vinblacing the Metne Sestene UVpdate
and purchase supplemnenlad mateoals necessay o sapport the
Hemghten~S0dHhn neethematies texthook seties,

160,

Scoteh = Cuptinue  the clemcenlty tadimg chipeehive as
established by e Supenmtendent and Boand ol Bdutation
with wn annual alloeat oo ol Dive T dollors Toe sappon
naleriala,




181.
Building and Crounds = Repair or replace interior coridor
doots at OLMS.

182,

Special Ed, — Special Education staff members have expressed
a need for released time {er departimhental meetngs (at least
twice a semeslel).

143,
Butldipg and Grounds — Install bulletin beards deleted fram

eriginal plans at the high schools

184,
Buitding ang Gtounds — Complete hard sutface walks lo east
and wes1 side of Doherty,

185,

Building and Grounds = Reduce designed capacity o provide
ane toom far ast, one reom fof music, one toom {or commumty
and volunteer use, and rooms for special education pupils.

1.1

Special Eda = Leatnang disabibties classronm needs the
fullowing:

a, Readiny naclines,

U, TYpPewnuer reairs,

187,
Euly — Consuuct a storage mwon,

188,
115, = One wore illetin boeatd in vocat music roon. Doplicate
of one already there, Many things could be displayed.

189,
11.5. = Develop locker oo facililles o expand lockers and
storape for varsity and abranural sports, hinth hovs and gitls,

190,
Sperial Edy = Inerease materials bodget for Resource Roonss to
a thore tealistic Nigure,

191,
Ealy = Install a P.A. system,

192,
1LS. — Instal) a sign board near Orchard Lake for bulletin
poslngs and conung events,

193.

Building and Gtounds = Blacktop all connecting parking ateas
and driveways and expand hard surface parking area at west end
of Abbott Middie Schools

194,
1.5, — Development of gated and tockable parking lot area,

195,
Ealy ~ Install lights at enmtrance to dnveway.
site. (refet to prionty #61)

196,

Building and Grounds -~ Construrt an adequate sile drainage
Byslem Lo nake QLMS ground accessible duting eatly spring and
protect the bmilding frons water damage and flooding.  Instail
the following:

2. Cateh basin al county road culvert,

b, Cateh basin at fow area southeast of building,

¢, Calch basinat low area east of building,

ds Caonctete tile to Eouthwest of bustding,

Landscape

171

e, Farn tite ot petforated drain pipe in nawral swales
along soulh fence, lo wel arcas, and generally a
system of drainage. Tile will flow into trunk line
drains.

f, Catch basin to connect new tile with existing tile,

g Connect roof drains to the underground tunk line
drainage system,

197.

OLMS — Wrestling ~ inter=—scholastica

1498,
OLMS = Visual communication.

199,
OLMS «~ Science lab equipment,

200,
Bullding and Crounds — Seal rubberized track to extend jls nse=
ful lafe at the high schaool,

2m,
H.5. — One Lecierc Noor loom. Ptesently, advanced fibers 15
iimited o three or foor students, due 1o the linited eyuipinent,

202,

Building and Grounds — Replace deteniorated concrete curbs
at the high schoal,

203,

Ealy — improve bell system,

204,
H.5. — Modily the north pod as an insttuctional matenals and
production center,

205,
Bullding and Grounds — Resutface of replace deleriorated con—
crete 1n from of the bhigh schools

206,
Building and Grounds - Resutface onginal 51x tennis courts at
the JL5.

207,
Building and Grounds = Improve the baseball [1eld at Dohetly,

208,

Buslding and Grounds ~ That maintenance of the sites in¢cfude
1op dressing grass areas with sandy loam 1oy 501} whete needed,
fertlizing, te—secding, hmited use of weed Killer and regular
mowing. Maintenance of ball diamonds reguire addition of snil
that will compaot on infields and tegular [eveling.

209,
Building and Orounds — Open space and recreational develop—

menl. Proniles need to be developed with olther units of
government,
210,

H.8. = Addition of outdoor basketball and vollerball coutts.
Used by both classes snd community. Will help relieve situa—
tion of unsupetvieed players in the qym after schaol,

211,
H.5. ~ Additional parking 1ot area, blacktopped and suitable for
outdoor basketball and other games on scuth side of building.

212,
N.S, — Ernclosute of cage in girls" lockee rooms Needed 10 stote
equipment for girls' athletic teams,

213,
H.S. — Additional team—1ype lockers far pitls' locker room,
Qirls® athletic program 1s expanding,



214,

H.5, = Schoo! wide career day of other appropeidie program. All
catedts represented with all depurtments relited to such, Long—
tte plsprang throughout the echoal,

215,
11,5, —~ Need 1o have gtad students reton Lo connsel vnder—
Bradse

216,

1.5, =~ [prove interpretanions of testng to students and arents
as part of a compebensive testing svstem, Be sure that test
resudts be provided and interpreled 1o parents, students and
teachers,

217.

LS, — A copmitment to sone Kind of Vvocatinnal teshing, To be
detormined after the results of palol stody are completed, There
has bieen a lopg=Telt and cxpiessed need of the connselory as
anasd m piore adequale Cazeer planning wotk,

218,

1.5, «~ Interest testing, all students within a grade level,
perhaps 1n rconjunciion with the sccial sludies deparlivent,
Perthaps 1o be viewed an a necessary oo, shouhd ent enpdiasas
be g cazeer vdncalion,

219,

N5, = Improve anguage afls progams, (Basic grantar, writing
skills and! spetling),

az2o,

H.S, = Tearest atea, approxamately 100 foot cizcle, pates =
approssmately 8700, Does not anclude plavground eyuipment,
eir, Estimated $10008, {Home economics)

2.

H.S5. = Curlung should e nstalled n bath wra—areund courls

and 1 the parking lot™s north side, o protect rassed areas 21

the sonth end of the Toothall stadmm, Visnimg Yus mokup sept

adjatent to gyvin for two buses,

a0z,

.S, = Seven G2 mats equivalent ta Nissen 500 a1 2,85 's¢, 1.,
gs1zo0.

203,
LS., = One desk and chair ‘teacher.
siudent teachers, »lc,.

For addinonal memtet,

224,

L8, = A%mm comer, several copy stands, dark room,  Phoro-
grphy prevides an exeellent teacling wole For teachers 1o
develop matenals for class use and have students develop
f1ims Telating o various classcs,

225,

.S, = Colorado Time Sysiems G=lane electtomc tuner, Assure
faimess to all compeutors, We have competed at 10 away
meels, all schools had electrente equiprient, including sune
Class B schools,

226,
ILS: = 1 new IBM executave typewtiter for counsebing, to feplace
cld machine now heing used,

227,
H.5. = Replace stools 1n both woodshapand dralting rvoms,

228,
1LS. — 46°'220"" tracing box equivalent (o MacMillan Arts and
Crafis, Inc, 285350,

229,
1.5, = Ftost=free 16 cubic (oot refrigerater — top [reezer,
equivalem to Sears model esty (Home Ecanomies)

172

o3,

LS, = 1 ecunamy eve mode] GT99=02; 1 nedan sechan of
head G7RAT=0Y: 1 econony hear! pusled 67943=02; 1 econnmy
skin model (lumberus ) 67N45-=(02,

231,
ILS. = 1 sousaphone, Oherglass Ring wided or eqmivalent.

202,
11,8, — I fransastor equipioent analvzer egunalent in B & K
electromies #0700 a1 250 for advaneed clectames lah,

2173,
1L8, = Relocatsn of walls 1h seienee atea 1o prowvide quore
FODMN,

234,
11.8. — Reguest pemassion for oatetaals o bold suall epgine
stotape nndet preseat poser Baho tables,

HREW

118 = Mure Ll eooris an seenee atea,

20,

115, -= Develogp verueal and Lnizontal haggine stotaee
apditofntin slage atea snd modifiegton al dohligd watls o
allow secoss donrng

37,

Bove® wresthng 6—7—8 gradies.
238,

Contact fontha It T=-5 graddes,

299,
Compleie two () baseball, one o1y satithyll dazmals at gh
sehonl sie, (Tean enclas —dugans, fepemg, drandge)

230,
Purchase 4'%31° wresthng mal (@ exisbing progran at fugl
selininl,

241,
Repar and resntfaee pesemt teanes coutls and Mgty e ke
Related 1o alene 16 [oottall ield dramage,

242,
Mildle schowl gaigls® hashetball progratn,

243,

Parchase six ) Yaskethall peeles complele with backboard s
and nms to be anstalled oo oond parking ot thes providing
immediate outdunr coptts Lo fadl, ~pring ated summer uso gt high
schund site,

244,
Middle sclinnl garls" lusketball progran,

240,

Athletie stompe facilities, Enciose exteriog areas Between
ol entrances to lagh schood baikbmge,  Merely enclosare ol
existhing sjce, one exterior wall and one intenor wall, would
provide a enticul need,

246,
Putchase addittonal athilene fockers for gitks = lagh school,

247.
Gitls=Boys Junior Vatsity tennis team, (9=10 grades)

248,
Boys Juniot Varsity soccer progtan, (A=10 grades)



173

NEEDS VALIDATION FOLLOW-UP STATUS, 1977
"A" Priorities

MAINTENANCE, BUILDING AND SITES

8.
10.
61.

69.

133.

193.

194.
195.

196.

202.
205.

Ealy--Air condition the media center,
OLMS--Ventilating system in vocal music and band rooms.

Building and Grounds--At Ealy reconstruct the driveway to provide
adequate drainage at exit to Maple Road. Flood Tight entrance
and exit for safety.

Building and Grounds--That blacktop parking areas be expanded at
least twenty more parking spaces for employees and volunteers.
Blacktop playground areas be constructed where feasible, adjacent
to parking areas separated by chain link fence and gate. These
areas may serve for overflow parking for evening events.

Green--Traffic control and safety: create student pickup area.

Building and Grounds--Blacktop all connecting parking areas and
driveways and expand hard-surface parking area at west end of
Abbott Middle School.

H.S.--Development of gated and lockable parking-lot area.

Ealy--Install 1ights at entrance to driveway. Landscape site,
(Refer to priority #61.)

Building and Grounds--Construct an adequate site-drainage system
to make OLMS ground accessible during early spring and protect the
building from water damage and flooding. Install the following:
a. Catch basin at county road culvert.

b. Catch basin at lTow area southeast of building.

c. Catch basin at low area east of building.

d. Concrete tile to southwest of building.

e. Farm tile or perforated drain pipe in natural swales along
south fence, to wet areas, and generally a system of drainage.
Tile will flow into trunk line drains.

f. Catch basin to connect new tile with existing tile.

g. Connect roof drains to the underground trunk l1ine drainage
system.

Replace deteriorated concrete curbs at the high school.

Building and Grounds--Resurface or replace deteriorated concrete
in front of the high school.
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153. Scotch--Grade and reseed North playground area. Area presently
has sharp steps and steep banks. Twc baseball diamonds Tocated
in this area cannot be utilized because of rough terrain.

200. Seal rubberized track to extend its useful life at the high school.
206. Resurface original six tennis courts at the high school.
207. Improve the baseball field at Doherty.

208. Building and Grounds--That maintenance of the sites include top-
dressing grass areas with sandy Toam top soil where needed, fer-
tilizing, reseeding, limited use of weed killer, and regular mowing.
Maintenance of ball diamonds requires addition of soil that will
compact on infields and regular leveling.

209. Building and Grounds--Open space and recreational development.
Priorities need to be developed with other units of government.

210. H.S.--Addition of outdoor basketball and volieyball courts. Used
by both classes and community. Will help relieve situation of
unsupervised players in the gym after school.

211. H.S.-~Additional parking-lot area, blacktopped and suitable for
outdoor basketball and other games on south side of building.

241. Repair and resurface present tennis courts and running track.
Related to above is football-field drainage.

64, Green--Building safety problems because of all-glass construction.

94, Scotch--Install additional electrical outlets in ciassrooms and
Media Center to promote greater flexibility and utilization of AV
equipment and materials.

108. District Instruction--Equalize gym facilities at OLMS and Abbott.
116. Abbott--Choral risers.

146, Building and Grounds--In all school buildings, install emergency
Tights to be used if current goes off while people are assembled.
These should be installed near major corridor intersections,
gymnasiums, cafeterias, auditoriums, community rooms, forum, and
places of major assembly.

163. Scotch--Grade and reseed North playground area. Area presently
has sharp steps and steep bank. Two baseball diamonds located
in this area cannot be utilized because of rough terrain.

18. Abbott--Media addition (as stated in media five-year plan).
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Building and Grounds--Little Green two-room school be renovated
and remodeled for two updated classrooms.

Green--Facility improvement:

a. Carpet total building

b. Music room facility and storage

c. Art room facility and storage

d. Better heat control

e. Better 1ight control

f. Increased building maintenance

g. Extend P.A. system to all parts of school

h. Hallway ramps to allow equipment usage

i. Specialized science room facility and storage
J. Add office spaces for use by specialized personnel
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PRIORITIZED
MAINTENANCE, BUILDING AND SITES

We strongly urge the immediate catch-up maintenance, so that preventive
maintenance can be implemented on an ongoing basis. With the passing
of the next millage, we feel these items will be taken care of; however,
our recommendation as to the "A" Priority List is as follows:

8 16
10 22
61 26
69 43
133 44
193 54
194 58
195 70
196 75
202 86
205 112
153 118
200 136
206 148
207 159
208 167
209 183
210 184
211 185
241 187
64 189
94 192
99 203
108 204
116 212
146 123
153 220
18 221
40 236
62 245
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COUNSELING

We recommend that in order to relieve the counselors of menial tasks,
that a system of automated student records be installed.

28

216

217

218
19/63/74
32

214
72

Priority
n

D~ PNy —

CO~-CURRICULAR

Our priorities are as follows, referring to the "A" Priority List:

147
106
114
240
225
149
158
160
165
170/177

ADMINISTRATION AND COMMUNICATIONS

Recommendation per sub-committee reports {attached):

We feel a major effort needs to be put into effect in the field
of community communication.
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PERSONNEL

Priorities are as follows, using "A" Priority List:

MEDIA

We recommend all media equipment and facilities be brought up to the
same standards throughout the district.

8

50

66
89/100
148

Priority

OB WA =

COMMUNITY EDUCATION
See "A" Priority List.

115

CAREER EDUCATION

This area covers several different categories within our outline and
has been therefore placed within overlapping areas. The need for
preparation into the "working world," either directly after high school
or college graduation, should not be dismissed or ignored nor dropped.
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CURRICULUM

Recommendation:

The communication between our schools' programs, districtwide,
needs to be more closely correlated.

Technical Special Services

Academic (Vocational) (Includes Gifted)

Priority I Language Arts
60 30 7
41 111 152
81 72 154
219 161
125 164
122

Priority II Science 134

Priority III Social Studies
17/5]
84

Priority IV Metrics
97
179

Priority V Grading System
109
128

Priority VI Math
87

Priority VII Gym Equipment
& Supplies
172
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TO: Five-Year Planning Board

FROM: Task Force on the Administration

Proposal: In order to restore and perpetuate harmony among the
parents, staff, and administration of the West Bloomfield School
District, the Task Force on the Administration emphatically recom-
mends the reinstatement of a Communications Director, either on a

full-time, part-time, or consulting basis.

We further suggest that the Administration (Central and Building) and
the Board of Education be afforded the opportunity to participate in
an in-service program designed to instruct and counsel in the enhance-

ment of communication skills.
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February 4, 1978

To: The 5-Year Planning Committee

From: The Communications Committee
Chairwoman: Mrs, Terri Spinelli

Subject: Committee recommendation

We, as a committee, have determined that a communications problem
exists in all the various aspects of the West Bloomfield educational
community.

Including: The Board of Education
The Teaching Staff
The Support Staff
The Administration Staff
The Parents
The Tax Payers
The Students
The Media

Therefore, our recommendation is the creation of a Communications
Office, which will provide services including, but not 1imited to,
the following:

Liaison to the public, media, and staff

Availability to the public to provide information

Publicity about the existence of the office and
the services it can provide.



182

L.ong-Range Planning, Task Force

on Curriculum and Staff

"State of the District”

Problem Statements of

October, 1977

Responses to
Reviewed Outcomes
and

Recommendations
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I. Reading and Math Evaluation and Standards

A. lest Bloomfield participates in the "State of Michigan Assess-
ment Program."

B. West Bloomfield participates in the “State Minimal Performance
Objectives.”

C. Dis%rict testing program was revised 1976-77 as a "Mission"
goal.

D. 73% go to college.

E. Our students are above average in all areas.

Recommendations:

A. Recommend better evaluation of testing results to identify
the needs of well-behaved students who perform poorly (the
student who doesn't "act up" in class, who gets little
attention).

B, Identified students should not be placed in the general
(larger size) classrooms, as they need special attention.

C. Suggested that reading consultants at middie and high
school levels work with no more than five students at a
time.

D. Elementary-Tevel volunteer tutors need better inservice
training and follow up.

II. Gifted Students

A. An advisory committee is presently designing the Magnet Program
for the gifted students.

B. $21,000 the district has earmarked, and have applied for
matching federal funds.

Concerns:

While the committee recognizes and supports the need for pro-
grams for the gifted students and is aware of the proposed
district plan for a magnet school for the accelerated elemen-
tary students, they would not want currently operating school
district programs to suffer or be short-changed. It was felt
that teacher shifts resulting in increased loads for teachers
in the neighborhood elementary schools or any "cutting back"” of
facilities or equipment elsewhere in order to make the new pro-
gram operational would not be desirable or acceptable,

III. Class Size and Individual Attention

A.
B.

Review of studies say majority of students are not affected
by class size.

Individual attention of students decreases as size increases,
according to some studies.
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Recommendations:

A class-size study in elementary, middle, and high school,
with the emphasis on individual attention of students.

Must be cleared through the:
Union
Administration
IV-C financial support

Counseling

A. Administrators, teachers, students, and parents agree on the
main function of counselors.
B. 19 districts surveyed.
Low--244
High--500
Average--344
West Bloomfield High School  1969--331
1972--362
1977--392

Recommendations:

A. School district subsidizing the counselors for furthering
their education in specialist counseling areas: Career
Education, Vocational Education, Special Education.

B. If counselors were Timited to 300 students, they would
have about 1 hour/year/student.

C. We support the Counseling Missions recommendations.

Need of Curriculum Integration, An Articulated Program

A, This has been turned over to the Career Education Mission
Commi ttee.

This has been done because Career Education when totally imple-
mented would include an articulated integrated program.

Recommendations:

A. Supporting the Career Education summer proposed in-
service program,

B. Supporting the Educational Community Survey of busi-
nesses, industries and services.

C. Recommend a separate administrator to be responsible for
career education, vocational education, and special
education.
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VII.
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Media
A. No waste as all items must be justified before being pur-
chased.

1. Instructor
2. Administrators
3. Media staff
B. Money not always available for repair.

Recommendations:
Continued support.

. Staff

A. Staff is doing a great job.
B. Physical Education {Coaches) overall are well-qualified
instructors.
C. Coaching is what is being hampered at present.
1. Many coaches not on our teaching staff.

Recommendations:

A. Recommend hiring teachers in major curriculum areas, and,
if needed, hiring those with a qualified coaching back-
ground.

B. Eliminating empioyee frustration may be accomplished by
follow-through of administrative goals resulting from
John White's staff-attitude survey.

P.T.0.

The Board in 1977-78 is to design and present a Communications
Model. It should be Tooked inte further as to how it can compli-
ment or blend in with the Communications Model.
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Reiteration of May 3, 1978, Administrative Council regarding IV-C.

Proposals were discussed as outiined in a memo provided to the group.
Proposal I of the memo was not accepted because Mr. Cavin could not
maintain the program once implemented. Proposal II from Dr. Morse for
summer work was discussed. Dr. Morse elaborated on the proposal.

Mr. Cavin spoke to the proposal and stated that he was against funding
such a request. Mr. Piasecki responded. Mr. White suggested that per-
haps a consultant could be added to the costs. This proposal was
accepted. The cost change is $5,430.00. Proposal III, Appalachia Edu-
cational Laboratory--there was discussion by several members. Sugges-
tion was made to change staff stipends from three to four. It was also
suggested that a counselor be included as well. It was agreed to
increase the amount of $3,000. This proposal was approved. Proposatl
IV--Request for survey. ODr. Herman spoke to this and said he was
opposed unless an outside agency is used or people are trained to do
this within the district. General discussion followed. Dr. Herman
inquired if there is any chance of repeating our ASK survey and would
it be worthwhile. This proposal was not approved. Proposal V--Magnet
Planning--There was general discussion on the proposal with some other
suggestions being made. This proposal was accepted if the program deci-
sion is to go by June 1, 1978.

Proposal VI--Board-Superintendent-Administration-Staff-Community
Relationship. Dr. Herman spoke to the propesal as did other members

of Council. Timing was a consideration. Dr. Herman said he could see
the first week of the August workshop. August 14, 15, and one-half day
on the 16th were proposed as acceptable dates. This proposal was
accepted.

Proposal V1I--Improve Communication Skills. This proposal was also dis-
cussed. It was determined that the two (6 and 7) should not be consid-
ered together. Timing seemed to be the biggest problem. This proposal
was tabled.

Mr. White would 1ike other proposals brought to his attention before
next week, Firm materials must be to him soon. These proposals are
not to exceed $2,800.
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ADMINISTRATIVE COUNCIL WORKSHEET 5/3/78

ESEA IV-C
Federal Local Alternatives

77-78 Allocation 40,000 39,700
5/1/78 Expenditures (12,251) (12,251)
10/1 Encumbered wages and f.b, (6,408) (6,408)
10/1 Substitutes w. and f.b. (500)
10/1 Newsletter (1,000)
10/1 Districtwide survey (600)
10/1 Dissemination materials (400)

$18,841 $21,041
PROPOSAL I $10,250 5,000 5,250
PROPOSAL II $ 4,430
PROPOSAL 111 $ 2,298
PROPOSAL 1V $ 2,900
PROPOSAL V $ 6,000
PROPOSAL VI $ 1,500
PROPOSAL VII $ 1,600

$28,978
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ADMINISTRATIVE COUNCIL WORKSHEET II

ESEA IV-C
77-78 Allocation
5/1/78 Wages expended

10/1/78 Wages encumbered
Other encumbrances

5/1/78 Balance

Proposal 1 (CVIS)

Proposal II Community Ed. Workshop
Proposal III AELab

Proposal IV Community Survey
Proposal V Magnet Planning
Proposal V-A Science/Social Studies
Proposal VI Crises Workshop

Proposal VII Comm. Workshop

5/10/78

$40,
€12,
6,

000
251;
908

000)

(2,

$18,

L

(5,
(3!

C

{ 6,

(1,

841

]
430)

000)
]

000)

500)
600)

{1,

$1,

311
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May 4, 1978

Memo to: John White
From: Jim Morse

Re: VA Proposal for Title IV-C Funds

Per the direction of the Administrative Council on Wednesday, May 3,
1978, I am submitting an alternate proposal for IV-C Funds. This pro-
posal would go into effect if the Magnet Program was not put into
effect at Roosevelt School for the Fall of 1978. That decision will
be made by June 1, 1978.

A. Objective--to provide pilot programs following the recommendations
of the Curriculum Committees in Science and Social Studies. Both
committees have recommended materials and programs that could
be pilot tested. The Science Committee has recommended, and the
Board of Education approved, three lab-based elementary science
programs. The Social Studies Committee has recommended many
different kits or resources that could be piloted by teachers
next Fall prior to implementation.

B. Implementation--I recommend that $3,000 be allocated to be used
for pilot materials for the Social Studies K-12 curriculum. I
also recommend $3,000 be allocated to purchase pilot kits and
materials for the elementary science program.

C. Costs--Social Studies pilot programs $3,000
Science pilot programs 3,000

6,000

JEM/jma
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LI ]

WHICH ﬁDUCATIONAL GOALS HAVE PRIORITY?
* Kk &
READ EACH OF THE GOAL STATEMENTS ON THE REVERSE SIDE OF THIS SHEET.

As you examine each goal statement careivlly, read the
similar goals associated with it. The similar goals listed under
each of the goal staterncnts are important for understanding the
goal statement,

Ask yourself: How important is this educational geal for
our school distriet?

Now go to the Goal Rating Sheet. Put a vertical pencil mark
through the {1] for each of the goals that you believe to be more
important than others.

Lw)

L

5 o

Reread the goal statements you have marked, Tor thoss
goals you believe to be more important than others, place a
penzil mark through the [3] for that goal statement.

-

tED

()]

Biit

B

M3

Choose the more important of these goals and put a mark
through {5).

[+

£

(=3

nlnlﬂ?
Frizicsl

For those goals you belie‘;e to be of extreme importance,
place a mark through the [10].

[:gzes2iid

At least one goal should have four marks when you have
cornpleted your Goal Scoring Sheet,
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LEARN HOW TO BE A GOOD CITIZEN

A. Dsvelop an awireness of civic rights and responuibliities.

B. Develop attitudes for produtliva cltizenship in & democraty.

C. Develop an aitilude of respect for personal and public property.

D. Develop #n undersianding of the obligations and responaibihities
of cilizenship.

LEARN HOW TO HESPECT AND GET ALONG WiTH PEOPLE WHO

THINK, DRESS AND ACT DIFFERENMTLY

A. Develop an appreciniicn for #&nd an understanding ol olhed paopis and
other cublures,

B. Develop an understanding of political, economic, and social palisrns
of the resl of the wotld,

. Develop awareness ol the interdependence of races, cheedi, natinnk
and cultures.

D. Develop én awiarensit of tha procsssas of group relalionships,

LEARH ABOUT AWD TRY TD UNDERSTAND THE CHANGES

THAT TAKE PLACE IH THE WORLD

A. Develop spility 10 adjust 10 the changing demands of soclaty.

8. Develop an awareness and the abidily 16 adjval to & changing world
and i3 problems.

C. Develop undarstanding of the past, igentily with the preasent, and the
ability 10 moat tha future.

DEVELDP SKILLS tH READING, WRITING, SPEAKINDG AND LISTENING
A, Davelfop abulity lo communitate idens and leslings altattively.
8. Davetop kkilly in ordl and whitten English.

UNDERSTAND AND PRACTICE DEMOCRATIC JDEAS ARD IDEALS

A, Develop loyaily to American gemocraiic idenla,

. Davelop parictism end loyally Io ideas of camocracy.

. Oevelop knowledge mnd appreciation ¢f the righis and priviieges
N Gut demociraty,

. Develop 8n undérsianding of our American harllags,

o op

LEARK HOW TO EXAMINE AND USE INFORMATION

A. Develop ability (o ¢xamine consiruciively and credlivaly.
8. Davelop ability 10 use scimnlific methods.

C. Develop rensaning abilities.

D. Davalop skillz 1o think and procesd logically,

UNDERSTAND AHD PRACTICE THE SKILLS OF FAMILY LIVIND

A. Develop understanding and sppreciation ol the principlas of lving
in the (amily group.

8. Doubl:p ltlrluuu lsading 1o acceptance of nsponsibliities & tamily
members.

C. Develop an awarensis of futurs tamily responsibilities and
achigvemsnl of skills in prepasing to BECept them.

LEARN TO RELPECT AND GET ALONG WITH PEOPLE

WITH WHOM WE WORK AND LIVE

A. Develop apprecintion ang respaci fo¢ the worth and dignity of Indiv|dualy,

B. Davelop reapect for individual worth and understanding of minority
opinions and acceplance of majority decislons.

C. Davslop a cooparaiive attlluce loward living and working with othere,

DEVELOP SKILLS TO ENTER A SPECIFIC FIELD OF WOAX

A. Davelop abilllias and sk|li3 needed for immediste smployment.

8. Devalop an awargness of oppanunities and requiremants relaied W
& specific fiald ol work,

C. Davalop an appretiniion of pood workmanship,

EDUCATIONAL GOALS

*“Thess are ot In any order ol Imporlance.

LEARN HO¥ TO BE A GOOD MANAGER OF MONEY, PROPERTY

AMD RELOURCES

A. Develop an undarsianding of eConomic Principles and respanyibiities.

B. Develcp ability and undarsianding tn perscnal buying. selling angd
Invesiment,

C. Daveliop shiils in manapement of natural and human resources and
Man'S environmenl.

DEVELOP A DESIAE FOR LEARNIKG NOW ANRD IN THE FUTURE

A, Develop Inteltectus! curiosity and eagemness far lifelong Isarning.

8. Develop & posilive sttiiude 1oward learning,

€. Develop & posilive attitude toward continuing Independent education.

LEARN HO¥ TO USE LEISURE TIME

A. Daveltop lblll!r 10 use leisure time productively.

B. Develap & positive stlitude fowere participaion In a rangs of lelsyre
lirme Bclivities—physical, Intstigciual and crastive,

C. Davelop apprecistion and interests which witl laad to wise and
snjoyatle usa of [sisure {ime,

PRACTICE AND UNDERSTAND THE IDEAS QOF HEALTH AND SAFETY
A. Eslablish an slleciive individual physicdl hiness program,

B. Davelop an understanding of physical hexith and walf being.

C. EMablish sound personsl haalsh habiis and information.

0. Davelop a concem for public haalih ant satety.

APPRECIATE CULTURE AND BEAUTY IN THE WORLD

A. Daveiop abilities for aitective axprezsion of [dens and cultural
apprecialion (line arts),

. Cultivate apprecislion Ior baauly in vazipus forms,

. Develop creaiive sell-suipression through various media (arl, music,
writing, eic.}.

. Duvalop special talents In music, art, {Hemture and foreign languspes.

o no

GAIN INFORMATION NEEDED TO MAKE JOB SELECTIONS

A. Promote sell-undersiending and self=tirection (n relation 10 sludent‘s
QCCUPELiOnAt Intaresis.

B, Davelop the ability 1o use information and counsaling Services
relatad o the selection ol & |ob.

C. Davelop s knowledge of specHic Informalion mboul & particulsr vocation,

DEVELOP PRIDE IN WORK AND A FEELING OF SELF-WORTH

A. Davelop a Isefing of student pride in his Kchievemenls and progress.

B. Deveiop ulr-unuautmam? and agll-awarenass.

€. Davelop the siudent's faeling of positive sali-worth, security, and
sail-assyranca,

DEVELOP QDOD CHARACTER AND IELF-RESPECT
A. Duvelop mosal responsibillty and @ sound sthical and mora! behavier,
B. Davelop Ihe sludent’s capacity 10 disciphing bimsall to work, atudy,
and play cona!ructlnlr,
c. ?lvnlopil‘lnufll nad ethical sensa of values, gosls, and proceises ol
re¢ socisty,
D. Devalop ll:millﬂ'l of personal charicier and [daas.

OAIK A GENERAL EDUCATION

A. Develop background and skiliz In the use of numbers, natural sciences,
mathamatice, and social sciances.

B. Davelop a fund of information snd concepls

C., Devalop special Interesis and mdllitiex,
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f
GOAL RATING SHEET. . J@

Learn how tc be a good citizen,

12346867 k80 Learn how to respect and get along with people who think,

dreas, and act differently,

1
2
3 1234567 E 50 Learn about and try to understand the changes that take place in the world.
4 iziasedr i Develop skills in reading, writing, speaking, and listening,
5 Pz34te R B0 Understand and practice democratic ideas and ideals,
6 12345872 @70 Learn how to examine and use information,
7 1234867 &370 Understand and practice the skills of family living.
8 V234567881  Learnto respect and get along with psople with whom we work and live.
9 i234667& 51w Develop skills to enter a specific field of work,
]0 iz3ase7s o Learn how to be a good manager of money, propesty, and resources,
] I i2345&76 891 Develop adesire for learning now and in the future.
]2 12345878010 Learn how to use lelsure time.

el
o

12345678390 Practice and understand the ideas of health and safety.

Y

V2346 678 90 Appreciate culture and beauty in the world,

"5 ‘ 3 § E‘. § _‘: 1 é ‘;5 ,:., Gain information needed to make job selections,
]6 i35i563638t Develop pride in work and a feeling of self-worth,

- Bevelop good character and seli-respect,

17 iiiicsgiasm
]8 i§535673 5 Gainageneral education,
19 Vo3 i a b .:; ? é 8 o HAVE YOU AN EDUCATIONAL GOAL FOR WEST BLOOMFIELD

" THAT 15 NOT LISTED ABOVE?

Pleanse write it in as #20

and score it according to its relative importance to you,

N
o

IANSTRUC HOnS: USE NO. 2 BLACK LEAD PENCIL (not ink or ball point! FOR MARKS. MAKE MARKS HEAVY AND DARK.

ERASE COMPLETELY ANY MARKS YOU! WISH TO CHANGE.

TO ¥ 870 wr e g v g OFTICAL BNl COMPCRATION g v

4
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4601 Sandstone
Williamston, MI 48895

Superintendent
Public School District

I'm not trying to sell anything, although my correspondence with you
has to do with an investigation of salability. In particular, the
salability of a means by which Tocal school districts may buy into the
concept of tong-range planning for the development of programs designed
to benefit the students, staff, and citizens of a school community.

I hope to be able to research and report on a model for program planning
which was, and still is, operative in a moderate-size pubiic school dis-
trict in Michigan. The model's inception came about because the super-
intendent of the district began to seek answers for the questions he had
as he sought the most effective ways to implement new programs. With
assistance from ESEA Title IV-C funds, the answers to those questions
apparently have been posed and seem to have had an impact in the commu-
nity.

In the process of reporting the results of the effort where the answers
to most of these questions can be found, I would Tike to answer typical
questions raised by school superintendents who are interested in long-
range planning. Will you help generate those questions by submitting
to me a brief 1ist of thoughts and concerns which come to mind when you
consider the possibility of adopting a model for planning the develop-
ment of programs in your school district?

I have enclosed here a graphical description of the program-development
model. By examining it, you may find questions arising from lack of
clarity as to how the model works. Please include these questions in
your response to me. Simply put, the graphic design may not explain
itself to your satisfaction; your questions are important to that part
of my investigation.

Other questions you should include and return to me may seem only
remotely associated with long-range planning. Please inciude those
questions along with any indirectly or directly related concerns you
might have.

With the assistance of my doctoral guidance committee at Michigan State
University, 1 hope to complete this study in the next few months and
will return to you a description of significant findings.

Yours sincerely,

John H. White
enclosures: The model, reaction and questions notepaper, return envelope
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FOR YOUR COMMENTS AND QUESTICONS

WITHIN FIVE DAYS PLEASE RETURN TO: JOBN H. WHITE
4601 SANDSTONE
WILLIAMSTON, MI 48895

IF THIS IS NOT COMPLETED BY THE SUPERINTENDENT OF SCHOOLS, PLEASE
INDICATE WHO COMPLETED THIS RESPONSE INSTEAD.

{Title or position)

L.

I11.

Iv.

VI.

VII,

VIII.

IF YOU PREFER A TELEPHONE CONVERSATION, RETURN ONLY THIS FORM AND THE
NUMBER WHERE I CAN REACH YQU SOON:

USE BOTH SIDES IF YOU NEED THEM. THANK YOU FOR YOUR PARTICIPATION.
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Follow-up interview with West Bloomfield School District Administrators
who were invoived in the Long-Range Planning Activities and who continue
to be serving the school district in the same administrative position

to this date.

TEN QUESTIONS ASKED:

I.

IT.

III.

1V,

VI.

VII.

VIIL.

IX.

What effect did the Long-Range Planning Project have on you
personally?

Is your management process different now as a result of the
project?

Do you feel you understand Management By Objectives, as a
management process?

Is long~range planning a routine part of your administrative
style?

What components of PLANNING (as you know it) do you feel are
important?

Unimportant?

Generally, what remains of the LPR Project? ...actively operating
in the district or in your jurisdiction?

What negative results were there?

What positive feelings among people were generated?

What would you have implemented differently?

Additional comments, perceptions, concerns:
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SCHEMATIC REPRESENTATION OF WEST BLOOMFIELD SCHOOL DISTRICT'S ACCOUNTABILITY PLAN
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