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      PART I  

 Over the past 25 years, I have had the opportunity to be involved in many 

strategic plans. These plans were for school libraries, public libraries, schools, 

and school districts. They were always led by consultants with expertise in 

the planning process. Although each consultant would tend to promote a 

unique model, they tended to break down to one of two approaches: the 

marketing model or the classic corporate model. I have seen both models 

succeed. When the time and resources are available, the classic model is the 

preferable one. My fi rst book on this topic,  Developing a Vision: Strategic 
Planning and the Library Media Specialist  (Greenwood, 1994), refl ected my 

experiences helping a school adapt the classic corporate model. Our con-

sultant was very experienced in using this model with major international 

corporations. We took his wisdom and experience to improve our school. 

It became an outstanding school, recognized within the state and nation for 

its innovative practices. I applied this model to the school library, developing 

a vision that was congruent with the mission and vision of the school. 

 Subsequent planning experiences exposed me to the marketing model. 

I call it this because it is employed by many successful marketing consultants. 

They have shown that although it doesn ’ t carry quite the gravitas of the 

classic model, it is quite expeditious. I have seen it rolled out in as few as four 

well-spaced planning sessions. When organized properly and well executed, 

it can produce amazing results. Given the harried life of the typical school 

librarian in the 21st century, it is very realistic to acknowledge that the mar-

keting model is the most feasible to employ. However, I will invite the reader 

to visit chapters of the second part of this book, when appropriate. Ideally, 

the fi rst part would lead to the second, or at least parts of the second half.   
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 Why Strategic Planning?   

 What is so unique about developing a strategic plan? Don ’ t we have 

to plan as part of our normal responsibilities? Can ’ t we just consider our 

regular duties of running an information literacy program, doing collection 

development, using the library management software, and collaborating with 

teachers as enough planning? We might add that the learning Web 2.0 tools 

would, certainly, qualify us as planners. Unfortunately, as vital as these 

initiatives are, they are not, in and of themselves, strategic planning. Indeed, 

because we tend to be the lead on  many  initiatives, such as those just noted, 

our planning lacks a clear strategy. We attempt to do the best in the time 

allotted to us. Although time is one of our most precious commodities, we are 

challenged to set priorities among these initiatives in a time-managed way. 

 So without a written strategic plan, we are forced to put initiatives on 

a “time available” basis. Since we are perceived to be a support and service 

function, many of these initiatives are never given the attention they need. 

Because we don ’ t consistently communicate our priorities to our superiors, 

they tend to be unsure of the priorities of the school library. Without a strategic 

plan, we have nothing to anchor our schedule in the eyes of administrators. 

We are hard-pressed to negotiate for time and resources if we can ’ t clearly 

show where we are going. Even if our superiors don ’ t entirely agree with our 

priorities, they will at least see that we have been thoughtful and deliberate 

if we engage in a formal planning process. Better yet, if through this planning 

process we align our priorities with at least some of the priorities of our leaders, 

they will be more receptive at budget-building time. 

 Let us make an analogy to planning in our private lives. We are cautioned 

by our fi nancial advisors to develop a strategy that accounts for the major 

developments in a typical life. We are usually asked to develop a budget that 

covers our household ’ s expenses. This includes paying: premiums for the 

various insurance policies, utilities, mortgage, taxes, savings, and invest-

ments. The composition of these accounts will change as our income and 

needs change, but they are part of a comprehensive plan. Indeed, short of 

receiving an inheritance, it is almost impossible to plan for our children ’ s 

college expenses or retirement without a well-developed, goal-delineated 

plan. It doesn ’ t just happen. It is the fulfi llment of long-term and methodical 

planning. Good household planning forces us to stay loyal to our long-term 

 CHAPTER 1 
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goals, while acknowledging the everyday needs. All of our resources and 

energies are not consumed by our daily needs. When our long-term goals 

are being accounted for, we are maintaining two equally important accounts, 

long term and short term. 

 We must bring the same mentality to planning for the school library. 

If we are always reactive, our long-term goals will never be accomplished. 

Everything will be short term and in the moment. We will look back on our 

years of service in terms of attempting to stay afl oat in the torrents of initia-

tives set by others. Just as we could look back with regret for not preparing 

for our children ’ s education or our retirement, we will look back at careers 

of unfulfi lled initiatives without engaging in strategic planning. Although 

strategic planning is not a guarantee of eventual improvement of the school 

library program, anymore than the best fi nancial planning can assure us a 

predictable retirement, the converse is all but certain. 

 This book is a description of two types of strategic planning. The fi rst, 

basic strategic, is an expeditious approach. It is often employed by marketing 

directors or consultants. It can be done in a few months, sometimes weeks. 

It is based on a few assumptions: 

  1.   The planners are highly experienced in their fi elds.  

  2.   There is not enough time to do much in-depth research.  

  3.   There will be participation on the part of all, or at least most, 

stakeholders.    

 The second I will call classic strategic planning. This is a protracted, deliber-

ate approach that emphasizes: 

  1.   Thorough and comprehensive research  

  2.   Development of a leadership team  

  3.   Close coordination between the library and school strategic plans    

 The expeditious type of planning, sometimes called “strategic planning lite,” 

could be a proper run-up or preparation for the more traditional type. How-

ever, it can suffi ce for many school library programs.    
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      CHAPTER 2 

 Planning Team   

 Although the school librarian may be the only member of the school 

library staff who is inclined to develop a strategic plan, we should attempt to 

involve as many of the staff in some, if not all, of the steps. It is very diffi cult 

to foster ownership and understanding if the plan has a single author. 

Ideally, all the library staff should be invited into the process. Even if some 

staff members resist initially, we should leave an open invitation. This is 

especially true for the continue-stop-start stage. 

 The school librarian can invite as many members as is practical, 

keeping in mind that smaller groups tend to be the most effi cient. However, 

the school librarian should fi rmly oversee or champion the entire planning 

process. After reading this book, there should be an understanding of the 

major stages of this process. Some stages, including the values statement 

and continue-stop-start, call for the participation of the whole committee. 

Others, including the preamble, mission statement, vision statement, current 

context, critical success factors, core processes, and goals and objectives, 

could be managed by smaller committees. 

 The school librarian would do well to invite some members of the 

school community beyond the library staff. They should include representa-

tives of the faculty, administration, and community. These team members 

will provide invaluable alternative perspectives during the development of a 

strategic plan. Eventually, they will become the promoters of the plan, help-

ing to communicate its essential goals. Although it would be wonderful to 

have people who have a natural affi nity toward what we do, it is more impor-

tant to invite those people who are inclined to value the importance of one or 

more of these initiatives: 21st-century skills, literacy across the curriculum, 

and information literacy. Administrators, in particular, tend to perceive the 

need for any committee that promotes these essential skills. Even if their 

days are too full to be present at all or most meetings, administrators ’  even-

tual support is crucial for the success of the strategic plan. 

 Considerable thought should be given to building in incentives to par-

ticipation on the planning team. Care should be given in choosing a pleas-

ant room to meet and providing some enticing refreshments. Since time is 

such a precious commodity, every effort should be made to have the meet-

ings as brief as feasible. If the committee is so inclined, it can be designed 
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to meet in-person and virtually. This is where the power of blogs, wikis, 

Google Notes, Google Wave, and social networking, such as nings, can be 

employed. Although there is a human need to meet, in-person, these Web 

2.0 tools have grown very popular because they allow for a high level of 

interaction that is more convenient for busy people ’ s schedules. Indeed, live 

meetings and virtual ones can work well together. Live meetings can moti-

vate. Virtual meetings can allow for greater participation and more refl ective 

thinking. Although any and all of these free tools can be employed, nings are 

the most appropriate. Visit   http://TeacherLibrarian.ning.com   to get a fl avor 

of the potential of this type of social networking. Joyce Valenza has devel-

oped this wonderful site. As this ning exemplifi es, serious content can be 

organized in very appealing and engaging ways. If you do employ this or 

the other Web 2.0 tools, keep them private (invitation, only) for most of the 

planning process. The group needs to know that their formative thoughts are 

for the edifi cation of the planning team and no one else. 

 An added value of using some of these Web 2.0 tools is that they help us 

organize and archive the planning process. Since the process will be running 

parallel to normal duties, it is extremely benefi cial to go back to view rich 

dialog that happened months prior. The Web site can be the ongoing “public 

record” for the committee. Because sites such as these are collaborative, they 

contain the context for committee member suggestions and opinions.   



7

      CHAPTER 3 

 Preamble   

 As the formal fi rst stage of strategic planning, the preamble is a brief 

description of the existing library program and why we see the need to plan 

for a changing future. It is an opportunity for us to acknowledge our past 

achievements and commendations. It, then, moves to a recognition of our 

need to write goals and objectives. These will enable us to meet the needs of 

students, who will be living most of their lives in a world that is substantially 

different than the one we have known. It should assure its readers that our 

intent, in writing these goals and objectives, is to highlight our recognized 

strengths, acknowledged weaknesses, identifi ed threats, and continuing 

commitments. It sets the stage for a planning document that will recognize 

that no matter how exemplary our program has been, we have no intention 

of resting on our past achievements.  

 Recognized Strengths 

 This is a golden opportunity to list our strong points. Attempt to choose 

those points that are obvious strengths. They should include sponsors and 

partners in success. Acknowledging our need to be funded and supported 

in our initiatives, we should pay homage to the people and institutions that 

allow us to thrive.   

 Acknowledged Weaknesses 

 These weaknesses are the converse of our strengths. They might, as likely 

as not, be the same people or agencies whom we describe in the recognized 

strengths. However, we are pointing out areas where they are not as supportive 

or engaged as would be needed to fulfi ll our goals and objectives. We have 

an obligation to expose those weaknesses within our staff that keep us below 

optimum performance.   
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 Identifi ed Threats 

 An engaged and involved planning committee will be able to identify at 

least some major threats to the attainment of our goals and objectives. Budgets 

are often identifi ed, especially during economic downturns. If we are seen 

as less than essential to the success of the school, that should be so noted. 

Remember to think of threats as being either short term or long range.   

 Our Commitment to the Continued Need 
to Support 

 From the inception of the planning process there will emerge a recogni-

tion to support certain national, state, and local initiatives, practices, standards, 

and expectations. The committee should be able to easily come to consensus 

around those initiatives, practices, standards, and expectations that are the 

most compatible with the library ’ s core values. Indeed, as the fi nal part of 

the preamble, this serves as a natural bridge to the next phase of the plan, the 

values statement.     

  Sample Preamble 

 In the fi rst decade of the 21st century, the Joel Barlow High School Library 

(Redding, Connecticut) has been recognized as exemplary. It has been in 

the forefront of integration of technology into the curriculum and support of 

information literacy. It has boldly embraced the challenges of an ever changing 

world. 

 As we strategically plan for the next decade of this new century, we 

must chart a new course for our library. If we were to merely rely upon 

the beacons of our past recognitions and present reputation, our library would 

not successfully sustain excellence into the next decade. The world continues 

to change for us and our students. It mocks complacency, demands agility, 

exposes weaknesses, reveals opportunity, and presents competition. 

 So as to successfully guide the Joel Barlow High School Library into the 

next decade, our plan establishes goals and objectives that address: 

 Our recognized strengths:  

 Board of Education budgetary support   • 

 Administrative support, on a continuous basis   • 

 Talented and versatile staff   • 

 Supportive and caring environment   • 
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 Cutting edge use of technology   • 

 A, generally, cooperative student body    • 

 Our acknowledged weaknesses:  

 A decrease in the literacy of the student population   • 

 An erosion of the student work ethic and intellectual curiosity   • 

 Demonstrated inability, on the part of students, to use free time • 

effectively   

 Inability to build an effective system of tracking technology and • 

information literacy skills   

 Perceived inability on the part of some staff members to see the “bigger • 

picture” of education    

 Identifi ed threats:  

 Ongoing reduction of library budgets, in favor of technology • 

initiatives   

 Belief, on the part of many students and some staff, that the Internet • 

eliminates the need for a library   

 State-mandated testing, as a discouragement of those teachers who • 

would want to emphasize information literacy or 21st-century skills   

 Aging of the staff    • 

 Our commitment to the continued need to support:  

 Initiatives from the board of education, administration, and community   • 

 Staff improvement   • 

 Collaboration with the faculty   • 

 Meeting the appropriate national, regional, and state standards in • 

the various literacies (information literacy and reading across the 

curriculum)   

 Involvement in promoting 21st-century skills   • 

 High parental expectations and aspirations for students     • 
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      CHAPTER 4 

 Values Statement   

 Before we begin the steps of strategic planning, it is important, if not 

critical, to reveal our values vis-à-vis students and programs. These are 

descriptions of our beliefs about student growth and development, specifi cally 

in relation to the school library. Although we are usually in touch with our 

values, it is important from the outset to make them public. In so doing, we 

may find that some of our beliefs are not shared by all the library staff. 

It is better to fi nd these out at the outset. However, it is usually discovered 

that we share many of the same beliefs and values.   

 SAMPLE VALUES STATEMENT 

 The Joel Barlow High School Library values a mutually respectful community 

in which integrity, intellectual growth, personal responsibility, compassion, 

and perseverance prevail. 

 STUDENTS: 

 Students are central to the values of the Joel Barlow High School Library. Cre-

ating a mutually respectful environment in which all students can thrive, the 

staff focuses on the personal success of everyone. Grounded in a commitment 

that learning must be continuous for all, staff and students share the responsi-

bility to pursue knowledge. 

 PROGRAM: 

 The Joel Barlow High School Library staff values learning in the broadest 

sense. Its program emphasizes student engagement in the major literacies of 

today: reading, technology, and information. We believe that high achievement 

in these areas is essential for success in today ’ s world.     
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      CHAPTER 5 

 Mission Statement   

 Simply put, a mission statement is a brief statement of what we are 

about, as a school library. It should be centered on student learning and 

describe the unique and critical role the library plays in the success of our 

clients, the students. It should not be longer than three sentences. It should 

be general. However, it can be greatly enhanced by a bulleted list of areas 

of emphasis.    

  SAMPLE MISSION STATEMENT 

 The mission of the library is to encourage students to develop the knowledge, 

skills, and confi dence needed to navigate the sea of information. 

 Thus, we will provide conditions that foster:  

 An effi cient library, fl exible and responsive to students ’  needs   • 

 An atmosphere of inquiry, encouraging information access   • 

 A program consisting of the skills needed to effi ciently and effectively • 

access, extract, synthesize, and present information   

 A high expectation of student success in using information   • 

 A diversity of information technologies to allow for differing learning • 

styles and abilities     
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      CHAPTER 6 

 Continue-Stop-Start   

 Strategic planning almost always begins with a perceived need. Either 

there is an awareness of the need to improve or an acknowledgement of a 

growing disconnect between the library ’ s context or culture and its practices. 

The reasons for entering into the process are not as important as the acknowl-

edgement of the need for change. We, as creatures of habit, have diffi culty 

recognizing the need for change. However, this process can be facilitated by 

knowing that we are working from an  acknowledgement of our strengths . 

 If this process can be summarized, it is an ongoing attempt to: 

  1.    Continue  what is working and effective, as seen against the mission 

and vision  

  2.    Stop  those practices that are diverting us from our main goals  

  3.    Start  to do the things that will put the library on a path of continuous 

improvement    

  Continue  

 Throughout this process, we must always recognize that there are many 

things that we do right. Even if we will not be able to focus as much time or 

energy on them, we cannot afford to jettison what we value. We will discover 

ways to incorporate what we establish to be core practices. In many respects, 

these are the easiest practices to discover. They are a combination of the core 

practices of any good school library and those elements by which we are 

valued in the eyes of the stakeholders. 

  Stop  

 Because we tend to be creatures of habit, stopping those practices that 

are not mission driven or part of our vision for improvement can, often, be 

a diffi cult task. Our daily routine can be cluttered with tasks that were once 

considered important but have moved into the area of low priority. However, 

if we persist in performing most of these superfl uous duties, we will be frenetic 

in attempting to “do it all.” 
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  Start  

 Finally, we must begin to do the things that are commensurate with our 

mission and bring us to our vision. Because they will be new functions for us, 

we must choose to fulfi ll them in thoughtful and deliberate ways. Although 

similar to the  Continue  tasks in their importance, these new practices and 

goals will tend to confuse some of our most loyal allies. Although they are 

extensions of our core functions, albeit new core, they will befuddle many 

because they move us into new realms within the school. It is critical that 

we achieve buy in from administration and some of the faculty. It is just as 

important that we get support and understanding from our own staff. Since 

this is the part of strategic planning that is the most critical, it will require the 

most attention and energy.   

 SAMPLE CONTINUE-STOP-START 

  Continue  

 The Joel Barlow High School Library must:  

 Continue to strengthen and update its information literacy curriculum   

 Continue to maintain high academic standards   

 Continue to promote diversifi cation in teaching and learning so as to 

meet the needs of the whole student body   

 Continue to maintain a creative and fl exible environment for students 

and faculty   

 Continue to update technology and offer related training and support for 

staff    

  Stop  

 The Joel Barlow High School Library must:  

 Stop tolerating inappropriate and nonproductive student behavior   

 Stop enabling uncommitted students   

 Stop any unwarranted barriers to student access   

 Stop making decisions without considering the probable effects on student 

and staff morale    

  Start  

 The Joel Barlow High School Library must:  

 Start to create a school-wide ethic that demands individual responsibility 

for academic pursuits and social issues   
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 Start to address unacceptable student behavior with a fully involved staff 

and consistent discipline procedures   

 Start to meet the needs of students with a shift to an emphasis on 

21st-century skills   

 Start to communicate its mission and vision to the greater school 

community   

 Start to refresh major technologies on a fi xed, multiyear cycle   

 Start to build a transition plan for replacement of key personnel        
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      CHAPTER 7 

 Current Context   

 This is a description of the current library program within the context of 

the school and the community. It is an acknowledgment of the changes that 

have had the biggest impact, positively or negatively, on the program. By 

presenting the context, we root the planning process in reality. By preceding 

the Vision Statement, it and the site visit reports serve as a reality check.    

  SAMPLE OF CURRENT CONTEXT 

 The Joel Barlow High School library recognizes that: 

  1.   We are faced with a changing student profi le that challenges the 

effectiveness of existing structures. Although a minority of the student 

body uses the library facility effectively, a growing majority chooses 

to ignore it.  

  2.   The library is well maintained and provides a pleasing atmosphere. 

The technology is state of the art. It is imperative that these resources 

be well maintained and updated, since the library is the second-most 

utilized room in the school (after the cafeteria).  

  3.   Changing needs of and demands on families are refl ected in the 

burgeoning expectations for school support. The library has had to 

take on some of the tasks that were once the sole domain of the stu-

dent services department, including career searching and independent 

study.  

  4.   Technology has had a profound impact on our library. Opening up 

new opportunities for learning and research, it has challenged the staff 

and students to grow and change. Overseeing its use and development 

demands time and vigilance.  

  5.   Community support is essential for the continued success of the library 

and its programs. Threatened by the community ’ s perception that “real 

learning” can only take place in a classroom and the adverse effects of 

the economic downturn on families, we must continue to educate our 

communities (administrators, faculty, parents, and students), so they 

understand the importance of investing in an exceptional library.     
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      CHAPTER 8 

 Strategic Themes   

 Before we can write a vision statement, we must identify the issues 

that have come to the fore during these initial steps of the planning process. 

In order to organize our planning, these themes should be thought of as cate-

gories or “buckets” into which we will put all the major initiatives. Keeping 

in mind that we are still going to perform our core processes, these themes 

are those areas that call for a change in approach. There should not be more 

that fi ve themes. Since they should be derived from the previous steps, they 

should be those issues that the planning team sees as needing attention if the 

library is to move to the next level of excellence. 

 A member of the planning team should be assigned to be the leader or 

captain of each of these themes. Although the themes may later be renamed, 

they should be identifi ed now. Although a structure for collecting research 

and information on the themes should be decided on, wikis or collaborative 

tools such a Google Docs, are particularly well suited to the task. They will 

serve three major purposes: 

  1.   A repository of the history of the research and information gathering  

  2.   A resource for the vision statement and the action plans  

  3.   A consensus building exercise    

 The planning team should decide on a method of organizing the results of 

the theme research. Although the theme leader can organize ad hoc teams to 

gather research and serve as mini planning teams, there is usually not a need 

to establish a standing committee for each theme. 

 This is the point at which the theme leaders must determine how they are 

going to gather information and research for their areas. They have to choose 

a methodology and a repository for their information gathering. Although 

there are many ways to approach, the following methods or modalities 

should be employed: 

  1.   Site visitations to exemplary school libraries, employing an agreed-

upon survey  
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  2.   Research of the appropriate literature, standards, and Web sites  

  3.   Consultation with acknowledged experts     

 Site Visitations 

 The school librarian should be able to identify “Best of the Breed” 

school library programs. National associations designate certain pro-

grams as the best for a given year. These are natural areas to focus on. The 

most obvious is the American Association of School Librarians (AASL) 

National School Library Media Program of the Year Award. However, the 

AASL has other awards that recognize cutting-edge programs, such as the 

AASL Collaborative School Library Media Award, the ABC-CLIO Leader-

ship Grant, and the Distinguished School Administrators Award. The various 

state associations of school librarians also recognize outstanding programs. 

Finally, state consultants are usually aware of the bellwether programs within 

their states. 

 Before the programs are visited, either physically or virtually, the 

questionnaire should be developed. Consisting of a set of questions for each 

theme, plus an open-ended fi nal question, it is the responsibility of each 

of the theme leaders to develop questions for their “buckets” or areas. The 

school librarian should act as editor of the questions, paying close attention 

that all planning team members understand each one. This is imperative, 

since the surveys will be conducted by the various members. Thus, the goal 

is to elicit comparable information that will be vital to the rest of the planning 

stages.   

 SAMPLE THEMES 

   •  Literacy 

  Three “literacies” are a major responsibility of the Joel Barlow High 

School Library: 

  1.   Information literacy  

  2.   Technology literacy  

  3.   Reading across the curriculum    

 This includes a system of assessment and tracking of these skills.   

 Technology • 

  1.   Virtual library—including online databases  

  2.   Online learning support      
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 Budget • 

  1.   Board support  

  2.   Administration ’ s support  

  3.   Other sources, including local foundations  

  4.   Internal priorities      

 Collaboration • 

  1.   Teacher/library  

  2.   Partnerships in the community         

 SAMPLE SURVEY FOR SITE VISITATIONS 

  Literacy  

 Describe the library ’ s involvement in each: 

  1.   Information literacy  

  2.   Technology literacy  

  3.   Reading across the curriculum    

  Technology  

 Describe how the Internet is used to deliver the services of the library, including: 

  1.   Virtual library  

  2.   Online learning    

  Budget  

 Describe how the library has been able to succeed in getting funding from the 

following: 

  1.   The board of education  

  2.   The administration  

  3.   Other sources, including state, federal, corporate, foundations, and 

private citizens    

 Describe how internal budgetary priorities are set. 

  Collaboration  

 Describe the best examples of teacher/librarian collaboration.     

 Debriefi ng 

 Once the surveys have been conducted, it is time to debrief the fi nd-

ings. With the captains being especially attentive to fi ndings within their 
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themes or “buckets,” the fi ndings should reveal the methods and procedures of 

the visited school libraries that are yielding successful outcomes. Each of the 

visiting teams should present its fi ndings. The key to success at this stage is 

the suspension of judgment. Thus, the proverbial “But that wouldn ’ t work, 

here” must be avoided. This dismissal should be prohibited in favor of “Let ’ s 

take elements from each of these reports that may be feasible in the present 

or the future.” 

 The school librarian will compile fi ndings of these surveys and organize 

them into six areas: 

  1.   Ready for immediate action  

  2.   Possible within a one- to two-year window  

  3.   Possible within a three- to fi ve-year window  

  4.   Not deployable in the local situation (too unique to the surveyed 

school library)  

  5.   Not compatible with the mission  

  6.   Beyond the bounds of the present or anticipated budget    

 We are now at the stage of being able to write the vision statement. Each 

of the preceding steps has played a necessary role in developing the vision 

for the school library. We have gathered a planning team, establishing the 

collaborative nature of good planning. In the preamble, we looked at the 

existing program and justifi ed the need to plan for a future that will be ever 

changing. We have exposed our values. We have established our mission. 

We have looked at our existing program, acknowledging what we have to 

sustain, refrain from, and initiate. We have described our current context or 

situation. We have established the major themes or categories, which will be 

compared to exemplary school library programs. Finally, we have debriefed 

and organized our fi ndings.   

 Vision Statement 

 The vision statement describes where the school library needs to go 

in the next three to fi ve years. It should be both realistic and inspirational. 

It should be specifi c enough that someone could view it many years hence 

and easily recognize whether or not its main initiatives have been fulfi lled 

or, at least, addressed. It fl ows from continue-stop-start. It is responsive to 

the fi ndings of site visitations. It is the basis for all goals and objectives. 



Strategic Themes  25

Unlike the relatively fi xed or stable mission statement, it should be conceived 

and developed as dynamic and evolving. Finally, it is the public statement of 

the school library ’ s roles and direction. 

 The vision of the library should be written with the success of the student 

as an information problem solver as its central theme. Since a vision state-

ment should show where we are going by showing whence we came, a brief 

opening statement of what the library has been is a good way to present what 

it should become. 

 Although there are varying opinions on whether a discussion of the 

history of the library is necessary in a vision statement, it is my belief that it 

is an important element. Since libraries are moving away from being store-

houses of materials and toward being learning laboratories or commons, the 

vision statement should reference this history. This is particularly important 

since the other people involved in the planning process may not understand 

the magnitude of the change. If the librarian truly believes that the students 

of today fi nd themselves in a world virtually fl ooded with information, the 

vision statement should present how the library is going to be changed by 

this information explosion. More important, it should show how its program 

plays an integral role in helping to prepare students to become knowledge 

navigators in this sea of information. Fortunately, Web 2.0 tools (blogs, 

wikis, social networking, etc.) put an emphasis on choice and involvement. 

Next, there should be a presentation of the role of teachers and the librarians. 

There should also be a projection of the impact of technology, in general, on 

the teaching and learning process. All of these elements should add up to a 

picture of what the library should look like in the future. 

 The vision statement of the library should show the unique contribu-

tions it will give to a restructured or redesigned school. Since it should be 

considered the information center of the building, the entire school com-

munity should be using the library to train (students) or retool (teachers, 

administrators, and other adults) for the information age. If the student is to 

be understood as an information navigator or worker, there should be some 

discussion of what the essential characteristics of this role are. How will the 

student look in comparison to past standards of a successful learner? A new 

set of skills has been emerging since the advent of Empowering Learners, 

Breaking Ranks II, and the Framework for 21st Century Learning. A new 

set of skills has been emerging since the advent of American Association 

of School Librarians ’   Empowering Learners , the National Association of 

Secondary School Principals ’   Breaking Ranks II: Strategies for Leading 
High School Reform , and the Partnership for 21st Century Skills ’   Frame-
work for 21st Century Learning.  The student is seen as much more active 

and involved. Since he is learning to become a consumer of information, 

we must look at how he develops strategies to acquire information, extracts 

the appropriate information, uses the best information, integrates that 
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information into a presentable form, and evaluates the fi nal product. This 

fi nal stage of information consumption, evaluation, is an essential element 

of any vision statement. Not only must the individuals using the library 

evaluate their own work, but the library must evaluate its program. The 

vision statement should address what a successful program would look like 

and how it might be judged. 

 Technology and the role it will play in changing the library cannot be 

overstated since virtually every major publisher is developing plans for a 

conversion to digital delivery. Economics alone is going to dictate a shift 

toward electronics and away from print resources. Add to this the growing 

acceptance of Web 2.0 tools, and it becomes clear that information may be 

shared and is not necessarily available only in the library. So profound is 

the impact of just this one example of technological change that it would be 

diffi cult to imagine any vision statement without a signifi cant section on the 

role of technology. 

 Since the school librarian plays a critical role in the development of 

the program of the center, there has to be some elaboration of his role in the 

process. The vision is, indeed, his notion of what the center must become. 

Although this vision must fi t with that of the school, it will have features 

unique to the perceptions of the librarian. Site-based planning shows us that 

only a local team can develop a vision for the school. So too must the librarian 

develop a unique vision of the center. 

 The local librarian can take advantage of local, regional, state, and 

national organizations at this stage. Since other librarians have developed 

vision statements for their programs, researching other school library vision 

statements will prove invaluable, since most of us are alone in our buildings. 

After such networks are in place, different models of visions may be developed. 

This could have a very signifi cant impact on the evolution of the role of the 

school librarian as a change agent in the restructuring of American schools.  

 Sample of Vision Statement 

 The vision of the future is of a school library that would allow and 

promote access to information for all ability levels. This center would have 

as many systems as needed to allow for information to become “transparent,” 

that is, available without a great investment of time and energy. Ultimately, 

the systems will merge into a unifi ed access program capable of allowing the 

user to develop a lifelong dialogue with the human conversation. 

 In the past, emphasis has been placed on the library ’ s role as a reposi-

tory of books and other materials as well as that of supporting faculty and 

student use of nonprint media. This tended to combine two fairly dissimilar 

programs under the umbrella of “media center.” The Internet has caused 
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an irrevocable change for these functions. It appears that incorporating 

artifi cial intelligence and Web 2.0 tools (blogs, wikis, podcasting, and social 

networking) will only accelerate the pace of this change. Whereas research 

techniques (e.g., use of the card catalog) or operation of equipment have 

been the main thrusts of most library media programs, the ongoing integration 

of information and the subsequent decrease of the barriers to attainment of 

that information call for a signifi cant change or paradigm shift. 

 The combination of artifi cial intelligence systems and Web 2.0 tools 

is providing answers to most students ’  questions. Exciting as this is, it is 

tempered by the realization that these answers have to be seen as the product 

of a particular question. The question is more important than the answer. Ask 

the question slightly differently, and you will get a very different or even 

contradictory answer. Thus, the new skill has become the ability to ask the 

informed and intelligent question of the electronic oracle. 

 If we are in an age of information, we have an obligation to teach our 

students to navigate through that information. A ship ’ s navigator is not 

judged simply by his ability to read a compass or chart but by his facility 

in asking the appropriate questions of his instruments based on his under-

standing of the weather and the ship ’ s systems and location. Our students 

must increasingly become aware of their environment (scanning); their own 

thought systems (metacognition); and where they are going (analysis, evalu-

ation, synthesis, and creation of information). These are the habits of the 

knowledge navigator. These attitudes and habits are critical for success in 

the 21st century. 

 A metaphysical change is taking place. Whereas once we thought of the 

library media program as centered in a place (library), we are moving into 

an era of electronic access no longer dependent upon being in a particular 

facility. Whatever is needed for the student to develop the ability to ask the 

right questions of the appropriate resources, regardless of location, is the 

focus of the library ’ s program. The challenge of the school librarian is to act 

as a change agent in this process. The school librarian remains the profes-

sional who is uniquely prepared to meet this challenge.    

 Critical Success Factors 

 These are the factors or elements where results are critical to the success 

of the program. They are those indicators that are typically chosen by accredit-

ing agencies. Although many may be contained in the previous steps, they 

must be acknowledged as touchstones for the administration ’ s judgment of 

our program. Before entering in the fi nal stages of a strategic plan, we must 

ensure that these success factors are incorporated into the plan.  
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 Sample of Critical Success Factors   

 The Joel Barlow High School library actively engages in the imple-• 

mentation of the school ’ s curriculum.   

 The Joel Barlow High School library provides a wide range of • 

materials, technologies, and other information services in support 

of the school ’ s curriculum.   

 The Joel Barlow High School library ensures that the facility is • 

available and staffed for students and staff before, during, and after 

school.   

 The Joel Barlow High School library responds to students ’  interests • 

and needs in order to support independent learning.   

 The Joel Barlow High School library conducts ongoing assessment, • 

using relevant data including feedback from the school community 

to improve services and ensure each student achieves the school ’ s 

21st-century learning expectations.   

 The Joel Barlow High School library is understood to be central to • 

the fulfi llment of the school ’ s mission and vision.   

 The Joel Barlow High School library aligns its goals and objectives • 

with the mission and vision of the school and district.      

 Core Processes 

 There are certain parts of the structure of day-semester-year that have 

to be acknowledged. They are central to fulfi llment of our mission and must 

be part of our goals and objectives. They are those processes that the school 

community acknowledges as what the library does. Although some processes 

are core for the entire school, most are central to the functioning of a well-

ordered school library.  

 Sample of Core Processes   

 The Joel Barlow High School library is accessible to all students and • 

staff.   

 The Joel Barlow High School library employs effective instructional • 

and management strategies.   
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 The Joel Barlow High School library incorporates facilities that support • 

and improve the mission and vision of the entire school.   

 The Joel Barlow High School library includes the technologies needed • 

to support and improve the educational program of the school.   

 The Joel Barlow High School library is involved in curriculum • 

development.   

 The Joel Barlow High School library employs professional develop-• 

ment for all staff members.   

 The Joel Barlow High School library expects staff self-assessment • 

and self-evaluation.   

 The Joel Barlow High School library has an inspiring, caring, and • 

dynamic staff.   

 The Joel Barlow High School library director recruits and supports • 

an exceptional staff.   

 The Joel Barlow High School library staff is responsible for budget • 

development.   

 The Joel Barlow High School library communicates its resources and • 

programs to the administration, board of education, and community.   

 The Joel Barlow High School library vigilantly maintains a safe, • 

healthy, clean, orderly, and aesthetically pleasing environment.   

 The board of education provides the fi nancial and personnel support • 

needed for the fulfi llment of the Joel Barlow High School library ’ s 

mission and vision.      

 Action Plans  

 Developing Action Plans 

 The fi nal sequential step of the planning process is writing the action 

plans. These ensure that the strategies developed in the planning process are 

implemented. They outline the tasks required to implement a program, the 

person responsible for each task, the due date for the completion of each 

task, and an analysis of the costs and benefi ts for the specifi c action plan. 

 The main intent in writing such plans is to address a particular issue 

raised in the vision and/or mission statements. Although the bullets of the 
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mission statement should provide the major areas to be addressed in the 

action plans, it is possible to draw in other areas of focus from the vision 

statement. All action plans will be subject to the scrutiny of priority, time 

considerations, resource availability, and feasibility. Therefore, it is best to 

draft as many plans as can be inspired by the vision and mission statements 

and limit their numbers later. 

 Each action plan should include the following sections:  

 Issue (from the vision or mission statements) being addressed   • 

 Tangible benefi ts   • 

 Intangible benefi ts   • 

 Critical assumptions on which the success of the action plan is based   • 

 Evaluation criteria   • 

 Start date   • 

 Person(s) responsible for its completion   • 

 Date of creation   • 

 Statement of the problem it is written to address   • 

 Action steps, with the person(s) responsible, start date, date due, and • 

date completed   

 Resource requirements/cost analysis    • 

 Before describing each of the elements of the action plans, it is important 

to realize how action plans function. An action plan ’ s issue or area of focus 

is a theme that fi nds its roots in the previous planning steps. Flowing from 

strategic themes, the issue an action plan attempts to address (or redress) is 

fi rst identifi ed at that stage. Let us trace an issue from strategic themes stage, 

through the vision stage, to the action plan. 

 In the strategic theme stage, the planning team determined that the 

erosion of literacy on the part of the average student was an obvious trend. 

Support for reading across the curriculum was becoming increasingly 

necessary. Since in the past this had primarily been the domain of the reading 

teacher, a new approach is required. The problem is increasingly seen as a 

whole-school issue. A “snapshot” of the building and the district showed 

that there was a lack of coordination in addressing this issue. Responding 

to this dissonance, a new approach is warranted. Because of the obvious 

synergy, it is determined that the school library should play a major role in 

the solution to this challenge.    
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 Elements of an Action Plan 

  Issue Being Addressed  

 As mentioned, the issue is restated, here, in its most specifi c form: there 

is a signifi cant decrease in the literacy scores of all high school students, 

especially those who are below grade level. 

  Statement of Problem  

 This is the most important step in the action plan. If you can accurately 

state the problem to be addressed by the action plan, its solution will be 

much easier to bring about. When the team is writing an action plan, it would 

be wise to write the statement of the problem fi rst. The effort involved in 

attempting to edit it down to an easily understandable sentence is a great 

opportunity for the group to sharpen its focus. 

 The statement of the problem for student literacy is: Over the last fi ve 

years, there has been a signifi cant decrease in the literacy of most students. 

This is particularly critical for the below-average students. Students are 

decreasingly able to read and comprehend assigned texts. 

  Tangible Benefi ts  

 Most action plans will have tangible or concrete benefi ts. In enumerating 

them, the committee is answering the “why” question, presenting the most 

provable rationale for proposing this action plan. 

 The tangible benefi ts of increased literacy are: 

  1.   A better Lexile match between the average students and their 

assigned textbooks  

  2.   Lower course failure rate  

  3.   Raised profi le of the school library  

  4.   Fewer disciplinary problems    

  Intangible Benefi ts  

 Although some benefi ts are not quantifi able, they are important and can 

help sell the action plan. 

 The intangible benefi ts of developing strategies to increase literacy are: 

  1.   The school library is more involved in the solution of a critical 

school-wide issue.  

  2.   A greater sense of community will be developed within the school.    
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  Critical Assumptions  

 Just as the success of strategic planning, in general, is based on certain 

critical assumptions, so too is the success of the action plan. It is the estimate 

of the planning team that without these pieces in place, the plan will not go 

forward. It is not suggested that there be more than two or three assumptions. 

However, they should be critical. 

 The critical assumptions for developing strategies to increase literacy are: 

  1.   The community and board of education will provide the fi scal means 

to implement this action plan.  

  2.   The administration will endorse the plan and give it a high priority.    

  Evaluation Criteria  

 A strategic plan is assessed according to the value and effi cacy of the 

individual action plans. If it did not have such a mechanism, it would not 

be dynamic. Thus, the action plans should come with built-in evaluation 

criteria. Since the committee designing the action plan knows the most about 

its details, it should write the criteria. The method employed should be as 

concrete and obvious as possible. 

 The evaluation criteria for developing strategies to increase literacy are: 

  1.   A special committee composed of faculty, administration, staff, and 

students will be convened.  

  2.   A plan for training will be produced by the above-mentioned 

committee.  

  3.   Training opportunities will be provided for the faculty and staff.  

  4.   Reports of curriculum changes and classroom practices indicating 

the use of strategies to increase will be written.  

  5.   An analysis of the results of curriculum changes and literacy strategies 

will be developed.    

  Start Date  

 This is when the fi rst action of the plan is to take place. Actions include 

not only implementation of the innovation but any of the research that goes 

into its preparation. If the intention is to start immediately, that should be 

unambiguously stated. For example, if the start date for the implementation 

of strategies to increase literacy is this month, preliminary research should 

begin immediately. 
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  Person(s) Responsible  

 A person or persons should be named who will oversee the completion 

of the action plan. It is usually wise to avoid designating a group or commit-

tee since accountability is then too easily avoided. If a committee has to be 

mentioned, use the name of the chair or a prominent member. 

 Ideally, the assigned person or captain takes part in the action plan 

writing or design process. Since these plans are going to need enthusiastic 

and creative shepherding from their coordinators, he should feel a sense of 

ownership as early as possible. The later the responsible person is brought 

into the process, the more diffi cult it will be to bring it to reality. Adminis-

tering other people ’ s plans is diffi cult for at least two reasons: the plan will 

probably not be fully understood, and it will be more diffi cult to identify 

with its success or failure. 

 If we are talking about developing strategies to increase literacy, 

the responsible person should be the school librarian or reading teacher. 

Since this person will probably assume the role of in-house consultant, 

he should be knowledgeable enough to perform this function. Since this 

person will be training others in literacy strategies, he should be familiar 

with the most effective strategies to be employed within the various curri-

culum areas. 

  Action Steps  

 The fi nal part of the action plan is the action steps. There should be 

as many as are necessary to bring the plan to completion. Each step should 

have: step number column, description of the steps column, “assigned to” 

column, a start date column, a date due column (if appropriate), a date 

completed column (if appropriate). 

 Each of the boxes should contain the following: 

 Step Number 

 The step number box is for a simple, sequential numbering refl ecting 

the order of the initiation of the steps. Although there will be some steps that 

will be completed simultaneously or out of sequence, most will be done in 

the anticipated order. 

 There will be seven steps to create and develop a computer network for 

the school. 

 Action Steps 

 The action step box is for a brief (one to three sentences) description of 

the actual action or performance to take place. 
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 Assigned To 

 This box names the person(s) responsible for its completion. Participation 

of the responsible person or captain is important at this phase. 

 Start Date 

 A box will contain the start date of each of the steps. Obviously, the fi rst 

box will have the same date as the start date of the action plan. 

 Date of Creation 

 This is important vis-à-vis the start date. It not only shows how long 

the delay is between the conception and the start, but it supplies a reference 

point. In strategic planning, it is very important to know when plans 

are conceived. Since the conditions precipitating and affecting the plan will 

probably change, it may have to be revised or scrapped when the vision 

statement is updated. In this case, the date of creation would be the same as 

the start date. 

 Date Due 

 The date due will test the committee ’ s ability to estimate a completion 

date. Although some steps will be ongoing, most will have end points. The 

fi rst estimates will probably be inaccurate. However, the experience of seeing 

the plans develop over a few years will tend to teach the art of estimating 

time. Thus, each step will have its estimated date of completion. 

   Date Completed 

 The actual date of completion is entered in this box. Over time, this 

box will help the planning team understand which type of tasks tend to 

be completed within a predicted time and which tend to need more. Since 

estimating the time required is not always easy, these boxes provide the 

planning team with important data. When entered into a spreadsheet pro-

gram, these data help to track the progress of action plans. This will cause 

the team to review and monitor plans that are not on pace. Some action 

plans will have to be altered or scrapped because of changes in the external 

environment. An example might be a new state mandate that runs counter 

to the direction of the action plan. There could also be a change in the 

internal world (the school) that causes an elimination of a plan. If, for 

example, the person responsible for the completion of the plan had his 

position eliminated, the plan would probably not be completed. Such a 

plan would probably not have a completion date and would have to be 

reviewed as soon as possible.   
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 Resource Requirements/Cost Analysis 

 The two most precious resources of most schools are money and time. 

Most plans will have to estimate both. Because of the growing scarcity of 

these resources, estimates should be as realistic as possible. 

 The money could come from a reallocation of existing funds or a request 

for new funding. Since budgets are usually proposed 6 to 18 months before 

the money can be spent, the start date will be different for newly appropriated 

monies in contrast to reallocated dollars. 

 The planning committee may need help from administrators on the 

committee who are familiar with the planning process. Obviously, there will 

be a need to total the cost of all the action plans and their time requirements 

before the priority-setting process occurs. 

 The cost analysis for developing strategies to increase literacy would be 

$3,000 in the fi rst year ($2,000 for training/staff development and $1,000 for 

materials); $5,000 in the second year ($3,000 for training/staff development 

and $2,000 for materials); $8,000 in the third year ($5,000 for training/staff 

development and $3,000 for materials); $10,000 in the fourth year ($6,000 

for training/staff development and $4,000 for materials); and $11,000 in the 

fi fth year ($6,000 for training/staff development and $5,000 for materials).   

 Communication and Information 

 Communication and Information are not sections of the vision statement, 

but they should be considered when developing action plans. Communication 

is important because the way strategic planning is presented to the greater 

community will determine its success. The most rational and elegant plan can 

be rejected by the board of education and the greater community if it is not 

presented in an understandable form. Critical information must be available 

to the committee. It includes committee fi ndings and pertinent research. 

  Communication  

 Signifi cant attention should be brought to the “marketing” of this action 

plan. Since it will require the support of the parents, board of education, 

administration, and faculty, talking points should be developed by the 

 committee members. These talking points should anticipate the objections 

and push backs that will be faced in attempting to implement this action 

plan. Although we will be dealing primarily with educators, a volunteer with 

a marketing background would be invaluable at this stage. The committee 
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should develop a compelling package that would be diffi cult for a faculty to 

ignore. Too often the inability to deliver the compelling and obvious reason 

for adopting an innovation is the cause of its failure to take root. 

  Information  

 Since school librarians are usually the information experts within a 

school community, this function should come naturally. Any important 

fi nding, information, and research should be organized by the school 

librarian and made readily available to the planning committee members. 

In the beginning, it would be very benefi cial to set up a Web site or ning. 

Although the committee members should be part of the design process, the 

Web site or ning should contain the major elements of the plan, including: 

   1.   Planning team contact information  

   2.   Preamble  

   3.   Recognized strengths  

   4.   Acknowledged weaknesses  

   5.   Identifi ed threats  

   6.   Values statement  

   7.   Mission statement  

   8.   Continue-stop-start  

   9.   Current context  

  10.   Strategic themes  

  11.   Site visitations (survey results)  

  12.   Vision statement  

  13.   Critical success factors  

  14.   Core processes  

  15.   Action plans  

  16.   Communications (talking points)  

  17.   Critical information (research, fi nding, test scores, other pertinent 

data)       
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      CHAPTER 9 

 Implementation   

 The most contentious, and potentially diffi cult, part of the planning 

process is deciding which plans will receive the most attention and when 

each will be implemented. This calls for a method of setting priorities. We 

will need the support, even if it is mostly moral, of all of the planning team 

members if we are to implement any of the action plans. It is important to 

bring them into the priority setting process. It is easy to defl ate the interest of 

some of the planning team members by not choosing to immediately imple-

ment their action plan. It is, therefore, imperative that they are part of the 

priority-setting process. 

 Each action plan should be reviewed by a committee of the whole. The 

school librarian should lead this process. The decision as to the priority of 

each action plan vis-à-vis implementation should be based on at least three 

measurements: 

  1.   Congruence with the mission and vision  

  2.   Feasibility  

  3.   Measurable student outcomes    

  Congruence with the Mission and Vision  

 To be consistent will the rest of the strategic planning process, the fi rst 

screening step is to look at the action plan in comparison to the vision and 

mission statements. Although such a comparison should have been taking 

place throughout the planning process, it is possible that an action plan will 

be proposed that does not seem to receive support from the vision or mission. 

Unless that plan can be revised through negotiations between the planning 

team and the action planning committee, it should receive the lowest priority. 

Plans that are easy to write and inexpensive to enact but do not have any 

real connection to the vision or mission statements are not going to move 

the school where it wants to go. Since it will be necessary to review many 

action plans, it would be useful to rate each of these on a high-priority to 

low-priority scale. A 6 through 1 scale for this and the other categories will 
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be helpful in determining the fi nal priority order. However, it would not be 

surprising if all the action plans received high grades for agreement with the 

mission and vision. 

  Feasibility  

 After deciding how closely the action plan conforms to the vision or 

mission, it will then have to be scrutinized according to its feasibility. Rarely 

will a school be able to avoid the realities of budgets, time constraints, and 

unenthusiastic staffs along with other real world considerations. Even if an 

action plan had a high mark for its synergy with the vision or mission, if it 

receives a low feasibility rating, it will probably be crippled from the start. 

 The main elements for judging an action plan ’ s feasibility are:  

  • Budget.  How much money does it require to initiate or maintain in 

comparison to existing or potential resources?   

  • Time.  Can this task realistically fi t within someone ’ s schedule or can 

a new position be created?   

  • Expertise.  How much specialization is required and does such expertise 

exist within the present staff?    

  Measurable Student Outcomes  

 The fi nal screening process involves what strategic planning for education 

is intended to address: improvement of student performance. As educators in 

the 21st century, we shouldn ’ t have to remind ourselves that the public that 

pays the taxes is looking for results. Although we tend to know that much of 

what happens in the education process is not readily quantifi able, the spot-

light of the media and most politicians will be on tangible results. Therefore, 

this, the third of the criteria for acceptance of action plans, has to have equal 

importance with the fi rst two, if not more so. 

 Having the fi lter of measurable student outcomes also acts as a safety 

net for the planning process. Because increases in student learning rarely 

happen by accident, this criterion should “make or break” the action plan ’ s 

acceptance. The committee designing the plan should know that concrete 

results will be one of the three major areas of the assessment of the plan. 

A plan may seem to be very close to the vision or mission and have a high 

feasibility rating, but it might have outcomes that are diffi cult to measure or 

demonstrate. Having this criterion will increase the vital support this action 

plan will need from the administration. Strategic planning could look too 

much like another bureaucratic exercise if most of the action plans do not 

point to changes that can be seen and measured within a year or two after 

enactment.   
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      CHAPTER 10 

 Final Deliberation   

 The planning committee must come up with a fi nal priority listing. 

Short of unanticipated largesse, there will be a line below which plans will 

not make the cut for funding and support. Before dooming a plan to ignominy, 

there are at least two ways to save it. The fi rst is to combine it, or at least 

elements of it, with similar plans that have a higher rating. The second is to 

phase it in over a longer time than originally proposed.   

 Through creative editing, the planning team can combine parts of action 

plans that do not receive high enough ratings with a highly rated plan. Although 

this should be done only when such an addition is seen as strengthening the 

accepted action plan, it serves a multitude of purposes. It tends to show the 

planning committees that there are certain shared themes or unities. It allows a 

particularly exceptional step of an otherwise lowly rated plan to be adopted. 

Finally, and most important, it tells the committee that wrote the action plan 

that its thoughts and work are valued.  

Action Plan (title):

Congruence with Mission and 

Vision

Feasibility (Budget, Time, and 

Expertise)

Measurable Student Outcomes

Total Score:

 Initiating the Action Plans 

 Once we have vetted our action plans and initiated them, we need to give 

more thought to the method of analysis we intend to employ. This would be a 

good time to bring the action plans to the attention of our supervisors. Since 

they have to direct their attention to the measurement of student outcomes, 
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their advice will serve multiple purposes. It will make them aware of a focus 

of the library ’ s program. It will tend to build ownership for the success of the 

action plan. Finally, it will alert them to the need for resources, especially at 

budget-building time. 

 As to the development of a method of analysis, administrators are quite 

familiar with various approaches. They could make suggestions as to what 

tool is the most appropriate for the action plan. One of the simplest tools 

is an online survey. If the district pays for a subscription to survey Web 

sites, such as   surveymonkey.com  , the school librarian and/or the planning 

committee could develop an appropriate survey for teachers or students. Since 

veteran teachers are usually interested in improving student engagement 

and performance, they should be able to discern if the innovation employed 

as a consequence of the action plan is having a positive impact on student 

learning. Although surveys do not carry the same gravitas as state-mandated 

assessment results, they can be an important indicator of an innovation that 

is beginning to take traction. 

 I developed the following survey for teachers to track the impact of 

a plan to incorporate the use of one of our subscription services, Facts On 

File ’ s “Issues and Controversies,” into a requirement assignment for all tenth 

graders. It is a writing and speaking exercise, referred to as “Sophomore 

Speakout.” Each student must write a speech that addresses a serious issue 

that is of personal concern. Since our state testers often choose from this 

database when creating a critical writing task, this assignment is designed to 

teach reading strategies that are needed be able to write an essay that reaches 

the state standard. Although the outcomes are different, a speech versus an 

essay, the reading and analytical skills are very similar. 

 This survey is intended to be given soon after the speeches are graded. 

It only requires a few minutes of the teachers ’  time, but it will serve as the 

fi rst measurement of the success of the innovation. Since this unit will be 

assigned to all tenth graders, I will be able to see if the teachers ’  perception 

of success or failure of this unit coincides with the percentage of students 

who achieve standard (district ’ s goal) on this part of the Connecticut Academic 

Progress Test (CAPT). Over the course of two or three years, these two data 

points should inform us as to whether this teaching unit is promoting student 

literacy (reading and information) and is worthy of incorporation into the 

tenth grade curriculum.        

  SAMPLE SURVEY  

  1.   I found the lesson on using the “Issues and Controversies” database to 

be time well spent.  

  Strongly agree   
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  Agree   

  Neutral   

  Disagree   

  Strongly disagree     

  2.   The eBoard tutorial was helpful for students who were absent or those 

who needed to review the steps to fi nding information in the “Issues 

and Controversies” database.  

  Strongly agree   

  Agree   

  Neutral   

  Disagree   

  Strongly disagree     

  3.   This research assignment was good preparation for writing the essay 

for the Sophomore Speakout.  

  Strongly agree   

  Agree   

  Neutral   

  Disagree   

  Strongly disagree     

  4.   This research assignment was good preparation for the Interdisciplin-

ary Writing section of the CAPT test.  

  Strongly agree   

  Agree   

  Neutral   

  Disagree   

  Strongly disagree     

  5.   The most helpful part of “Issues and Controversies” was:  

  Its organization   

  Its succinctness   

  Its graphics   

  Its narrative style   

  Its keyword section   

  Its referencing other Web sites     

  6.   The second most helpful part of “Issues and Controversies” was:  

  Its organization   

  Its succinctness   

  Its graphics   
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  Its narrative style   

  Its keyword section   

  Its referencing other Web sites     

  7.   The third most helpful part of “Issues and Controversies” was:  

  Its organization   

  Its succinctness   

  Its graphics   

  Its narrative style   

  Its keyword section   

  Its referencing other Web sites       
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      CHAPTER 11 

 Other Considerations    

 Annual Goals 

 Since most school librarians are expected to submit annual goals for 

the evaluation process, it would be a powerful statement to incorporate one 

of the action plans into the goal. Indeed, using the analysis of an action 

plan as a part of professional goal, the school librarian could be a model 

for the rest of the faculty. Such a goal shows that he is focused on student 

achievement, knowledgeable in data collection, willing to analyze data to 

adjust the innovation, and can determine the place of this goal in the long-

range plan for the school library. (See Part II of this book to determine ways 

to build congruence between the library ’ s strategic plan and the school or 

district ’ s strategic plan.)   

 Sustainability 

 The fi nal step in the planning process is the one that is most prone to 

failure. It is the process of turning the action plans into long-term change. 

I have found that this is the part of the planning process that calls for the 

greatest fortitude on the part of the school librarian. Even if the action plans are 

collaboratively developed, someone has to be responsible for their oversight. 

Plans will not implement themselves. As the planning team members move 

on to their normal professional and personal lives, the school librarian will 

be faced with keeping the action plans moving and vital. There are three 

supports to promoting sustainability. They are: 

  1.   Relationship among the parts of the planning process  

  2.   Understanding the change process  

  3.   Professional development    
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  Relationship Among the Parts of the Planning Process  

 The fi rst time through the planning process, it is necessary to go through 

the various steps sequentially. However, this linear approach is mostly for 

purposes of learning and team building. Once the planning team has all the 

steps completed, it is no longer a sequential process. Although elements 

of the plan, especially continue-stop-start and current context will have to 

be reviewed and updated, it is not a matter of “returning to go,” as in the 

game of Monopoly. Rather, this and the other steps become subsystems to 

the process of strategic planning. Just as the various subsystems of the body 

(circulatory, respiratory, etc.) function simultaneously, so too should the 

elements of the strategic plan. Thus, the school librarian should have ways of 

monitoring the external environment (see External Scanning in Part II of this 

book) and the internal world of the school (see Internal Scanning in Part II 

of this book) and be thinking how these affect the strategic plan. The vision 

will change as the other elements of the strategic plan are altered. Although 

the mission may not change very much, its dynamism comes from its serving 

as a touchstone against which the action plans are held when they have to 

be reviewed as a consequence of changes in the vision. As action plans will 

have to be changed when the other parts are altered, they can also cause the 

other elements to be rewritten. Thus, the mistakes made in the design and 

implementation of action plans become the necessary data the planning team 

needs to adjust and revise. Failure is inevitable. Learning from these problems 

is the challenge of keeping the plan dynamic. 

  Understanding the Change Process  

 Since the implementation of an action plan is going to cause a change in 

one or more staff members, we should become familiar with what research 

tells us about this process. Although I elaborate on this dynamic in the second 

part of this book, we can anticipate that the people involved will resist some 

or all of the innovation the action plan is promoting. Luckily, there is 

extensive research that shows what interventions are the most effective at 

each step of the change process. The Concerns-Based Adoption Model is the 

most powerful tool to use in the educational setting. A succinct description is 

available at the National Academies ’  Web site,   http://www.nationalacademies.

org/rise/backg4a.htm  . 

  Professional Development  

 Because overseeing the strategic plan calls for leadership skills, it would 

be helpful for the school librarian to be trained in the concept of leadership 

from the middle. Because there is growing awareness of the importance 

of middle managers, there has been a growing emphasis on training these 

essential leaders. An interesting Web site to visit is Sue Menzie ’ s Tapestry 
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Leadership Concepts at   http://www.tapestryleadershipconcepts.com  . 

Particularly intriguing is her online article on “Sandwich Leadership” at 

  http://www.tapestryleadershipconcepts.com/articles/sandwich  . 

 Since other middle managers in a school could benefi t from such  training, 

it would be worth developing a cooperative training program with them. Since 

most of the issues of middle managers are unique to this “in-between” status, 

development of synergy should be well received. Another interesting approach 

is what Allan Cohen of Babson College refers to as the “Infl uence Model” 

  http://www.infl uencewithoutauthority.com/images/Infl uence%20article%20

J%20Org%20Excellence.pdf  . Although this is not specifi cally about school, 

he points out the value of middle managers for all organizations.   

 Periodic Updating 

 In addition to the regular monitoring and adjustment of the action plan, the 

greater strategic plan should be reviewed at least once per year. Although most 

of the sections will remain the same, continue-stop-start and current context 

should be visited annually. The most effi cient way for these to be reviewed is 

to have a blog set up, within which the staff and planning team can make sug-

gestions and comments. When the annual meeting to address the needed changes 

takes place, these suggestions can be reviewed. Since the school librarian(s) 

has the ultimate responsible for the supervision of the library program, he 

must decide which suggestions are mission/vision driven and which are not. 

It is important to point out to the staff or committee members who make the 

suggestions that they do or do not fi t into the agreed upon strategic plan.   

 “Nuts and Bolts” Issues 

 Strategic planning is designed to be long term and mission/vision driven. 

It is not meant to address the bric-a-brac of daily management. Indeed, it is 

a process that allows us to move beyond the day-to-day concerns. This is 

not to say that we should not address these issues. Indeed, a school librarian 

would probably fi nd himself out of work if these daily management issues 

were not addressed. There have been various books written on daily manage-

ment of school libraries. Brief daily meetings with the entire staff are very 

benefi cial. They should be short and highly informational. The calendar for 

the immediate day or two should be reviewed for anything out of the routine. 

Beyond that, sharing a scheduling calendar in Microsoft Outline, Google 

Apps, or similar programs is advised.    





      PART II  

 Participating in the strategic planning process over the last 25 years has con-

vinced me that school librarians have unique talents to bring to a school or 

district planning team. In this part of the book, I will attempt to explain how 

the process works. Additionally, I will show how the school librarian can 

become a vital member of the planning team and apply strategic planning to 

the library program. Strategic planning by its very nature is inclusive and 

group oriented. A plan congruent with the whole school has an excellent 

chance to succeed. Once you truly enter this process, it becomes impossible 

to go back to business as usual. Your perspectives on schools, learning, and 

resources change signifi cantly. As a school librarian, this is simultaneously a 

time of bewilderment and excitement. It is my hope that the excitement will 

come through in this explication of the process of strategic planning. 

 This is intended to be a guidebook for change. It is designed to stand 

in contrast to the typical planning that takes place in most schools. Since 

strategic planning will vary according to the understanding of the planning 

team, it is not meant to be a cookbook. Rather, it is an outline of some 

successful approaches within each of the major components of strategic 

planning. Although each phase is a stepping-stone in the process, some will 

receive more attention because of their relative importance. It would be 

presumptive for me to infer that this is the only model a team can employ. 

However, experience has shown that it is a successful one. 

 Throughout the process, I will explain the steps of strategic planning 

and the role of the school librarian in each. However, given the demo-

graphics of virtually all schools, the school librarian cannot hope to be 

successful without working with or as part of the school planning team. 

I will offer suggestions as to how to become an integral part of a school ’ s 

planning process. Each of the elements of the plan will be explained. The 

responsibility of the planning team and the role of the school librarian will 

be presented. The desired outcome is for each school librarian to be viewed 

as a necessary part of the restructuring process. 

 This section is an outgrowth of numerous workshops I have offered 

throughout the country. I have been invited to present to all the major asso-

ciations that involve school librarians. These and regional group offerings 

have allowed me to hear the comments of many school librarians and other 
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educators. Even when the program was not a featured offering within a 

conference, it drew sizable numbers of participants. I hope to reach those 

who could not attend my workshops, and I want to afford to those who have 

attended the opportunity to refl ect on the major elements of strategic plan-

ning. Since there is very little written on strategic planning for the school 

librarian, I hope this book will prove to be a catalyst for change within the 

profession. 

 As we look at the criticism directed at public education both from 

within and without, there appears to be consensus in a few areas. Among them 

is the need to produce better student outcomes, the lack of consistent national 

leadership, and the frequent absence of a clear vision for change on the part 

of the local school or school district. The last should be the fi rst priority. 

A school and its school librarian cannot signifi cantly increase student per-

formance without developing a vision of a new, more responsive school. 

Only when the number of schools that have renewed themselves reaches a 

critical mass will national goals and direction be meaningful and attainable. 

Student outcomes have not and probably will not improve without a strategic 

planning process. Specifi cally, this is a process oriented toward developing a 

vision of how the school should evolve. Additionally, it is a systematic plan 

for turning that vision into reality in each school. Finally, it is totally focused 

on signifi cantly improving student outcomes (scores or assessments). 

 When we compare long-range planning in public education to that of 

industry or even nonprofi t organizations, education is signifi cantly behind 

(  Conley, 1992  ). This is not to say that no planning has taken place. Schools 

have attempted to project building space needs in a growing population and 

have planned to scale back in a constricting situation. We have planned 

for bond issues and developed elaborate bureaucracies to answer real or 

perceived needs. Educators have also been able to plan budgets a year or 

two in advance. Some pundits have called this the “Four B ’ s” approach—

buses, budgets, bricks, and butts (seating space). Factors such as power-

less teachers, constrained administrators, rotating membership of boards of 

education, emphasis on textbooks, and curriculum coverage have tended to 

preserve a system that almost no one feels is adequately doing its task of 

preparing students for the 21st century. Enter strategic planning. 

 Strategic planning distinguishes itself by being not only for the long 

term but also visionary. It tends to focus on the big picture in the educational 

reform movement. It seeks to steer schools clear of interest-group pressures 

and reactive decision making. Strategic planning is best understood by con-

trasting it with typical educational planning. 

 What follows is an example of what usually passes for planning in schools. 

It will, by contrast, illustrate what strategic planning should be. In this example 

of nonstrategic planning, a superintendent convenes a committee of adminis-

trators and staff, including the obligatory percentage (30 to 50 percent) chosen 
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by the bargaining unit (union). They are charged by him to come up with a 

state-mandated, fi ve-year professional development plan. They are allowed 

release time, about fi ve mornings, to listen to consultants and representatives 

of bellwether school districts. They are then asked to come up with, by brain-

storming, a list of focus areas. Some 50 areas are identifi ed. A subcommittee 

is appointed to condense this list into a more workable one. The new list 

contains 13 focus areas. At this stage, people seem to be participating and 

developing ownership. Planning can often experience this honeymoon period 

before the realities of the educational bureaucracy come to the fore. 

 There is a hiatus of four months after which the committee is convened 

for the fi nal time. It is told by the superintendent that the 13 areas have 

been divided into three categories: instruction (nine), wellness (one), and 

incentives and rewards (three). The nine instructional areas are to be covered 

by requiring all staff members to take at least the introductory course to a 

nationally syndicated program of instructional improvement. The decision 

of the fi t of this offering for the staffs of the schools involved is solely the 

superintendent ’ s. This determination was made even though he had never 

taken the course himself. Both the wellness and incentives and rewards areas 

are relegated to study committees, which are never convened. Although the 

committee approves the plan, ownership is lost. When the members of the 

committee are questioned by their fellow faculty members as to why they 

voted for something they did not believe in, they say they view the process 

as a charade or an administrative ploy. In subsequent years, virtually no one 

in any of the district ’ s schools, except committee members, can identify that 

there is a fi ve-year professional growth plan. When, after fi ve years have 

expired, the state department of education representative announces that 

she is coming to the schools to review the plan, it takes a few days to locate 

the document! 

 This plan was not strategic because it lacks many critical elements. 

 Specifi cally, if a plan is strategic, it should have each of the following 

elements (see fi gure on next page):  

 External scanning (looking at our surrounding environment)   • 

 Internal program scanning (taking a “snapshot” of our school)   • 

 Organizational analysis (accessing our strengths and weaknesses)   • 

 Vision and mission statements (determining what our school should • 

look like)   

 Action plans (showing how we plan to get to the vision)    • 

 By comparison to this typical approach to educational planning, strategic 

planning from the beginning establishes that it is ongoing, comprehensive, 
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participatory, and systematic. One of its critical or defi ning elements is its 

use of broad questions about a school ’ s current internal state in relation to 

its external environment. It attempts to deal with the unpredictability of 

the future (  Conley, 1992  ). Thus, the previous example would be handled 

as follows: 

 When the individual school is asked to join the planning of a fi ve-year 

professional development plan, it attempts to apprise the superintendent that 

it views such planning as fragmented and ultimately futile. It warns him that 

any change in a system, such as a school, eventually causes other changes in 

a ripple-effect manner (  Perelman, 1988  ). The preferred approach is to estab-

lish a planning team to bring order to the process of educational reform. 

It invites the superintendent to join this planning team.
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    CHAPTER 12 

 Convening the 
Planning Team   

 There are numerous ways and means of establishing a planning team. 

However, the team should have certain characteristics. It should be, if 

possible, site based or centered in and around the reform of a single school. 

Although there can be assistance from the central offi ce, the actual planning 

should be home grown (Fullan, 2000). It is made up of people involved in 

that school who see the need to change and are willing to exert the effort 

and donate the time to see it happen. It should be composed of those who 

command enough respect from their fellow staff members to endure the 

inevitable criticism and anger the change process brings (  Leon and Davis, 

2009  ). It should have representatives of most of the major areas and groups 

of the school. Although trying to get all factions represented could be a form 

of chaos, key elements cannot be ignored. Thus, administration, faculty, the 

board of education, parents, and students should be involved. 

 The fi rst hurdle will probably be the selection process. We, as educators, 

tend to elect our representatives to committees. Although this has tended to 

serve us well in management-versus-labor negotiations, it is probably not the 

best approach to begin the change process in a school. Often the people who 

are elected or are appointed by the bargaining unit (union) are people who 

are relatively comfortable with the way the school is run. They are viewed as 

sturdy fi ghters who can stand up to management. This approach has tended to 

kill initiatives on the part of the agents of change in the building. Those who 

would promote new approaches are often viewed as different and vaguely 

threatening. How, then, can these midwives of change be put in a position 

where they can affect innovation? Before we answer this question, we should 

be cognizant of two other necessary components of the selection process. 

 Although the research is conclusive, there are indications that there 

are two critical elements in convening an effective planning team. The fi rst is 

that the members of the team be willing to carry the standard of restructuring 

throughout all the ensuing battles. The second is that the team be given the 

support of and be nurtured by at least one infl uential administrator, preferably 

the superintendent (Fullan, 2000). 
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 Let us look at an example of team selection. This will address the 

issues of membership, leadership, and support. In this situation, the team 

is convened by a principal. This follows a request by the faculty that 

someone oversee the dizzying array of change initiatives—assessment, 

cooperative learning, technology integration, process writing, reading and 

writing across the curriculum, critical thinking, professional development, 

and so on. Each of these areas is represented in the school by different 

committees. The committee chairs are formed into a study team called the 

roundtable. This appellation is chosen as being symbolic of a committee 

willing to share and listen on a democratic basis. The group ’ s name will 

later be changed to the futures committee, refl ective of the notion that 

there are many possible futures the school can attempt to invent for itself. 

The school librarian is asked to be part of this committee not because of 

the many reforms she is initiating in the library but because of her work 

on the professional development and technology committees. This points 

up the need for school librarians to be leaders in areas outside their usual 

domain. Involvement in curriculum, instruction, assessment, or literacy 

committees would also tend to put the school librarian in a position to be 

chosen as part of a planning team. 

 This example can be translated to schools with different governance 

structures (e.g., grade team leaders or skill specialists). The structure is not 

as important as is the perception of the need for change. Institutions usually 

are comfortable with the status quo. Change is diffi cult and usually unwel-

come (  O ’ Neil, 1993  ). Although part of the membership could be elected, 

the critical piece is that the change agents are allowed to be in an environ-

ment where the committee members are looking for better ways of doing 

business. 

 The futures committee meets three times before it begins to form its 

identity. Since most members play dual roles as teachers in their own dis-

ciplines and committee chairs, they immediately see the need to establish a 

means of planning for the future. If a method is not found, they sense that 

there is a high probability that discussions will deteriorate into turf battles 

over whose innovation should be funded. Since about half of the members 

are also department chairs, the scars of territorial battles are many and right 

below the surface. A different approach is needed, one that education 

systems typically do not offer (  Dunsworth and Billings, 2009  ). 

 Since there few successful educational planning models, the futures 

committee turns to industry and nonprofi t agencies. They are greatly aided 

by a board of education member who has many years of experience in 

corporate planning. He helps the committee realize from the start that its 

role is that of long-range planning and is not a managerial one. This is not an 

administrative council under a different name. His experience has told him 

that to mix these two functions, planning and management, causes too much 
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confusion for everyone involved. This is a new way of thinking for schools, 

as is most of strategic planning. 

 As with most schools, the strategic planning model found in the private 

sector is adapted. Whereas businesses usually opt for a “top-down” approach 

where a planning team meets in seclusion to decide the future of the corporation, 

educators have made the process much more participatory (  Conley, 1992  ). 

 A member of the futures committee who has had experience in 

municipal government realizes, after studying various approaches, that 

something is missing in the models or processes studied. Although most 

plans have a mission statement, they do not seem to embody a vision of the 

future. Thus, it is decided that a mission statement should not be written 

before a vision statement is composed. This proves to be the most impor-

tant decision on the part of the committee. A mission statement should be 

composed after a vision is presented. Indeed, this person becomes what 

some researchers call the “process champion,” who helps the planning 

team focus on the steps of the process of strategic planning. Such a person 

is invaluable (  Conley, 1992  ). 

 At this point, the superintendent begins to attend the meetings more 

regularly. Although she is very busy, she is fascinated by the enthusiasm she 

sees coming from this mixed group. She begins to see teachers in a different 

light. Although they do not have her perspective or experience, they present 

notions of school reform that are both fresh and school based. She gives her 

approval for some money to be spent on substitutes so that the futures com-

mittee may meet during the school day. She also approves the principal ’ s 

notion of having the home economics department cater the lunch for the 

committee. This and a few other perquisites help convey to the group that 

they have very important work to attend to. Although the business world 

tends to give its change agents training and amenable meeting facilities, 

educators are often expected to be treated as anyone else in the building and 

receive little attention to human comforts. Under the rubric of egalitari-

anism, we seem to ignore the fact that people need incentives to be able to 

sustain change. Individual initiative and group identity are essential parts 

in making strategic planning successful. Individuals tend to participate in 

projects such as these for one of three reasons: recognition, power, or affi li-

ation. Those who tend to need recognition will see this as an opportunity to 

be valued for their contributions to the goals of the group. The members who 

seek power will tend to view the planning team as a source of control over 

the reform process. Those who desire affi liation seize on this invitation to be 

part of the most active and, hopefully, most respected group in the building. 

Simultaneously, the group must quickly develop an identity. Those who need 

recognition should be given tasks in each of the planning steps that make the 

most of their abilities. Members who want a position of authority should be 

shown how the process of consensus building is the road to ultimate power to 
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change the school. Those for whom affi liation is the prime motivator should 

be encouraged to develop means by which the members can build an esprit 

de corps. 

 Vis-à-vis the rest of the school, all of this will cause friction from the 

start. If certain people are chosen to be in this special study group, others 

will inevitably feel left out. If the committee does not communicate what 

it is doing to the rest of the faculty and the greater community, it will build 

a wall of resentment around itself (  Conley, 1992  ). I suspect that the only 

way a school can avoid having this friction becoming debilitating is by 

annually rotating in a sizable minority of new members. Attention has to 

be given to ensure that people who are dissatisfi ed with the status quo are 

in the majority. This can be accomplished by having an equal number of 

members elected and appointed. The appointed members should be chosen 

from among those people who have shown their desire to change the existing 

process of education.  

 The School Librarian and Leadership 

 Over the past two decades, I have been part of two national consortia 

sponsored by the Association for Supervision and Curriculum Development: 

the High School Futures Consortium and the Restructuring Consortium. 

Both dealt with ways of inventing the type of schools we will need. The 

Futures Consortium focused on what the high school of the future should 

look like. Since virtually every type of high school was represented, common 

understandings of teaching, curriculum, governance, and technology were 

emphasized. The Restructuring Consortium had representative schools from 

a variety of school systems and from across grade levels. In all, 45 schools 

were represented by approximately 300 educators and parents. Only a hand-

ful of school librarians were chosen to represent their schools. When the 

administrators of the various schools were asked why they had omitted school 

librarians from their planning teams, they typically replied that they did not 

think to include them. 

 One of the reasons researcher Patricia Cox mentioned as to why the 

school librarians seem to be the nonpersons of the educational world is 

the attitude of teachers and administrators toward them. She surveyed these 

groups as to why school librarians were not more visible. She found that 

they were viewed as people who have little adult-to-adult contact with 

other educational professionals in the building. Unless teachers or admin-

istrators can observe all the varied tasks of the school librarian over a 

long time frame, most see them as being less than real teachers. Although 

we entered this profession to help children and most of us receive our 
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greatest satisfaction from that interaction, we now need to assume roles 

that include more adult interaction. It is a simple but painful fact that 

those who are not seen as valuable will increasingly be seen as being 

expendable. 

 The initial task for the school librarian is to make sure he is part of 

the local planning team. This will not be done on the strength of running 

an exemplary library program alone. Rather, it will come pursuant to the 

school librarian meeting with like-minded change agents in the school. 

This collaboration should occur on a common ground. The natural areas 

would be committee involvement with literacy, professional development, 

or technology. However, instructional improvement or assessment offer 

possibilities for synergy. We cannot afford to keep a low profi le. 

 One of the fi rst paradigm shifts is to begin to expand our notion of 

a leader in the educational community. Many of us still view this as an 

either/or situation. Specifi cally, you are either an administrator/leader or 

a teacher/follower. Restructuring will cause a change in the designation 

of leadership roles. We are beginning to see the creation of task-specifi c 

or situational leaders. These are teachers who, while remaining essen-

tially in the classroom, assume part-time leadership roles. They could 

include, among others, literacy coach, writing specialist, learning special-

ist, instructional peer counselor, and study group facilitator (  Zmuda and 

Harada, 2008  ). Since few schools can afford to hire multiple consultants 

to bring about needed changes, people already on staff will have to assume 

specifi c roles. The school librarian has strengths that should be capital-

ized on by a restructuring school. The school librarian is the closest per-

son a school has to an information specialist. Any organization that hopes 

to stay current must have a person who knows how to organize informa-

tion and how to access it. In addition, he has to know how reliable the 

source is and the characteristics of the clients of the information. Since 

we are always accessing information, many times we forget that not all 

people are as facile in this area as we are. In many respects, education is 

an information-poor domain (  Banathy, 1991  ). Local decisions are often 

based on outdated or poorly researched information. Administrators are 

often satisfi ed with their staffs being knowledgeable in their various disci-

plines or grade levels. However, those disciplines or grade levels will never 

truly be integrated until the teaching staffs understand how everything fi ts 

together. Interdisciplinary education forces all parties to take information 

from various areas and turn it into a meaningful whole. The school librar-

ian is an essential part of this synthesis. However, this integration cannot 

take place until the school has a plan for doing it. To be successful, a stra-

tegic plan must be driven by accurate and timely information. If not, we 

will have tens of thousands of schools attempting to restructure without 

benefi t of comparative information. A school librarian is an invaluable aid 
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in the process of networking with other schools to learn about reform and 

benefi t from others ’  mistakes.   

 Congruence Between Plans 

 The school librarian is responsible for writing two strategic plans. As 

mentioned earlier, the school librarian is an integral part of the school ’ s 

planning process and, therefore, has a responsibility to see that the plan 

is written and acted upon. In addition, the school librarian writes a plan 

for the library. Indeed, the library plan is one of many submitted by the 

various departments or grade levels of the school. The elements of these 

plans will be described throughout this part of the book. It is critical that 

they be written with a sense of unity or congruence in mind. Even in site-

based management, a balance must always be struck between the necessary 

autonomy of various departments or areas and the central planning process 

of the school (  Fullan, 1993  ). A plan written for the library by the school 

librarian will be composed for a greater audience than the school librar-

ian. The planning team and all other parties need to be able to recognize a 

centrality of vision. The most eloquent plan written in isolation may even 

bring the program national recognition, but it is ultimately an exercise in 

futility if the administration and staff of the entire school do not understand 

and appreciate it. 

 What I am proposing is not going to be simple or quick. We all have 

to learn how to play under new rules. Maybe it would be helpful to take 

a notion from industry. When you take a product and add something to it 

through a certain process, you call it value-added manufacturing. We, as 

educators, tend to recoil at the notion of being compared to the makers of 

goods. However, we can still borrow from that world. How would a school 

librarian or any educator answer the question, 

 “What value does your program add for the student during his tenure at 

your school?” The related question is, “How do you measure that value?” If 

we hide behind platitudes and excuses rather than answer these challenges, 

someone else will answer them for us. Since benevolence will not reign in 

public education over the upcoming years, can we afford to let someone else 

determine our worth? Strategic planning involves a means of bringing the 

school librarian into a central role in answering the aforementioned challenges 

to the school and the library. When they are properly answered, a vision will 

have been developed, a vision for a restructured school and library. 

 There is a process to strategic planning. It has certain elements or 

steps: an external scan, an internal scan, an organizational analysis, a vision 

statement, a mission statement, and action plans. 
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Figure 12.1. Strategic Planning Process

 It is important to go through each step to have a successful experience 

(see   Figure 12.1  ). However, it does not end there. Strategic planning should 

be ongoing and systematic. The school should continue to review and refi ne 

each step indefi nitely. A static or nonstrategic plan is considered done when 

it reaches its written form. A strategic plan is never fi nished.        
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      CHAPTER 13 

 External Scanning   

 As the term implies, an external scan is the process of looking out at 

the external environment of the school to glean the most important trends 

that will probably have an impact on it. Let us consider an analogy. Suppose 

we are entered in a sailboat race from Newport, Rhode Island, to Bermuda. 

We set our course based on knowledge of the external world. This should 

include knowledge of typical weather conditions for the time of year and of 

severe weather conditions. Suppose, further, that when we embark on this 

race we are blown off course during a storm. Any good sailor knows that 

the original plan will have to be altered. The external world changes, and 

a dynamic plan responds. This adjustment is logical and second nature to a 

respectable navigator. However, many educational plans are not dynamic. 

They are rigid to the point that if applied to this analogy, they would cause 

the sailor to sail back to his original course rather than set a new one. In other 

words, once put in print they become impervious to changes in the surrounding 

environment. Static plans are the norm in the educational world. We write a 

fi ve-year technology plan with no built-in adjustment mechanism. However, 

once the strategic planning process begins, it never ends. The time and care 

spent on completing and understanding each step in the beginning are well 

worth it. You will become, as a school librarian, an invaluable resource for 

your school in effecting a strategic plan. 

 For purposes of understanding, the external world is divided into 

concentric circles radiating from the center (the school) but excluding it. 

The closest circle is the local community, which for our purposes is the local 

school district. Moving out to the other circles we fi nd the state, nation, and 

fi nally the world. The inner circle, the school, will be treated in the internal 

scanning stage. When we execute this fi rst step of planning, our task is to 

identify the trends that are emerging within these areas or circles. The typical 

reaction from educators at this point is to ask why it is necessary to look at 

the outside world. We educators are used to functioning in an information-

poor environment (  Joyce, Wolf, and Calhoun, 1993, 22  ). How is this relevant 

to the task at hand? The reasons are twofold. First, most of the changes that 

have come to education and remained have not come from within but from 

without. The history of public education in this country has been a series 

of mandates and fi ats from local, state, and federal legislative bodies. 
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From compulsory attendance until the age of 16 to No Child Left Behind 

Act of 2001, few if any reforms came from the grass roots of the educational 

community. They came from those people outside the process who felt that 

only legislation could remedy a societal problem. These remedies were, 

almost invariably, imposed from above. In addition, they were placed on top 

of previous reforms. Since they were imposed from above, they tended to 

make schools more responsive to higher authorities than to their own students ’  

needs (Hill and Bonan, 1993, p. 25). 

 The second reason is changes that eventually have an impact on us are 

usually developing long before we respond to them. Unless we want to 

be continually caught off guard, we should take a more proactive stance. 

If we spot a trend at the stage where we have enough time to prepare for 

it, we can develop an answer or plan to deal with it. The trick is to become 

adept at spotting trends and then projecting how they will have an impact on 

the school.  

 Looking at the “Worlds” 

 Although we could begin our scanning with any of the “worlds” infl u-

encing our school, it is usually easier to begin with the greater planet (see 

  Figure 13.1  ). Selectivity is, obviously, important from the beginning. The 

charge of the planning team is to fi rst look for major international trends. 

Next, it looks at national, state, and local trends. It then takes the trends 

and puts them in order of priority as to how they will affect the school. It is 

helpful to formulate categories to make organization easier. For instance, the 

trends might be organized in the following fashion:  

 Societal trends (major shifts in society)   • 

 Economic trends (global economic trends and their impact on the • 

local economy)   

 Educational trends (new knowledge of learning and instruction)   • 

 Technological trends (new technology either directly infl uencing the • 

learning process or affecting the learning community)   

 Health trends (diseases and cures directly affecting children)   • 

 Governmental trends (changes in how governments govern)    • 

 The list will vary, of course, with the type of school and its location. 

A school near a major airport would need to know about trends in transportation. 
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A technical high school would have to look at career trends on the international 

scene. An elementary school would need to know about developments in 

child care. As with all parts of strategic planning, each school will come up 

with a list that it feels is most appropriate to its situation. The object is to 

identify those specifi c trends that will have the greatest impact on the school 

(see   Figure 13.2  ). 

 Although the planning team can opt to do an external scan in a short 

intensive session (e.g., a weekend retreat), it is usually preferable to stretch 

it out over a longer period. Each team member should be assigned an area 

(trend) to inspect. Try to assign by preference and areas of expertise. The 

natural tendency of team members is to question how knowledgeable edu-

cators can be in areas outside their domain (e.g., reading or science). The 

answer a school librarian should give is that you only have to be knowledge-

able enough to fi nd someone who is expert in that area. Often a nearby major 

corporation or its division will have access to global information, especially 

in relation to economic or demographic trends. Major utilities usually have 

people assigned to study trends that affect them and their customers. Health 

agencies are usually charged with identifying trends in the disease control 

area. These organizations are usually more than willing to share whatever 

information they have with the public. The United Way has a division in its 

    

 Figure 13.1.     Strategic Planning Process   
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national headquarters that does strategic planning. This section assists local 

chapters with their strategic plans. Since we work with some of the same 

populations as the United Way, we can piggyback on some of their fi ndings. 

Utility companies, especially phone companies, are constantly assessing 

new technologies and how they will affect different populations. Although 

they will withhold information that may affect their competitive stance, they 

will reveal the trends they have identifi ed.    

 This is usually an opportune point to enlist the help of concerned 

parents. Often parents whose jobs give them access to information on 

worldwide trends do not have the time to join a planning team. However, 

they can help present a report on one or more trend areas. In an urban 

situation, municipal agencies and major public libraries can offer invaluable 

assistance. 

 It is an excellent idea to have some basic questions to be covered in 

each area. They should include:  

 What are some of the major trends in this area?   • 

 What impact will these trends have on the local community?   • 

 When will these trends emerge on the local scene?   • 

 If we could look at one or two trends per area, what would they be?    • 

 An example of trend analysis in the external scan would be to look at 

the rate of labor force participation by women with school-age children. 

    

 Figure 13.2.     Strategic Planning Process   
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According to the Bureau of Labor Statistics, beginning in the late 1970s, 

more such women were working than staying home. Today, almost two-thirds 

of these women work. Although their percentage is smaller, a faster-growing 

segment is working women with children under six years old. This trend was 

actually quite clear to demographers over two decades ago. If strategic 

plann ing had been in effect in the early 1980s, schools might have addressed 

the needs of this population by planning incrementally. As a parent of children 

who needed child care, I would have gladly helped plan some sort of fee-based 

child care in the local school system. As taxpayers and voters, young parents 

would tend to be very supportive of a school that understands the needs of 

parents and preschool children. In addition, the trend in the 1980s toward 

more stringent academic requirements and the consequent reduction of many 

high school home economics courses could have been reviewed in light of 

the national need for safe and adequate child care. If these programs had 

been modifi ed to become self-sustaining, the needs of high school students, 

preschoolers, and parents could have been met. Although we can attempt to 

meet these needs today, some 30 years after the trend was fi rst identifi ed, slow 

and gradual phase-ins are usually much less disruptive. Proactive schools 

can usually deal with these trends with signifi cantly more energy and purpose-

fulness than can reactive schools.   

 As an example of an external scan, what follows is Joel Barlow High 

School ’ s (Redding, Connecticut) attempt to focus on the elements and events 

that will have the most impact on its future.   

 Global Issues  

   1.   There will be a shift in economic power away from United States.  

   2.   There will be a rise in the economic power of the Pacifi c Rim.  

   3.   Emerging technology will continue to be a dominant force, especially 

in the areas of communications and information.  

   4.   There will be an increased population shift toward Third World 

countries.  

   5.   Although there will not be any superpower confl icts, regional confl icts 

and asymmetrical warfare will increase.  

   6.   The commercial use of outer space will increase.  

   7.   Global warming will increase.  

   8.   With the decline of ideology, there will be a rise in economic 

imperialism.  

   9.   The most dominant health issues will be epidemics, aging, and 

advances in biotechnology.  

  10.   Education will be seen as increasingly important.     
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 National Issues  

  1.   Changes in Power Structure 

  A.   There will be a shift in jobs from traditional manufacturing to 

information/service or energy-smart manufacturing.  

  B.   There will be a psychological impact from being a debtor nation, 

especially vis-à-vis China.  

  C.   There will be a decline in the standard of living for most U.S. 

citizens.  

  D.   There will be a continued desire for “yuppie” things, that is, current 

fashions and signs of economic success.  

  E.   Society will become increasingly polarized between the haves and 

have-nots.  

  F.   There will be a continued fragmentation of values.     

  2.   Technologies 

  A.   U.S. leadership in areas of emerging technology is threatened.  

  B.   The volume of information is expanding rapidly.  

  C.   Communications technology will steadily increase the speed of 

and access to information.  

  D.   Convenience has become a lifestyle. Businesses are catering to a 

society that demands convenience.  

  E.   Work will continue to become increasingly high tech.  

  F.   There will be an increased need for direct human interaction, both 

physical and psychological.  

  G.   The way people view themselves will be altered because of the 

dynamic tension between traditional self-suffi ciency and technical 

dependency.     

  3.   Population Characteristics 

  A.   There will be continued emigration of Third World people to 

America.  

  B.   There will be a smaller percentage of school-age children in 

comparison to the rest of the population, due to the aging of the 

baby boom generation.  

  C.   The confl ict between cultural pluralism and assimilation will 

increase.     

  4.   New World Order 

  A.   The economic implications of the Defense Department ’ s restruc-

turing of its spending patterns will have a severe impact on national 

and state budgets.  

  B.   Our volunteer army will continue.  

  C.   Regional confl icts will affect the availability and delivery of 

energy resources.  



External Scanning  67

  D.   Developments in military technology will be transferred to 

consumer products.  

  E.   The fi nancial interdependence of the United States with other 

nations will become even more obvious.  

  F.   Increased confl icts will develop more chaos in political, economic, 

and social spheres.     

  5.   Space 

  A.   It will not be used for colonization in the near future.  

  B.   It will be used for military purposes.  

  C.   It will be used for research and development, especially in metal-

lurgy and pharmacology.  

  D.   It will be used for satellite communication.  

  E.   It will infl uence the development of technology throughout society.     

  6.   Environment 

  A.   It will increase the need for a wiser use of resources.  

  B.   It will increase risks and economic considerations in the area of 

health.  

  C.   It will cause the further development and use of resource-recovery 

systems.  

  D.   It will increase the inter-town and intra-town, state, regional, and 

international emotional confl icts.     

  7.   Multiple and Diverse Alliances Driven by Economic and Political 

Factors 

  A.   They will simultaneously develop and restrict new markets for 

goods and services.  

  B.   They will reduce or increase the availability of resources.  

  C.   They will affect the balance of trade between the United States 

and other fi nancial powers.     

  8.   Health 

  A.   There will be an increase in ethical considerations in the area of 

medical procedures, such as availability of organs for transplant 

and health care.  

  B.   New health care roles will develop.  

  C.   As costs increase, there will be a need for limits.  

  D.   There will be an increase in the life span of most people.     

  9.   Education 

  A.   There will be a need to reduce the dropout rate and the number of 

students at risk.  

  B.   There will be a need to increase our knowledge of international 

education.  
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  C.   Reform effects will increase policy development at the regional 

and state levels.  

  D.   The availability of education will increase, mostly through the 

application of advanced technology, such as online learning.        

 Local Issues  

  1.   Changes in the Power Structure 

  A.   There will be a demographic shift in the population of the town 

from the “native” (long-time resident) to the “technocrat” (transient 

with professional background and expertise).  

  B.   There will be a shift in political power from the old guard to the 

younger, active group that wants to control its families, land, 

schools, and tax dollars.  

  C.   The towns will continue to be the refuge of professionals.  

  D.   Established residents will try to continue as the “haves”—affl uent 

and in political control—restricting inroads by the “have nots.”  

  E.   This restrictive philosophy will cause a strain on the local tax 

base.  

  F.   There will be a continued willingness to let children work part 

time.  

  G.   Most parents will want social morality/values taught in schools.  

  H.   There will be an increased reliance on the educational system to 

respond to social issues.     

  2.   Technologies 

  A.   Residents will continue to be employed in the technology 

professions.  

  B.   There will be an increased use of technology in schools.  

  C.   Schools will continue to move toward the use of “cloud” 

computing.     

  3.   Population 

  A.   There will be an increase in the elderly population.  

  B.   The school-age population will gradually plateau.  

  C.   The socioeconomic makeup of the towns will not change, but there 

will be an increase in English as a Second Language families.     

  4.   Pollution 

  A.   Residents are particularly vulnerable to changes in the amount 

and quality of natural resources.  

  B.   The sale of watershed lands will have an economic, political, and 

environmental impact on both towns.  

  C.   The disposal of waste will increasingly be a problem.     
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  5.   Health 

  A.   Although there is a growing elderly population, there is not any 

real support for this group.  

  B.   There is a continuing need for health services/agencies in social 

areas: substance abuse, pregnancy, stress, suicide.     

  6.   Education 

  A.   Schools will continue to be a major economic factor.  

  B.   The majority of students will enroll in local schools.  

  C.   There will be a small but growing percentage of students attending 

private schools.  

  D.   Student preparation will continue to be toward college, specifi -

cally highly competitive ones.  

  E.   There will be an increased reliance upon schools for social 

services in prevention and rehabilitation.  

  F.   Online learning will be employed to offer more options to credit 

recovery or advanced placement courses.          

 The School Librarian as the Eyes and 
Ears of the Planning Team 

 The school librarian can and should establish a leadership position during 

the external scanning stage. Educators are usually unfamiliar with this type 

of fact fi nding and research. The planning team needs a person who can help 

people search for information in their appointed areas of investigation. The 

school librarian should act as a guide to the information. Among other things, 

he should help identify the best resources available. Since his schedule is more 

fl exible than that of most teachers, he should offer to take return calls from 

agencies and help organize the information. This is an excellent time to use his 

collaborative skills to reinforce that he is the information specialist of the team. 

If he is familiar with any of the various information skills models, he can tact-

fully apply them to the situation. If one uses the “Big6™ Skills” approach of 

Eisenberg and Berkowitz, the school librarian could use it to outline the research 

process (  Eisenberg and Berkowitz, 1990  ). Thus, he would ensure that: 

  1.   The problem is defi ned to the satisfaction of all members.  

  2.   An information seeking strategy is clearly defi ned.  

  3.   The information is properly located.  
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  4.   A system of information extraction is in place.  

  5.   The information is organized and presented in a way that the members 

can understand and use it.  

  6.   A system of evaluating the information and how it is organized is in 

place.    

 Although some team members will have a satisfactory research scheme, 

most will need some help in putting together fi les on their area. 

 This is a golden opportunity to introduce the planning team to subscription 

databases. He can guide the members through the initial searches and then set 

up e-mail alerts for the various committees. He will establish his position 

not only as the source of valuable information but as the person who can 

help others become savvy in the use of information technology. 

 One of the habits of the mind we should be trying to promote is lifelong 

learning. We, as educators, should be models of this approach to learning. 

School librarians keep current with the changing world by helping students 

comprehend it. However, many educators have to be shown that they can keep 

abreast not only in their domains but in other areas with relative ease (  Joyce, 

Wolf, and Calhoun, 1993  ). Perhaps it would be helpful to think of planning 

team members as our clients. It is our obligation to keep the clientele current 

and informed. Although they retain primary responsibility for their areas, 

they should come to rely upon the school librarian as someone who can 

help monitor major developments in those areas. This could be the beginn ing 

of an important new relationship with the faculty, administration, and com-

munity. There is no question that access to pertinent information is essential 

for the viability of any organization. For too long schools have not stayed 

current with changes in the outside world. School librarians are aware of 

how thoroughly the world of information has changed over the last decades. 

This pace of change can only increase. We should ensure that our fellow 

team members know how and where to access appropriate information. 

 Even if we do not become the chairpersons of these committees, we 

should become the eyes and ears of the group, the reliable source of timely 

and important information.   

 Assessing the Changing World of Libraries, 
Information, and Education 

 A school librarian has the obligation to scan the surrounding world for 

developments that may have an impact on the library. Begin with the greater 
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planet and move down to the surrounding community. Major changes in 

the areas of communications, instruction, technology, and others have to be 

evaluated. Predictions as to if, how, and when they will become part of the 

local program should be made. 

 The school librarian should routinely scan as many journals, Web sites, 

subscription databases, and blogs that predict changes in technology and 

information as time and budgets permit. The American Library Association 

and eSchool News provide free and valuable information at their Web sites. 

One very obvious trend in both technology and information is the compression 

of information into smaller, cheaper, and more portable storage devices. 

Another trend is the rapid conversion to remote server storage or cloud 

computing. Will this trend toward cheaper and faster information access be 

so accelerated by wireless that school libraries will become irrelevant as 

storehouses of information? At the very least, we know that this trend will 

only increase. 

 The advent of Wikipedia and its clones is proving to be an interesting 

challenge to school librarians. We can no longer emphasize its obvious fl aws 

and inaccuracies. It is a phenomenon that we have to account for in our 

information literacy instruction. For instance, recognizing that many of its 

articles are becoming too long and unwieldy, we can contrast them to the 

more concise and reading level–appropriate articles of subscription data-

bases. 

 These and other trends should be assessed for their predicted impact 

on libraries and school librarians. Just as the world is becoming the global 

village that Marshall McLuhan predicted a generation ago, so the world of 

the school librarian is becoming a series of networks on the local, state, 

national, and international levels. 

 Before we leave the area of the external scanning, it should be noted 

that there appear to be some very disquieting trends. One of these has been 

called the “de-skilling” of the profession. Automated systems in certain 

libraries (university, public, and special) have caused the downgrading of 

functions once seen as performed by professionals, such as cataloging 

and reference services. Ironically, this is at a time when information special-

ists should be more valued than ever. This trend is forcing us to defi ne ourselves 

in a different way. Looking into the future, we must fi nd those key aspects 

we can bring to our schools and become the unquestioned experts in them. 

The subsequent steps of the strategic planning process will address how this 

might be done. 

 In summary, the external scanning phase of strategic planning is a 

crucial fi rst step. The school librarian should seize upon this juncture as the 

place where he is viewed as being invaluable. His information-retrieval skills 

and organizational expertise make the school librarian indispensable in this, 

the introduction to the planning process. Since strategic planning is ongoing 
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and systematic, he will continue to scan the external world for further 

developments. As an insider to the process, he should make every attempt 

at matching the information with his clientele. This role will initially be time-

intensive, but the return on investment will be high. He will be viewed as an 

integral player on the team. Ultimately, he will be seen as the information 

expert of the school.        
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      CHAPTER 14 

 Internal Scanning   

 After having looked at the outside world for trends and fi xing on the 

ones we feel will have the greatest impact upon the school, we now must 

take a close look at ourselves. Probably the best way to visualize this phase 

is to think of it as taking a snapshot of the school. The fi rst time you take 

this picture, the results may not be very clear. However, once the team learns 

what to focus on, the results become defi ned. The school becomes the subject 

of our lens. This is one of those times when the data the school is required 

to compile can be put to meaningful use. If a school has to go through an 

accreditation process, it usually must compile data. Also, when a school 

is applying for grants or awards, it is often asked to submit a profi le. 

Federal, state, and local agencies require schools to compile records on 

everything from immunizations to test scores. In a high school, the guidance 

or student services departments are usually charged with maintaining these 

records. Elementary and middle schools have various ways of classifying 

and storing these data. Your planning team should have a member of these 

departments or areas. It would also be most helpful to have a member who is 

versed in interpreting these numbers. Administrators, guidance counselors, 

and mathe matics teachers are familiar with numerical interpretation. 

 If we think of the analogy of sailing from Newport to Bermuda, this is 

the step where the captain inspects her craft. She looks for all the instruments 

she knows that she will need for the voyage. She knows that there is a 

competition, which causes her to see if the craft is properly fi tted for the 

journey. She knows what her hull (maximum) speed is. She inspects her 

sails and rigging. She inventories her supplies. She assesses the ship ’ s sea-

worthiness and ability to withstand the rigors of an ocean race. Ultimately, 

she judges its ability to win the race. 

 External and internal scanning are very closely related. External scan-

ning tells us what the outside world is like (see   Figure 14.1  ) and how it will 

affect us. Internal scanning forces us to look at ourselves to see how well 

prepared we are to handle the challenges of the outside world. Internal scan-

ning is usually a diffi cult juncture in the planning process. It is problematic 

for two very important reasons. The fi rst is that the data most schools have 

readily available are usually quite negative in nature. The second is that if we 

really invest the time and energy needed to do a worthwhile external plan, it 
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will become obvious where there is an appreciable gap between the needs of 

the future and how the school is addressing those needs. Let me address each 

of these issues, separately. 

 Because various government agencies require us to keep track of absen-

tees, arrests, pregnancies, vaccinations, and so forth, teams are usually 

displeased with the fi rst data collection effort. Even when test scores and other 

    

 Figure 14.1.     Strategic Planning Process   
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profi ciency criteria are added, the picture is still too negative. We know, quite 

rightfully, we are much more than these numbers. Even if the numbers are 

relatively positive, they amount to little more than temperature taking. Just 

as the temperature tells the medical professional some signifi cant things, so 

too does the initial data collection. However, a good diagnostician uses the 

temperature reading as one of many indicators of good health. So too must 

we look at these data as, perhaps, accurate but incomplete. The team must 

begin to develop its own assessment tools to better judge where the school 

is. Some schools have turned to marketing experts or polling experts who 

have a sense of how to elicit from various groups their perceptions of the 

school. Others have taken a close look at their assessment techniques and 

developed local measurements that are more precise. Still others have done 

surveys of alumni over different intervals (2, 4, and 10 years after graduation) 

to ascertain how the school prepared them for the next step they faced in 

their education or their life. As with most strategic planning, the team will 

have to decide what the most appropriate response to the need is. No outside 

expert could know the local situation better than the school team. The team 

can make use of the expertise of others. However, the team should choose 

the methods of data collection with which it feels most comfortable.   

 Be prepared for a certain amount of dissonance at this point. An accurate 

internal scan will probably show an institution that is seemingly disconnected 

from the trends of the outside world. The greatest corporations in the world 

stay great by constantly monitoring and adjusting to the outside world. Even 

they have been caught off guard by severe economic downturns and so-called 

disruptive innovations. Schools will have to develop answers to the threats 

such as privatization, tax rebellions, and epidemics. Lest we revert to the 

cynicism that has plagued education and educators, we must respond by 

bringing all of our resources to bear to discover how our internal world is 

prepared to meet the challenges from without. 

 Following is a list of categories of an internal scan of the same high 

school that was used for the external scan.  

 INTERNAL SCAN 

  I.   STUDENT POPULATION 

   A.    Enrollment (a narrative on the characteristics of the present student 

body and an enrollment projection over the next fi ve years)  

   B.   Ethnic composition  

   C.   Language (languages spoken at home)  

   D.    Special education (a complete description of the program and its 

population)  
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   E.   English as a Second Language  

   F.    Chapter I (a complete description of the program and its 

population)  

   G.   Early graduates  

   H.   Non-graduates       

   I.    Students choosing nontraditional courses (online, early college, 

internships, independent study)  

   II.   STUDENTS AT RISK 

 A  .    Retention (students kept back or needing an extra year of high 

school)  

 B  .    Student fi tness (results of national physical fi tness exam of the 

incoming ninth graders administered by the physical education 

department)  

   C.    Failures and near-failures (organized by class and by student; 

names are not included)  

   D.    Attendance (average daily attendance, plus tardies and early dis-

missals organized by number of students and class year)  

   E.   Depression (cases reported by school psychologist)  

   F.   Drop-outs  

   G.   Pregnancies  

   H.   Child abuse  

   I.   Suicides (including attempts and threats)  

   J.    Substance abuse (survey of substance use by students and reports 

of the number of students being referred or counseled)  

   K.   Discipline (review of administration ’ s disciplinary reports)  

   L.   Sexual harassment (complaints reported and action taken)  

   M.    Regular and frequent monitoring (other services offered through 

student services to track student progress)     

III  .   STUDENT ASSESSMENT 

   A.   TASK test  

   B.   PSAT  

   C.   National Merit Scholarships  

   D.   SAT  

   E.   I.Q. Tests  

   F.   Profi ciency Tests  

   G.   Connecticut Mastery Tests  

   H.    Comprehensive Testing Program (compared to suburban 

stanines)  
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   I.    Student Based Assessment Program (showing attempts at  alternative 

assessment of student progress)  

   J.   Lexile scores of rising ninth graders     

   IV.    STUDENT PLANS (an analysis of the plans of various graduating 

classes with follow-up surveys after two years)  

   V.   SPECIAL PROGRAMS 

 A  .    Student activities (data concerning student activities and 

participation)  

   B.    Advanced study (the number of students in honors and advanced 

placement courses)  

   C.    Study skills (the number of students enrolled in study skills and 

corrective reading and writing courses)  

   D.    Remediation (the number of students enrolled in remedial 

courses or requiring the Academic Learning Center)  

   E.    Library use (includes number of students, range, and type of 

books and materials circulated or accessed online)  

   F.    Athletic programs (participation in athletics as broken down by 

class and sex)     

   VII.    COURSE REGISTRATION (narrative description of course enroll-

ment by department and course)  

   VIII.    SCHOOL TIME (a comparison with neighboring towns of the num-

ber of minutes allotted to instruction, daily)  

   IX.   FACULTY 

   A.   Projected retirement by the year 2015  

   B.    Professional development activities (a description of the profes-

sional development program and a budgetary analysis)     

   X.    COMMUNITY PARENTAL INVOLVEMENT   (a narrative 

describing the many connections between the community and the 

school)  

   XI.   USE OF SCHOOL FACILITIES  

   XII.    TECHNOLOGY (results of various surveys describing faculty and 

student use of technology)  

   XIII.    FINANCIAL SUPPORT (an historical description of per pupil 

expenditures)    
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 A thorough internal scan necessarily leads to the next phase, the 

organizational analysis. However, it also helps us to focus for the fi rst time 

on our vision statement. The gaps or discrepancies between the external 

and internal scans will become the focus areas for the vision statement. 

The vision of our school in the future is one that addresses, as best it can, 

the needs of the population it serves. The vision will come from an accurate 

    

 Figure 14.2.     Strategic Planning Process   
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reading of our environment and an understanding of where we now are 

vis-à-vis the external scan (see   Figure 14.2  ).    

 The School Librarian as Record Keeper and 
“Snapshot Archivist” 

 The planning team will need someone to help organize and disseminate 

the information it gathers on the internal scan. The skills of the school 

librarian in the areas of cataloging and collection development should be 

utilized. In building a Web accessible database, the school librarian can 

help refl ect the priorities of the team. If the school maintains a professional 

library already, this can be seen as a complement to the resource fi le the team 

is building. The book, materials collection, and subscription databases can 

be groomed to refl ect not only the needs of the students but the resources a 

planning team will need to succeed. 

 All materials collected should be cataloged with subject heading and 

categories team members recognize. As part of the proactive stance the school 

librarian must take, signifi cant efforts must be taken to ensure that the team 

members know how to access the information within this collection. Since 

online cataloging allows keyword access, materials already in the collection 

should be tagged with words commonly used by the team (e.g., assessment, 

quality, impact of divorce, and so on). Most, if not all, of the information 

should be Web accessible. As research scientists can now scan databases for 

the most current fi ndings in their areas of concern, so too should educational 

planners be able to fi nd needed information from both the library and from 

the outside. As storage capacity of computers increases and telecommunica-

tions costs decrease, it will be important to help each team member build a 

powerful database that refl ects his information needs. 

 The benefi ts of taking such an approach are many. Among the most 

obvious is that the team will have the current and vital information it needs 

to make the best decisions. Another is that the school librarian will be viewed 

as the person who helped design this information system. Wikis, blogs, and 

shared documents should be very helpful at this stage of the planning 

process. If current and appropriate information is valued by the team, so too 

will the school librarian be valued. Since each team will collect different sets 

of materials, it is essential that the school librarian know the contents of the 

“collections” and how to access them. As strategic planning matures, team 

members will inquire who said what at a certain conference or workshop. In 

addition, new members will have the benefi t of past experiences in dealing 

with certain issues. The value of the school librarian to the planning team in 
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these situations would be diffi cult to overstate. He is always developing an 

archive of the different “snapshots” the team has taken. As time goes on, he 

will be responsible for keeping the corporate memory for the team.   

 The School Library ’ s Report Card 

 We must take a snapshot of the library in developing our strategic plan. 

An internal scan of the library should incorporate whatever it takes to present 

an accurate picture of the library and its program. Just as the fi rst attempt at 

capturing the school in a snapshot will seem inadequate, so too will it be 

diffi cult to refl ect the totality of the library ’ s program. 

 We can begin with the data most readily available, usage statistics. If 

we keep attendance logs, we can at least know how many students and teach-

ers use the facility. If these statistics are compiled annually, we can get a 

sense of whether these records reveal trends. Statistics can also be used to do 

a “market analysis” of the collection. Most of the circulation management 

computer programs have statistics programs in them. These statistics packages 

allow us to see which parts (Dewey ranges) of the collection are most 

heavily used. Some are so specifi c that we can “zoom in” on the part of the 

collection that appears to be getting the most attention. When we are done, 

we should have a list of areas within the collection that deserve the most 

attention when purchasing books and materials. Most subscription databases 

also have statistical packages built into them. Although we do not get the 

topical breakdown we would with a circulation program, we can get a sense 

of how often a subscription database is used and what specifi c product is 

the most popular. If we combine these three areas (attendance, circulation, 

and database use), we can begin to get a sense of how the library is used and 

what trends are developing. This can be seen as our initial assessment or 

report card. Additionally, it can be used locally, statewide, and nationally to 

compare and assess library programs (  Rogers, 1993  ). 

 Although we tend to use quantitative data to do our initial scan, we 

will want to look beyond the numbers and begin to look at the quality of the 

program. There are a number of ways to capture more than numbers. We can 

conduct surveys of our clients. The faculty and administration is an excellent 

place to begin. Faculty and administration surveys can be composed by the 

school librarian using designs such as those suggested in   David Loertscher ’ s 

 Taxonomies of the School Library Media Program  (2000)  . Rather than 

straight opinion surveys, these designs would tell us how we are perceived 

by those who use the library the most vis-à-vis those who do not use it much. 

This can help us design outreach programs that will be more than general 

public relations. 
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 We can take the same approach with students. Loertscher ’ s  Taxonomies  

suggests ways of discovering student attitudes and perceptions of the library. 

As our primary clientele, we must know how they view the program and how 

they might be representing it to their parents. The fi nest collection available 

is practically worthless if our clients do not know what it contains and how 

to access it. We cannot know to which population to direct our outreach if 

we do not identify it. 

 Probably the most helpful population in the self-evaluation of the library 

is our recent alumni. If we can survey them according to how we prepared them 

for the library or information needs of the next phase of their education, we can 

collect data that will have a high priority when we are analyzing the effective-

ness of our program. Students tend to be very responsive to this type of survey, 

especially if it is conducted by the school librarian, either face-to-face or via 

e-mail. The school librarian is acknowledging that he values their opinions in a 

vital area. The surveys do not have to be longer than fi ve or six questions. You 

can usually organize the answers more quickly by conducting the questioning 

in a semi-structured way. Thus, try to ask the most important question or two in 

the beginning and follow the interviewees where they want to go. If you carry 

a notebook, you can fi nd a few opportunities during the year to discuss the 

library ’ s program with recent graduates. After conducting a number of these 

impromptu surveys, it will become clearer how to draw out the information 

you need to evaluate your program. A sample of these questions follows: 

  1.   Do you have to do any research? If yes,  

  2.   What are some of your greatest diffi culties?  

  3.   Who do you turn to when you need assistance with research?  

  4.   Where do you do most of your research?  

  5.   Do you ever use the Joel Barlow High School subscription databases?  

  6.   What could we have done to make this process easier for you?  

  7.   Do you have any other suggestions?    

 If you are working at a school that must periodically go through the 

accreditation process, there is a section on the library. Although the questions 

or indicators may not be as focused as one would wish, they can give the 

school librarian a sense of how the library is viewed. It behooves us to see 

that these surveys refl ect the type of program we feel is vital in an information 

age. If we feel that they refl ect the library programming of 10 or 20 years 

ago, we should make this known to the accrediting agency. If we do not 

monitor and adjust the way we are evaluated, someone else will. 
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 Finally, the snapshot we present of the library will probably cause a 

sense of disquiet. After comparing it to the external scan, we will know that 

the library of a year or so henceforth will have to be different than what 

we fi nd today. We did not invent the world of rapid change, but if we do 

not respond to it, we will eventually be seen as no longer vital to educating 

youth. If we are the part of the school most closely associated with informa-

tion, we have to recognize that information and its delivery are changing at 

a dazzling rate. The next steps of strategic planning, organizational analysis, 

vision and mission statements, and action plans, are the means to address the 

dissonance caused by comparing the external and internal scans.        
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      CHAPTER 15 

 Organizational Analysis   

 If we have done a proper job, the external and internal scans will help us 

analyze the strengths and weaknesses of our school. Thus, the planning team 

now begins an analysis or evaluation. This must precede any description of 

how the school might be restructured (see   Figure 15.1  ). The eventual vision 

statement will be based on the data of the external and internal scans and the 

evaluations of the organizational analysis. 

 In many respects, this is the simplest phase of the strategic planning 

process. First, the planning team must identify the categories for organizing the 

analysis. These should include instruction, curriculum, technology, community 

involvement, school climate, professional development, and governance 

(administration). The fi rst three are directly connected to student outcomes 

(  Joyce, Wolf, and Calhoun, 1993  ) and the last two support innovation. There 

should be an attempt to list the strengths and challenges (weaknesses) of 

each. Although not every category will have both, most will. 

 Using the analogy of the Newport to Bermuda race, this would be the 

phase where the captain ascertains the ship ’ s and crew ’ s strengths and 

weaknesses. This is most valuable and accurate after doing an external and 

internal scan. She must know the external world in which she will sail. She 

must know what her craft and crew is capable of in this environment. The 

comparison of the two, the external and internal environments, enables 

the captain to come up with a list of strengths and weaknesses. If she is a good 

captain, she does all in her power to see that the weaknesses are corrected 

without compromising the strengths. Knowing that she wants to win the 

race, she must appraise the ability of the ship to sail at racing speeds as well 

as its seaworthiness. Part of her list is going to be responsive to the external 

scan, specifi cally the average wave height and prevailing winds. The other 

part of the list is determined by the fi tness of the craft and the crew. Since 

she cannot change the former, she must adjust the latter according to the 

resources available. Finally, the priority order of the list is determined by 

availability of funds, feasibility, and time considerations.   

 Let us look at the category of curriculum as an example of organizational 

analysis. On the strengths side, we might identify that our school has a diver-

sifi ed curriculum, taught by experienced professionals. We might further 

identify that we have the fi nancial support to update and that we have been 
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generally successful in preparing our students for the next phase of their 

education. Finally, we perceive that we have strong traditional content within 

the curriculum areas. 

 On the challenges side, we note that we do not truly have a core 

curriculum—systematic instruction in thinking, writing, speaking, reading, 

    

 Figure 15.1.     Strategic Planning Process   
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and research—in place. There appears to be little emphasis on resource-based 

learning. Further, we could identify that there is no systematic approach for 

promoting interdisciplinary studies.  

 Focus Groups 

 Since the organizational analysis is the step preceding the most crucial 

phase, the development of the vision statement, it is essential to involve as 

much of the faculty and community as possible. Although some faculties are 

small enough to be brought into the planning process as a group, there are 

other ways to get the input of larger groups. A survey may be designed to see if 

the faculty agrees with the planning team ’ s notion of strengths and challenges. 

This is an opportune time to open up a dialogue between the team and the rest 

of the faculty. The survey could be developed by an ad hoc committee com-

posed of team and non-team members. It could then be presented at a faculty 

meeting. This would be an appropriate time to present the fi ndings of the internal 

and external scans. The faculty should be given time to ponder the survey and 

return it to the survey committee. To further involve the faculty, the results of 

the survey could be turned over to focus or testing groups. Borrowing from 

marketing techniques, these groups should be made up of people who will 

“use the product.” Thus, if we want to develop a vision statement that most 

of the faculty, administration, and community will support, representatives of 

those populations should be in the focus groups. Although it is advisable to 

have a member of the planning team available to each focus group to explain 

the results of the external and internal scans, the focus groups must come to 

their own conclusions as to the strengths of and challenges to the school. 

 The reasons for transferring decision making to these focus groups are 

many. It is an excellent way to open the planning process to the greater 

community. It gives the planning team a more accurate reading of how the 

wider community will respond to the eventual strategic plan. It can help to 

fi nd errors that the planning team is blind to. Finally, it is a good way to 

groom potential members for the planning team. 

 Each of the focus groups should have an opportunity to present its fi ndings 

to the entire faculty or greater community. Although there can be as many 

focus groups as there are volunteers to fi ll them, it is not advisable to have 

more than three or four. Each should consist of no more than fi ve members 

plus the planning team representative. Each focus group should present its 

perspective on what the strengths and challenges are. If these groups can 

independently present their fi ndings to the whole faculty, there is a greater 

opportunity for debate and fermentation of ideas. This could happen through 

a live meeting, a wiki, or a blog. Every opportunity should be taken to 
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discover how the faculty, administration, and community are responding to the 

fi ndings. If there is a feeling of resentment toward the planning team for being 

elitist, this is the juncture at which those feelings can be addressed. If the plann ing 

team were to develop the list of strengths and challenges on its own, it would 

be very vulnerable to accusations of not being interested in faculty participa-

tion. Although some critics of this process will fi nd this to be cumbersome and 

time consuming, most educators will realize that this is a good faith attempt at 

bringing in as many voices as possible to the decision-making process. 

 Once the voice of the people (faculty, administration, and community) 

is heard, either through a wiki, blog, survey, or face-to-face discussions, 

a list of strengths and challenges is compiled. There should be an attempt 

to put this list in priority order. Once this is done so a vision of what 

the school should become will be clearer. Since the dissonance felt at 

comparing the external scanning and internal scanning results is the true 

beginning of the vision development, we are now ready to write the vision 

statement. 

 This is an example of an organizational analysis using the previously 

mentioned categories. It was used as part of the planning process at Joel 

Barlow High School. 

    INSTRUCTION   

 Strengths  

 Experienced staff   • 

 Attention is given to thinking, writing, problem solving   • 

 High academic standards   • 

 Many levels of instruction   • 

 Student-centered classroom activities in some areas    • 

  Challenges   

 To make effective use of available teacher time   • 

 To increase access to and distribute information on instruction   • 

 To use assessment results   • 

 To systematically monitor trends and ongoing research of important • 

issues affecting education   

 To understand the nature of student involvement in the learning process   • 

 To enhance higher-order thinking skills   • 

 To improve student writing   • 

 To establish more interdisciplinary relations    • 
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   CURRICULUM   

  Strengths   

 Diversifi ed curriculum   • 

 Expertise of faculty   • 

 Successful preparation of students for college   • 

 Strong traditional content    • 

  Challenges   

 To develop an effective core curriculum   • 

 To promote interdisciplinary relations    • 

   TECHNOLOGY   

 Strengths  

 Increased use of technology   • 

 School plant and facility    • 

  Challenges   

 To use new and developing technology, especially computer networks, • 

to expand opportunities for learning by students and staff   

 To provide needed computer hardware/software   • 

 To train faculty and staff to use the technology    • 

   COMMUNITY INVOLVEMENT   

  Strengths   

 Support from parents and board of education   • 

 Financial support for updating curriculum    • 

  Challenges     

 To use the mass media to provide more information about JBHS   • 

 To establish a community service internship for curriculum and extra-• 

curricular activities   

 To develop a community resource bank    • 

   SCHOOL CLIMATE   

  Strengths     

 Supportive environment for all members of the school   • 

 High use of the library   • 

 Use of collaborative learning concepts   • 
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 Reasonable class size   • 

 High attendance rate (staff and students)    • 

  Challenges     

 To promote a sense of belonging for some students   • 

 To develop more collegiality   • 

 To help teachers become researchers    • 

   PROFESSIONAL DEVELOPMENT   

  Strengths     

 Abundant staff development opportunities    • 

  Challenges     

 To coordinate professional improvement to meet student needs    • 

   GOVERNANCE   

  Strengths     

 Teachers ’  advisory committee   • 

 Strategic planning commitment   • 

 Supportive administration    • 

  Challenges     

 To defi ne roles more clearly   • 

 To increase teacher involvement in decision making       • 

 The School Librarian and the Organizational 
Analysis 

 Throughout the external scanning process, the school librarian should 

point out to the planning team how the world of information is rapidly 

changing. During the internal scan, the school librarian should note how 

schools are usually behind industry in adjusting to changes in information 

delivery and retrieval. The organizational analysis stage is the opportunity 

to show how the school is outdated as an information system. In relying so 

heavily on textbooks and teacher knowledge as the font of information for 

the students, the school cannot hope to keep up with the dizzying changes 
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in the world around it. If we want to promote lifelong learning so that our 

students can adjust to the myriad of changes they will encounter, the present 

model for learning has to change. Since the planning team has just gone 

through the process of learning about the outside world so as best to plan 

for the future, the school librarian can use this as an opportunity to emphasize 

that learning should always involve some elements of external scanning. All 

subjects, even mathematics, are changing so rapidly that we can no longer 

ignore these changes ’  impact on instruction. Regardless of the level, teachers 

and students must be made comfortable with the changes around them. The 

school librarian sees many of these changes fi rst. Since the school  librarian 

is not locked into a text or curriculum, her adjustment to new information is 

much easier than that of the traditional classroom teacher. In many respects, 

the school librarian is the model of the teacher of the future. Her source of 

information is constantly being updated, her approach to instruction is more 

inductive than deductive, and her outlook is interdisciplinary and global 

(  Zmuda and Harada, 2008  ). If the school librarian can effectively communi-

cate these aspects to the planning team and the faculty, the library should 

appear on the strengths side of the list and the present information delivery 

system on the challenges side.   

 Looking at the School Library Through the 
Eyes of Others 

 During the organizational analysis stage, we have to compile a list 

of strengths and challenges for the library. The initial list should be drawn 

up by the school librarian(s) involved. However, it is vital to discover how 

others see the program. Taking the data compiled during the internal scan, 

we can see how our clientele views us. There should also be evaluations 

of the library by the administration. If that is possible, the school librarian 

should help develop the survey being used by the focus groups. It should 

contain questions about attitudes toward and frequency of use of the library. 

Although we will see many of the strengths we had already identifi ed, there 

will be some we did not think to mention. Also, there will be challenges we did 

not anticipate. If we want the library to be an integral part of the restructured 

school, we must be aware of the perceptions of our constituents. This calls 

for more than a little bit of courage. Most substantive change involves risk 

taking, and this is no exception. Once the list of strengths and challenges for 

the library has been fi nalized, a vision should be relatively easy to develop. 

If the list has too many strengths vis-à-vis challenges, you probably have not 

done a thorough enough organizational analysis. The library of the future 
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will be different because education and the world of information will be 

evolving into something other than what we now know. If one reads  Honda: 
An American Success Story,  it is diffi cult to forget Honda ’ s response to winning 

“Car of the Year” for its Accord. Instead of producing basically the same 

automobile the following year, it radically changed the design. Although it 

was proud of its accomplishment, it realized that it won the designation by 

adapting to the changing world of automobile technology and government 

regulation (  Shook, 1988  ). Not surprisingly, it continues to garner the highest 

awards for its new Accords and Acuras. Even for nationally recognized 

school library programs, to stay the same is to fall behind. 

 If the library program has very few strengths as compared to challenges, 

the charge is to come up with a vision radically different from what now 

exists.       
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      CHAPTER 16 

 Vision Statement   

 The development of the vision statement is the most vital stage of 

strategic planning. The prior stages are the preparation for writing it. The state-

ment is an educated projection of how the school will change in the next three 

to fi ve years. It forecasts the school ’ s response to its changing environment. It 

is based on a realistic portrait of the school. It is derived from a consensus of 

all parties involved. It should be both realistic and inspirational. It should be 

specifi c enough that someone could, fi ve years hence, assess whether the school 

has moved toward the vision or remained stagnant. However, it cannot be so 

detailed as to hamper the change process when new information comes along. 

It is more than a philosophy and objectives statement, although the philosophy 

of the school should be evident in it. It should refl ect the most important 

fi ndings of the internal and external scans as well as the organi zational analysis 

(see   Figure 16.1  ). It should be revised according to the wishes of the greater 

community. If these elements are present, the vision will also be unique (  Curran, 

1991  ). Finally, it should be viewed as a living document, in need of revision in 

response to changes in the external and internal worlds (  Curran, 1991  ).   

 Let me invoke the sailing analogy here to explain the vision statement 

stage. Imagine that we are sailing to a destination about which we know very 

little. Indeed, the farther from home port we get, the less we know. Thus, in 

contrast to the Newport to Bermuda analogy, the destination is not known. 

No one before has sailed this exact route. Perhaps it would be instructive to 

look at the experience of Christopher Columbus. Although history does not 

record him as a great humanitarian or effective governor, he is indisputably 

one of the great visionaries of all time. 

 In reading Samuel Eliot Morrison ’ s  Admiral of the Ocean Sea: A Life 
of Christopher Columbus . one discovers a navigator of extraordinary abili-

ties and insight. Although self-taught, Columbus could read the Latin scien-

tifi c tracts of his era. His external scanning told him that reigning scientifi c 

theories, all of which were based on Ptolemy ’ s calculations, inaccurately 

measured the earth ’ s circumference. A physician from his native Genoa 

had calculated that Cathay (China) and an island off its coast (Japan) could 

be reached by means of a western route. After doing an internal scan of his 

resources and abilities, he presented the results of his organizational analysis 

to Queen Isabella of Spain. At fi rst, she rejected his proposal. It was only 
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 Figure 16.1.     Strategic Planning Process   

after the second time, when he presented a more vivid picture or vision, 

that she took the risk of supporting him. Las Casas, one of the diarists of 

Isabella ’ s court, described his presentation: “When he had made up his mind, 

he was as sure he would discover what he did discover, and fi nd what he did 

fi nd, as if he held it in a chamber under lock and key” (  Morrison, 1942  ). 



Vision Statement  93

 Columbus retained his vision during his voyages. Although he died 

believing he had found the western outpost of the Orient, he adjusted his 

vision through a total of four voyages. By keeping a detailed log and by 

showing extraordinary navigational and leadership skills, he would change 

the course of history. His vision was altered as his environment changed and 

resources increased or diminished. What he wound up with was not what he 

initially envisioned, but his vision was the reason he discovered what he did. 

Although he was not a rigid slave to his vision, it was what motivated him. 

As his environment changed, so too did his vision. This is what is meant 

when describing a vision statement as a living document. 

 When we write a vision statement for a school, we are attempting to 

articulate where our school is headed. It is a scenario that describes the future 

we wish to see. The vision statement is designed to refl ect the philosophy 

and objectives of the school and, at the same time, acknowledge the impact 

of the larger society. 

 In describing the future, it is not wise to project over more than fi ve 

years. Indeed, the closer to the present, the more detailed we can be. This 

forces us to be accountable for what we will do in the near future. At the same 

time, it allows us to project where we feel these developments will take us. 

 The vision statement should have sections refl ecting each part of the 

external and internal scans. Thus, there should be acknowledgments of those 

trends in the global, national, state, and local scene that will have the greatest 

impact on the school. In presenting how the school is expected to change, 

emphasis should be placed on those elements of the organizational analysis 

that were identifi ed as being challenges. Finally, the nature of these changes 

should be specifi c to the categories investigated. Thus, they should include 

sections on the following: curriculum, the role of the student, assessment 

of student outcomes, the teacher ’ s role, technology, instructional strategies, 

school governance, and organization. The statement should leave no doubt 

as to which direction the school is moving, and what it will probably look 

like in the process. As strategic planners, we are asked to set sail for a desti-

nation we do not know, a world we must predict. We will shape and reshape 

that vision as we journey (Fullan, 2000). 

 What follows is an example of a school ’ s vision statement. Since it was 

developed by Joel Barlow High School, it was derived from the earlier cited 

external scan, internal scan, and organizational analysis.  

 Vision Statement for Joel Barlow High School 

 The creation of a vision is an essential component of the planning process. 

The vision statement is a scenario that describes the future we expect to see. 
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The context is that of global, state, and local conditions, as extrapolated 

from current trends. The vision for the institution is designed to refl ect the 

philosophy and objectives adopted by the school community and at the same 

time acknowledge the impact of the larger society.   

 Global 

 The fast-breaking events now transforming social, economic, and political 

conditions throughout the world caution us to be tentative in our attempt to 

create a global vision. The only certainty is that when our students reach adult-

hood, the world will be very different from the one they know today. 

 Increasingly powerful technology will bring both the benefi ts and chal-

lenges of instant, far-reaching communication. Divisions will intensify between 

those nations and people who achieve power and prosperity in this high-tech 

world and those who are less advantaged, burdened by ignorance and poverty. 

Forces for international cooperation and unifi cation will compete with rising 

demands for tribal and ethnic recognition and status. Environmental pollution 

will be a continual concern.   

 National 

 Within the United States, expanding needs for services in competition with 

growing resistance to taxation will continue to create dilemmas for policy 

makers. The demands of an economy based on high technology, coupled with 

inequities in education and employment, will hasten the trend toward cultural 

and economic polarization. The demand for a unifi ed community approach to 

the provision of social services will force schools to work closely with, if not 

be subsumed by, human services programs. 

 Dissatisfaction with the schools and with student performance in inter-

national competition will foment efforts toward restructuring the governance 

and fi nancing of the educational system. Curriculum reforms proposed by 

professional organi zations, government agencies, and other interest groups 

will compete for attention and funding. Voucher plans, state and national 

tests, business/school coalitions, foundation support for public education, 

regional magnet schools, residential high schools for gifted and talented 

students, site-based management, and a plethora of other proposals will have 

their proponents.   

 State 

 In comparison to the rest of the nation, Connecticut fi nds itself to be very well 

educated and wealthy, but also very old. The present economic downturn has 

caused the state government to tap a funding source (tax base) more equitable 

than sales or property taxes. This confl ict should increase as the competition for 

dollars to fund education and human services increases. 
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 The demographic trends show a proportionally smaller population under 

age 21 and a greater percent of the population over 75. With the meteoric rise 

in medical costs, this older population will need more state funds. Since more 

people will be helping to support elderly parents and a smaller proportion will 

have school-age children, there will be a need to present support of education 

as a civic responsibility and not just a parental duty. Some of the needs 

of both popu lations might be met with innovative programs and use of school 

buildings. 

 With the growing pressure from the federal government and such high 

expectations on the part of adults, Connecticut must come up with a way to 

ensure that every child succeeds. With a fi fth of its children born out of wed-

lock, a tenth of all youth below the poverty line and a middle class seemingly 

unwilling to raise taxes, the next decade would appear to be tumultuous. 

Efforts to reduce inequities through desegregation plans or restructuring of 

school districts will have an impact.   

 Local 

 The schools will continue to be a major social and cultural force. The 

majority of the school-age population will be enrolled in local schools. 

Parents will continue to demand rigorous and competitive academic prepa-

ration for their children, with considerable attention paid to individual 

needs. Technology will be accepted and expected. 

 There will be a growing need to coordinate the schools in the areas of 

curri culum and skills. 

 In addition to academic training, the schools increasingly will be relied 

on to provide health and social services in prevention and rehabilitation and 

to teach moral and ethical values. At the same time, resistance to school spend-

ing can be expected to grow, a consequence of general economic conditions, 

the declining percentage of households with children, and the changes in state 

fi nances and support.   

 Institutional 

 The societal forces for change outlined previously can be expected to have 

a signifi cant effect on the organization and operation of Joel Barlow High 

School. To reconcile confl icts within the community, greater efforts will be 

made to communicate information and to ascertain public opinion concerning 

the goals and purposes of the school. 

 Programs for adults and alternative programs for students will be 

offered regularly. These will include access to courses, evening programs, and 

services from the library to day care. To meet the increasing demands of 

various constituencies, more time must be allowed for student instruc-

tion and activities and for staff training. This need will be met by a change 

in the calendar, in the daily schedule, and in the assignments of teachers. 

There will be pressures to increase the number of school days and lengthen 

the school day. 
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 In addition to revision in organization and services, specifi c changes can 

be expected in curriculum, in the roles of students and teachers, in the use of 

technology, and in methods of instruction and assessment.   

 Curriculum 

 Curriculum content will become increasingly integrated, although individual 

disciplines will continue to maintain their unique perspectives and methods 

of inquiry. The organizing principle will be real-life situations and the larger 

social context. The content will include a variety of cultures and viewpoints. 

Community service and cultural diversity will be important components. 

 Transferable and marketable skills such as reasoning, problem solving, 

communication, and collaboration will be emphasized. Fine and practical arts 

will continue to be important. Students will become aware of their own thinking 

processes and styles of learning. The goal will be to provide students with 

learning strategies that will prepare them for change and for a lifetime of mental 

and physical fi tness.   

 Student Role 

 Students will become increasingly responsible for their own learning and 

growth. They will learn to set realistic goals, to value themselves and others, 

and to develop social and interpersonal skills. 

 They will be expected to practice, observe, participate, listen, ask ques-

tions, volunteer, cooperate, decide, create, revise, perform, attend to criticism, 

inspire, and appreciate. 

 They will do actual research, gather information from various content 

areas, and understand why what they learn is true (or false). 

 They will become confi dent in their ability to apply knowledge, solve 

problems, make meaning of and link elements of content, make and test con-

jectures, discuss issues, and communicate orally, visually, and through the 

written word.   

 Teacher Role 

 The teacher will continue to design and provide instruction, create a variety of 

strategies for learning, organize materials and equipment, stimulate interest, 

guide, encourage, foster appreciation, oversee growth, and diagnose and assess 

performance. 

 In addition the teacher will be a model and facilitator for students, work-

ing with them individually and in groups. The teacher will draw on experience 

and expertise to illustrate and illuminate the beauty, utility, and enjoyment of 

the fi eld of study, and will be a co-learner, exploring issues and problems with 

students and sharing in research efforts. 

 The teacher will stay current in the discipline, continue to develop profession-

ally, collaborate with business and industry, act as a resource for other departments, 

participate in interdisciplinary teams, and collaborate on curriculum development.   
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 Technology 

 Technology will gain in use as a powerful tool for the enhancement of  learning 

in every discipline. As new and more powerful technologies replace time-

 consuming and diffi cult mechanical operations, the students will gain freedom 

and power. They will see that learning is more than memorizing and that fre-

quently the question is more important than the answer. 

 As more and more information becomes available via technology, 

students will need to learn how to evaluate it quickly and determine what 

is useful. 

 In music, the computer will be used to compose without the diffi culties 

of the mechanics of writing. With the power to reproduce the sound of any 

instrument, the student will hear the full orchestration of his composition. The 

computer will also be used to simulate recording studio techniques and to help 

students to learn aural skills, music theory, and music history. 

 The computer will be used in art through a computer art/graphics tie-in. 

In desktop publishing, for example, students will explore how the image 

of graphics and words affects meaning. Thanks to editing programs such as 

Photo shop and iPhoto, photography instruction will be radically changed. 

 In mathematics, the computer will reduce the need for paper-and-pencil 

arithmetic and give power to students to discover concepts, make and verify 

conjectures, and do mathematics not possible before. 

 In science, students will use the computer for collecting and graphing 

data, simulations, and drill and practice. They will become familiar with 

new technologies such as the scientifi c search engine WolframAlpha. 

 An important use of the computer in many disciplines is for the location 

and gathering of information. In the library, the development of programs such as 

Google Scholar, Java-based search engines, and artifi cial intelligence will accelerate 

the pace of change to multimedia and interactive environment. There will be a 

movement from textbook orientation to a condition where, through a process of 

instantaneous information retrieval, students and teachers become discriminating 

consumers of a wealth of data. 

 Broadband internal connections will link Joel Barlow with other high 

schools. With desegregation, we may see regional centers instead of school dis-

tricts where interactive technology replaces traditional classroom instruction. 

 Increasingly, the computer will be used for remediation, test-taking prac-

tice, analytical skills, composing, reading speed and comprehension, and vocab-

ulary development in English and foreign languages. 

 Administrative and guidance department applications of technology 

will increase as well. Student management programs will promote the data 

manage ment of instructional improvement.   

 Instructional Strategies 

 Students will work in a variety of settings. Attention will be given to methods 

of increasing student participation and engagement, with sensitivity to age, 
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development needs, and learning styles. Where appropriate, classes will be of 

mixed abilities, supported by technology. 

 Students will be engaged in process writing, role playing, independent 

research, simulations, hands-on activities, and discussions. In all disciplines, 

there will be a move toward cooperative learning groups, with students work-

ing together to solve real-life problems. 

 Specialized facilities such as the Writing Resource Room, computer labs, 

and learning centers will be widely used.   

 Assessment 

 Assessment will be used for identifi cation, diagnosis, remediation, recognition of 

achievement, and evaluation of the program. 

 Writing and problem-solving assignments, creative projects, and perfor-

mances will measure levels of accomplishment. Students will be assessed on 

their level of knowledge and their skills in research, problem solving, collabora-

tion, and communication, including listening. Student portfolios will be kept to 

examine progress over several years. 

 In addition to general skills, each area of study will have established 

criteria and standards of performance related to the discipline. Students will 

increasingly establish their own goals and expected outcomes and assess their 

own performance. 

 Assessment results of groups of students, schools, districts, and states will 

be available to the public. Teachers, administrators, boards of education, town 

and city offi cials, and state governments will be held accountable for results.     

 Statement of Beliefs 

 In writing the vision statement, the school is revealing its beliefs. 

Educators have always held certain beliefs or fundamental views toward all 

aspects of the schooling process. The planning team should stop at this juncture 

in the process and state those beliefs (see   Figure 16.2  ). Although this may 

be done at the very beginning of the strategic planning process, there are 

many advantages to waiting until this point to reveal beliefs. Among these 

are the fact that team members are usually more forthcoming in revealing 

their beliefs after they have established a trusting relationship with the rest of 

the team. Also, after the steps of the planning process (external and internal 

scanning and organizational analysis), the team has developed a common 

vocabulary to use in describing beliefs. If the team has been attentive during 

these prior steps, it will choose terms familiar to the communities it is going 

to involve in writing the vision statement: the administration, faculty, students, 

and parents. 
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 Figure 16.2.     Strategic Planning Process   

 A belief, in this context, is an assumption upon which a person(s) acts. 

Thus, if a teacher believes that students can, in most circumstances, over-

come their family problems and perform at acceptable levels, she has certain 

expectations of results. This belief colors the way she runs her classroom 
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and the assessment (testing and grading) process she employs. One of the 

greatest problems in attempting to manage educational reform is that any 

given faculty may have as many different beliefs as there are teachers in that 

building. Educators are very hesitant to reveal their beliefs. Beliefs have not 

typically been part of the evaluation process. Teachers do not often hear their 

colleagues discussing them. They have not learned how one can discover 

one ’ s beliefs during teacher training or through their supervisors. However, 

all teachers hold beliefs toward students, other teachers, curriculum, professional 

development, instruction, technology, governance, and information. This is 

the point where those beliefs should be revealed and shaped into commonly 

held beliefs. 

 Let us look at some possible beliefs that can come from this process. 

In the area of the student ’ s role in the vision statement of the restructured 

school, the team might decide that two of its beliefs are that students should 

be seen as workers and that all students can succeed. Under the present 

school structure, these beliefs do not seem to be feasible. However, if the 

team really believes that they are a necessary component of a restructured 

school, they will write a vision statement that incorporates these notions. 

This vision might include references to evidence of the student as worker as 

being a decrease of teacher-centered activity and a commensurate increase 

in student-centered behaviors. The vision statement would also refer to a 

decrease in student dropouts and an increased performance of potential dropouts 

on standardized tests or some other local assessment tool. 

 Curriculum is another area that will reveal the different beliefs of the 

team members. Although most, if not all, will express the need for a stable 

curriculum, the real curriculum is not what is written but what is taught. 

Thus, internal scanning should pick up that certain aspects of the stated 

curricula are always taught and others are given scant acknowledgment. 

This is the point at which a team has to decide whether it wants to adopt a 

core curriculum, stating what is or is not to be in the core. Perhaps one of 

the reasons educators have in the past been hesitant to reveal their beliefs on 

curriculum reform is that they feared those beliefs would be interpreted as 

the rationale for elimination of one or more of their colleagues ’  positions. 

However, a vision statement has to reveal the beliefs of the planning team 

even when it will cause disruption. Schools can no longer afford to pretend 

to be all things to all people. They are now being asked to perform count-

less tasks for society. If there are certain tasks the team believes the school 

cannot adequately achieve, this is the time to enumerate them and state 

what it can do well. Although there are certain tasks schools have thrust 

upon them, it behooves the team to identify the ones it feels are not in its 

purview to work with agencies better equipped to handle them. Educators 

cannot afford to be silent sufferers on this issue, especially as education 

budgets are being cut. 
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 A fi nal example of a belief is in the area of technology. If the team sees 

technology as having the potential of revolutionizing how students learn and 

how they are assessed, this should be revealed. Since many teachers do not 

believe this, at least not at present, the team needs to make it public that it 

holds this belief. Since this tenet is often a controversial one, it is a good 

example of why a team needs to reveal its beliefs. If a team believes this 

about technology, it must be able to present to the rest of the school, the 

parents, and the community why it holds this belief. Further, it should show 

how technology is now making a difference either in this school or at another 

school. 

 Revealing beliefs and building a consensus around them are diffi cult 

tasks for even the best of teams. However, the vision statement will be based 

on them. If the individual members have separate agendas, the vision will be 

fragmented and its impact minimal. Initially, the team might wish to reveal 

in writing what each member ’ s beliefs are concerning the areas mentioned 

herein. Through discussion and editing a common set of core beliefs can be 

forged.     

 The Role of the School Librarian in Developing 
the School ’ s Vision 

 As implied in  Empowering Learners: Guidelines for School Library 
Media Programs , the school librarian should be viewed as the informa-

tion expert within the school. If the school librarian is truly this expert, he 

has the obligation to ensure that the school ’ s vision statement is written to 

refl ect how the school is preparing students to live in an information age 

(    Empowering Learners, 2009   ). Although the school librarian tends to be 

tuned into the rapid changes in information access, too many teachers and 

administrators are still receiving their information from the same sources 

they always have. If the history or algebra being taught is essentially what 

was presented 10 or 30 years ago, new information on the curriculum is not 

being used by the faculty. If the administration runs the building much as it 

was run in the previous generation, new information on governance (who is 

in control) and organization (schedules and teaming) is being ignored. More 

important, if students are not taught how to survive in the world of rapidly 

changing information, they will be ill prepared for the 21st century. Let us 

look at each of the sections of the school ’ s vision statement and discuss what 

should be addressed to the satisfaction of the school librarian. 

 In the area of curriculum, the vision statement should mention the need 

for an information skills area. This need not be a separate curriculum area 
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per se. It should, however, be a call for all areas of the curriculum to 

be responsive to the need for all people in an information age to become 

information problem solvers. Although this is more skill building than content 

(curriculum) development, it has its own skills continuum. Eisenberg and 

Berkowitz have shown how information problem solving can be taught 

across the curricula and from elementary school to the university (  Eisenberg and 

Berkowitz, 1990  ). Although classroom teachers may think this area is 

important, it is the school librarian who is the best advocate of this approach. 

My experience has shown that board of education members and parents 

are the most enthusiastic supporters of this approach. They tend to realize, 

because of their own work situations, that information is power, and that 

the more empowered students become in this area, the better their chances 

of success. If the school ’ s vision statement refl ects needs of the present and 

future worlds, it will have to have a section on the need for an information 

skills curriculum. Even if it is not a separate curriculum area, it should be 

seen as an integral part of the other curricula. 

 The role of the student is one that moves away from the relatively 

passive role of receiver of predigested information to the active role of 

an information worker. Thus, the student is not only allowed to retrieve 

and manipulate information, she is encouraged to access information from 

various resources. After accessing it, she is expected to become an educated 

consumer of information. Specifi cally, she must evaluate the validity of the 

source. The student must compare and contrast this information to her prior 

knowledge to defi ne the problem before her. She must gather the infor-

mation from various sources and organize it in a presentable form. Last, the 

student should be able to evaluate how successful her research effort was 

and how she might improve on it the next time. The school librarian sees 

the need for the student to assume this role. The students who are suc-

cessful with their research projects usually can defi ne the problem, identify 

appropriate resources, extract needed information, organize and present the 

information, and are able to acknowledge how they might have improved 

their research if they could do it again. However, experience shows that 

most students fail in one or more of these areas. If we believe in success for 

all students, we have to develop a vision statement that explicitly describes 

what a knowledge worker does and how a student can become one. 

 The role of the teacher should address at least two aspects of infor-

mation. Since all content areas are changing, the teacher whose knowledge 

base remains constant is one who is teaching inaccurate information. This is 

very obvious in the sciences, but it is also true for the Latin teacher. Second, 

the teacher whose source of information is the notes he took in college or 

the occasional conference he attended is not using the type of information 

accessing he needs to stay current. More and more teachers are networking, 

electronically and locally, to keep up. The school librarian should present the 
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library as the logical focal point for such activity. Libraries should also be 

information centers for teachers. 

 The vision for the use of technology in the school should be one in 

which technology is presented as a tool to access, retrieve, manipulate, syn-

thesize, and evaluate information. It is obvious that access to information 

will become progressively easier. The vision statement should acknowledge 

this trend and present how the school is going to approach this technology. 

Since the situation is rapidly becoming one of a plethora of information, 

even in the most inadequately funded schools, the school librarian should 

project where the school needs to be headed. A surfeit of information is as 

much a problem as inadequate resources. Both droughts and fl oods call for 

better management, though the technology may be different. 

 Finally, there should be a section on the role of the parents and the 

larger community. As mentioned before, parents or other community mem-

bers who rely on current and accurate information in their careers will sup-

port the need for a section on preparing students to survive in an information 

age. Also, they will want to know what roles they will play in helping stu-

dents succeed. If schools could once succeed without parental involvement 

and community support, they certainly can no longer. These same parents 

can, reciprocally, bring to the discussion of their child ’ s educational plan 

some of the problem-solving techniques they employ in the workplace. Not 

only will they have a better appreciation of the educational process, they will 

be able to sell the value of the school ’ s program to the greater public. The 

school librarian should use this as an opportunity to ensure that resource-

based learning is presented as the most natural way to involve the greater 

community. The community can become the learning laboratory, preparing 

the students with the types of experiences they will need to be successful. 

By promoting this approach, an alliance between the school librarian and the 

ultimate decision makers in the community can be forged.   

 The Vision of the School Library 

 Concurrent with the formation of the school ’ s vision is the creation of 

the library ’ s vision. Although it will have more specifi cs on the importance 

of information in the education of students, it will complement the school ’ s 

vision statement by drawing from the external and internal scan, recogniz-

ing the organizational analysis and refl ecting certain aspects of the school ’ s 

vision statement. 

 The vision of the library should be written with the success of the stu-

dent as an information problem solver as its central theme. Since a vision 

statement should show where we are going by showing whence we came, a 
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brief opening statement of what the library has been is a good way to set the 

stage for what it should become. 

 Although there are varying opinions on whether a discussion of the history 

of the library is necessary in a vision statement, it is my belief that it is an 

important element. Since libraries are moving away from being storehouses 

of materials and toward becoming learning laboratories, the vision statement 

should encapsulate this history. This is particularly important for the library 

since the other people involved in the planning process may not understand 

the magnitude of the change. If the school librarian truly believes that today ’ s 

students fi nd themselves in a world virtually fl ooded with information, the 

vision statement should present how the library is going to be profoundly 

changed by this information explosion. More important, it should show how 

its program will play an integral role in helping prepare students to become 

knowledge navigators in this sea of information. Next, there should be a 

presen tation of the role of teachers and the school librarians. There should 

also be a projection of the role of technology. All of these elements should 

add up to a picture of what the library will look like in the future. 

 The vision statement of the library should show the unique contribu-

tions it will give to a restructured school. Since it should be considered the 

information center of the building, the whole school community should 

be using the library to train (students) or retool (teachers, administrators, 

and other adults) for the information age. If the student is to be understood 

as an information navigator or worker, there should be some discussion 

of the essential characteristics of this role. How will the student look in 

comparison to past attributes of a successful learner? A new set of skills 

has been emerging since the advent of  Information Power.  The student is 

seen as much more active and involved. Since he is learning to become 

an information consumer, we must look at how he develops strategies 

to acquire information, extracts the appropriate information, uses the 

best information, integrates that information into a presentable form, and 

evaluates the fi nal product. This fi nal stage of information consumption, 

evaluation, is an essential element of any vision statement. Not only must 

the individuals using the library evaluate their own work, but the library 

must evaluate its program. The vision statement should address what a 

successful program would look like and how it might be so judged. 

 Technology and the role it will play in changing the library cannot be 

overstated. Since virtually every major publisher of reference works is promot-

ing or developing e-books, economics alone is going to dictate a shift toward 

electronics and away from print resources. So profound is the impact of just 

this one example of technological change that it would be diffi cult to imagine 

any vision statement without a signifi cant section on the role of technology. 

 Since the school librarian plays a critical role in the development of the 

library program, there has to be some elaboration of his role in the process. 
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The vision is, indeed, his notion of what the library must become. Although 

this vision must fi t with that of the school, it will have features unique to the 

perceptions of the school librarian. Just as only a local team can develop a 

vision for the school, so will the school librarian develop a unique vision of 

the library. 

 The local school librarian can take advantage of local, regional, state, 

and national organizations at this stage. Since other school librarians have 

developed vision statements for their programs, networking could be invalu-

able, since most of us are alone in our buildings. After such networks are 

accessed, different models of visions may be developed. This could have a 

very signifi cant impact on the evolution of the role of the school librarian as 

a change agent in the restructuring of American schools. 

 The vision statement of the library should be brought to the school ’ s 

planning team for review. For many members, it will be the fi rst realiza-

tion of the unique perspective of the school librarian. Hopefully, a dynamic 

dialogue on the role of the student as information problem solver will ensue. 

The vision may have to be revised one or more times so that it communicates 

to the team that which the school librarian intends. Team members may also 

be able to add their perspective on what will be required of students to succeed 

in an information age. The vision of the library should help the team focus 

clearly on that and other points raised by the school vision statement. 

Consider it a compliment if the team asks many questions and requests revisions. 

If they buy into this vision at this stage, they are much more likely to support 

the mission and action plans that come from it. 

 What follows is the vision statement I composed for a local library. 

Hopefully, it shows both its compatibility with the school ’ s vision and the 

uniqueness of the library ’ s program.  

 A VISION FOR THE LIBRARY 

 The vision of the future is of a library that would allow and promote access to 

information for all ability levels. This function would have as many systems 

as needed to allow for information to become “transparent,” that is, available 

without a great investment of time and energy. Ultimately, the systems will 

merge into a unifi ed access program capable of allowing the user to develop a 

lifelong dialogue with the human conversation. 

 In the past, emphasis has been placed on the library ’ s role as a repository 

of books and other materials as well as that of supporting faculty and student 

use of nonprint media. This tended to combine two fairly dissimilar programs 

under the umbrella of “media center.” The microcomputer has caused an 

irrevocable change for these functions. It appears that Web 2.0 tools such as 

wikis, browser-based multimedia, and social networking will only accelerate 
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the pace of this change. Whereas research techniques (e.g., use of the card 

catalog) and the operation of equipment have been the main thrusts of most 

library programs, the future integration of information and the subsequent 

decrease of the barriers to attainment of information will call for a signifi cant 

change or paradigm shift. 

 Sometime soon, artifi cial intelligence systems will answer most students ’  

questions in a human-like manner or interaction. Exciting as this is, it will be 

tempered by the realization that these answers have to be seen as the product of 

a particular question. The question is more important than the answer. Ask the 

question slightly differently, and you will get a very different or even contra-

dictory answer. Thus, the new skill will become the ability to ask the informed 

and intelligent question of the electronic oracle. 

 If we are in an information age, we have an obligation to teach our stu-

dents to navigate through that information. A ship ’ s navigator is not judged 

simply by his ability to read a compass or chart but by his facility in asking 

the appropriate questions of his instruments based on his understanding of the 

weather and the ship ’ s systems and location. Our students must increasingly 

become aware of their environment (scanning); their own thought systems 

(metacognition); and where they are going (analysis, evaluation, synthesis, and 

creation of information). These are the habits of the knowledge navigator. 

 A metaphysical change is taking place. Whereas once we thought of the 

library program as centered in a place (library), we are moving into an era of 

electronic access no longer dependent upon being in a particular facility. 

Whatever is needed for the student to develop the ability to ask the right 

questions of the appropriate resources, regardless of location, is the focus of 

the new program. The challenge of the school librarian is to act as a change 

agent in this process. The school librarian remains the professional who is 

uniquely prepared to meet this challenge.         
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      CHAPTER 17 

 The Mission Statement   

 If the school ’ s mission is considered a distillation of the vision, writing 

a mission statement should be relatively straightforward. In addition, the 

process can be a great opportunity for collaboration on the part of the 

faculty. It helps establish a sense of purposefulness for all (  Conley, 1992  ). 

The planning team should come up with two or three drafts of mission state-

ments it can present to the entire faculty. Each should emphasize different 

elements of the vision. None should be longer than a paragraph. This would 

be another opportunity to convene two or three focus groups for the purpose 

of reviewing the statement to assess its ability to communicate the essential 

elements of the vision statement. The updated mission statements can be 

shared at a faculty meeting or specially designated planning day or workshop. 

This latter planning session will accomplish at least two things: it will foster 

a sense of ownership by the participants, and it is a means by which to see if 

the vision statement is truly understood. 

 The fi nal phase of the mission statement is the phrases that come from it. 

There should be one for each of the major aspects. Each should be direct and 

unambiguous. They serve two purposes: they will be the basis for the action 

plans that follow, and they are a way of setting priorities for those plans. 

 If this process is done correctly, the short phrases of the mission statement 

become goals or objectives for the action plans. There will be a high degree 

of synergy between the vision and the objectives. The mission will be what 

the school is “about.” If there are any phrases that are incompatible with the 

vision, it is the job of the planning team to correct this inconsistency. 

 The mission statement of Joel Barlow High School was developed after 

the vision statement was designed to refl ect its essence.  

 Mission Statement for Joel Barlow High School 

 Joel Barlow High School is committed to developing a community of learners 

in which all students acquire the knowledge, skills, and confi dence to meet the 

challenges of a changing society. 

 Thus, we will provide conditions that foster:  

 an effi cient organization, fl exible and responsive to student needs   • 
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 Since the fi nal version of the mission statement is diffi cult for a group 

to compose, it would be wise for the planning team to appoint an editor. 

This person should be expert in the writing process, with a keen sense of 

how words fi t together. Usually, language arts teachers are prime candidates. 

However, sometimes people who are used to writing grants or proposals are 

the best choices. 

 The completed mission statement should be sent to all communities 

involved with the running of the school, for editing purposes. If any part 

is ambiguous, it should be revised. It is paramount that the language 

be clear.  

 Revision of the Mission Statement 

 Once the mission statement has been accepted by all parties involved, 

it will not need to be revised as often as the vision statement. Mission state-

ments are more global and tend to be tied to more stable truths about a school 

or a library then do vision statements. The latter tend to be much more 

connected to the external environment. If we think of McDonald ’ s mission 

vis-à-vis its vision, we see that the mission has stayed intact for more than 

50 years. However, the vision has had to adjust to the changing conditions 

of American society. Although the society still needs a clean, effi cient, 

and reasonably priced restaurant, it now demands, among other things, 

an eatery that is environ mentally and nutritionally conscious. McDonald ’ s 

has responded to this shift in public preferences by promoting recycling and 

using less animal fat, as well as offering more healthy choices. As the char-

acter of America ’ s eating habits changes, so, too, will the vision. However, 

the mission remains consistent. Perhaps there will come a need to change 

the mission, but this will happen only when a basic change in the vision 

has taken place. It would appear that this ability to change with society and 

still remain consistent with the mission is a prime reason for McDonald ’ s 

phenomenal success.   

 an atmosphere of inquiry, encouraging exploration   • 

 a dynamic curriculum, grounded in the values and traditions of our • 

culture   

 a high expectation of student success balanced by learner ability   • 

 a diversity of learning strategies and opportunities that promote the • 

intellectual, personal, and social development of each student     
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 Can the Mission Precede the Vision? 

 Obviously, one  could  write a mission statement before writing a vision 

statement. That mission statement might be inspiring and congruent with the 

philosophy of the school, but since it does not follow the vision, it has less of 

a chance of helping the school restructure itself. 

 Although the mission statement is not the most important step in the 

planning process, it should play the role of focusing on the essence of the 

vision statement. Mission statements are usually little more than platitudes, 

unless they are tied to the vision. It would have been a waste of time for 

McDonald ’ s to have a mission without a vision. Although the McDonald 

brothers knew they wanted to sell fast food, their vision came from the 

experience of dealing with customers and attempting to make a profi t. Their 

external scan told them that they were at the cusp of a change in the eating 

habits of Americans. It also told them that technology had advanced enough 

for them to design machinery that would allow them to turn a profi t while 

selling inexpensive hamburgers. Their internal scan, or snapshot, told them 

that different aspects of their original operation (car hops, long menus, dishes) 

were ineffi cient. Their organizational analysis allowed them to jettison their 

ineffi ciencies and to begin to clarify their vision. Once this vision had taken 

shape and they both refi ned their systems and clarifi ed their markets, their 

mission became clearer and more attainable. It would not have worked in 

reverse order because the mission is always secondary to the vision. 

 The mission of a school is less important and should follow the develop-

ment of the vision. A mission amounts to little more than a pipe dream if it is 

not tied to the realities the vision statement has explored before it. However, 

if developed from the vision statement, it can become the common purpose 

for all involved (  Joyce, Wolf, and Calhoun, 1993  ).   

 A Mission of the School Library 

 Just as the mission statement of the school refl ects the core of its vision, 

so too does the mission statement of the library focus on the basics of its 

vision. Additionally, it should be compatible with the mission and vision 

of the school. However, since every area or department of a school should 

develop its own vision, this mission will have some unique aspects. Obviously, 

it will have to address the issue of information and access to it. I have found 

that the mission statement and phrases in  Empowering Learners: Guidelines for 
School Library Media Programs  can be helpful. Since the mission provides 
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an excellent lens through which to view the information needs of the students, 

it would serve as a means by which to interpret the school ’ s mission specifi c 

to the needs of an information society. As with the school ’ s mission, it must 

contain the basic and more permanent elements of the library ’ s vision. 

 What follows is an example of a mission statement of a library. It should 

be read in view of the vision and mission of the school and the vision of the 

library.  

 The mission of the library is to encourage students to develop the knowledge, 

skills, and confi dence needed to navigate the sea of information. 

 Thus, we will provide conditions that foster:  

 an effi cient library, fl exible and responsive to students ’  information • 

needs   

 an atmosphere of inquiry, encouraging information access   • 

 a program consisting of the skills needed to effi ciently and effectively • 

access, extract, synthesize, and present information   

 a high expectation of student success in using information   • 

 a diversity of information technologies to allow for differing learning • 

styles and abilities     

 If we look back at the vision statement of the library, we can see that this 

mission is derived directly from it. It contains the essence of the vision while 

emphasizing those aspects that tend not to change. Although the school ’ s 

planning team might not necessarily take the initiative to emphasize infor-

mation, this is a theme that fl ows through the school ’ s vision statement and 

is an essential part of the library ’ s vision. 

 The short phrases are directly connected to the library ’ s vision, but 

they also parallel those of the school ’ s mission statement. Although it is 

an elaboration of where the library wants to go, it also is designed to be 

harmonious with the school ’ s direction. This synergy is the result of an 

integrated effort from the beginning. The school librarian, as a member of 

the planning team, understands the knowledge base (via the external scan) 

the team uses to make its decisions. In addition, the school librarian has 

apprised the team of the need to bring the school into the information age. 

 Since the planning team develops the school ’ s vision and mission with 

all involved parties, the school librarian should offer the library ’ s mission to 

it for comment and revision. The least this would accomplish is to show the 

team that this mission fi ts into the bigger picture of school reform. It will also 
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be an opportunity for the school librarian to emphasize aspects of reform, 

such as information use, that other departments may not have highlighted. 

 The library ’ s vision and mission should be a vehicle of change for the 

entire school. Schools tend to be oblivious to the demands of the information 

age. The challenge is for the school librarian to bring the planning team along 

to the point where they recognize the vision and mission of the library as 

being essential to the school ’ s redesign. The next and fi nal phase of strategic 

planning, the writing of the action plans, uses the bullets of the mission as 

goals or objectives. However, before the time and effort on the part of all 

involved in writing the action plans is spent, the planning team should adopt 

and make public certain givens or assumptions. Although there should not 

be many, they are the critical elements assumed for success of the strategic 

planning process.   

School ’ s Mission Statement Library ’ s Mission Statement

 Joel Barlow High School is com-
mitted to developing a community 
of learners in which all students 
acquire the knowledge, skills, and 
confi dence to meet the challenges 
of a changing society. 

 The mission of the library is to 
encourage students to develop 
the knowledge, skills, and confi -
dence needed to navigate the sea 
of information. 

Thus, we will provide conditions 

that foster:

Thus, we will provide conditions 

that foster:

an effi cient organization, fl exible 

and responsive to student needs

an effi cient library, fl exible and 

responsive to students ’  informa-

tion needs

an atmosphere of inquiry, encourag-

ing exploration

an atmosphere of inquiry, encour-

aging information access

a dynamic curriculum, grounded 

in the values and traditions of our 

culture

a program consisting of the skills 

needed to effi ciently and effec-

tively access, extract, synthesize, 

and present information

a high expectation of student success 

balanced by learner ability

a high expectation of student suc-

cess in using information

a diversity of learning strategies 

and opportunities that promote the 

intellectual, personal, and social 

development of each student

a diversity of information technolo-

gies to allow for differing learning 

styles and abilities
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 Critical Assumptions 

 The planning team should, after the formulation of the vision and mission 

statements, look back at what has transpired and determine what would be 

essential for the success of the strategic planning process. Since in some 

schools it may take a year or more to reach this point in the planning process, 

outside and internal attention and criticism will probably be reaching a 

crescendo. Those outside the planning process will question whether anything 

worthwhile is happening. Along with reporting on the progress of strategic 

planning, the team should reveal its critical assumptions. The committee can 

use this spotlight to state what is needed for this process to continue and 

succeed. 

 What follows are the critical assumptions of the Joel Barlow High 

School planning team at this phase (see   Figure 17.1  ). Note that there is a 

balance between more global issues and the specifi cs of action planning.  

 Critical Assumptions  

 Change will be an ongoing, never-ending process.   • 

 Teachers will continue to grow in their knowledge of content, their • 

understanding of young people, their instructional expertise, and their 

courage to change.   

 Teachers will be provided time for this growth and for the completion • 

of the action plans.   

 The community will commit itself to supporting the action plans with • 

appropriate resources.   

 The administration will continue to value this process as the main vehicle • 

for restructuring the school.   

 Individual teachers will feel free to decide on the degree of their • 

involvement; membership on a committee or participation in a project 

will be voluntary.     

 Critical assumptions allow all to focus on the necessities of the planning 

process. Although some are exhortations to change and growth, others are 

requests for time and resources. If the board of education or superintendent 

cannot support requirements such as allowing planning days and paying for 

substitute teachers, this is the time to fi nd that out. If the planning team has 

been in contact with the key players, these assumptions will not be a surprise. 

However, they will help clarify the necessities for continued success.          



    

 Figure 17.1.     Strategic Planning Process   





115

      CHAPTER 18 

 Developing Action Plans   

 The fi nal sequential step of the planning process is the writing of the 

action plans, which ensure that the strategies developed in the planning 

process are implemented (see   Figure 18.1  ). They outline the tasks required 

to implement a program, the person responsible for each task, the due date 

for the completion of each task, and an analysis of the benefi ts and costs for 

the specifi c action plan. 

 The main intent in writing such plans is to address a particular issue raised 

in the vision and/or mission statements. Although the bullets of the mission 

statement should provide the major areas to be addressed in the action plans, it 

is possible to draw in other areas of focus from the vision statement. All plans 

will be subject to the scrutiny of priority, time considerations, resource avail-

ability, and feasibility. Therefore, it is best to draft as many plans as can be 

inspired by the vision and mission statements and limit their numbers later.   

 Each action plan should include the following sections:  

 The issue (from the vision or mission statements) being addressed   • 

 Tangible benefi ts   • 

 Intangible benefi ts   • 

 Critical assumptions on which the success of the action plan is based   • 

 Evaluation criteria   • 

 Start date   • 

 Who is responsible for its completion   • 

 Category and issue number   • 

 Date of creation   • 

 Statement of the problem it is written to address   • 

 Action steps, with the person(s) responsible, start date, due date, and • 

completion date   

 Resource requirements/cost analysis    • 
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 Before describing each of the elements of the action plans, it is important 

to realize how action plans function. An action plan ’ s issue or area of focus is 

a theme that fi nds its roots in the organizational analysis. Remembering that 

the organizational analysis is the result of comparing the external scan with 

    

 Figure 18.1.     Strategic Planning Process   
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the internal scan, the issue an action plan attempts to address (or redress) 

is fi rst identifi ed at that stage. Let us trace an issue from the organizational 

analysis stage, through the vision and mission, to the action plan. 

 In the organizational analysis stage, the planning team determined that 

online learning was becoming a dominant component of the workplace and 

university setting. Since interest and involvement at the high school and 

university levels is welcomed and growing exponentially, it was chosen as 

an area to compare to the internal scan. A “snapshot” of the building and 

the district showed very little involvement with online learning. Because 

of this dissonance, it was deemed to be part of the organizational analysis. 

In listing it on the organizational analysis chart, there were some aspects 

mentioned on the strengths side. It was mentioned that some students were 

using online vendors for advanced placement courses. Others were using it 

for credit recovery. However, on the challenges side, various criticisms were 

rendered, the most important being that the school was not availing itself of 

online programs for any of the standard curriculum offerings. This is despite 

the consensus of the planning committee that success in the 21st century will 

require workers who can access and receive training through online offerings. 

Schools will have to expand their delivery methods to avail themselves of 

this important element of learning.  

 This issue is found in the vision statement in the following areas:  

 Global: “Increasingly powerful technology will bring both the benefi ts • 

and challenges of instant, far reaching communication.”   

 Local: “Parents will continue to demand vigorous and competitive • 

academic preparation for their children, with considerable attention 

paid to individual needs. Technology will be accepted and expected.”   

 Institutional: “Specifi c changes can be expected in the use of technology, • 

and in methods of instruction and assessment.”   

 Curriculum: “The organizing principle will be real life situations. • 

The content will include a variety of cultures and viewpoints . . . 

transferable and marketable skills such as reasoning, problem solving, 

communication, and collaboration will be emphasized.”   

 Student Role: “The student will do actual research, gather information • 

from various content areas.”   

 Teacher Role: “The teacher will be a co-learner, exploring issues and • 

problems with students and sharing in research efforts.”   

 Technology: “As more and more information becomes available via • 

technology, students will need to learn how to evaluate information 

quickly and determine what is useful . . . An important use for the 

computer in many disciplines is for the location and gathering of 
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 Moving to the mission statement, we fi nd in the text a reference to the 

need to develop learners who will “acquire the knowledge, the skills and the 

confi dence to meet the challenges of a changing society.” Within the mis-

sion ’ s bullets, it is then mentioned that the school will provide conditions 

that foster: 

 “an effi cient organization, fl exible and responsive to student needs . . . 

a diversity of learning strategies and opportunities that promote the intellec-

tual, personal, and social development of each student.” 

 Thus, the issue of online learning has found its way from the external 

scan through the internal scan, organizational analysis, and vision and 

mission statements, and fi nally arrives at the action plan. As stated before, 

the action plan has many sections. The breakdown of these will be shown 

using online learning as an example.  

 Action Plan 

  Issue Being Addressed  

 As mentioned, the issue is restated, here, in its most specifi c form: 

online learning in the core academic areas 

  Tangible Benefi ts  

 Most action plans will have tangible or concrete benefi ts. In enumerating 

them, the committee is answering the “why” question, presenting the most 

provable rationale for proposing this action plan. 

information. There will be a movement from textbook orientation to 

a condition where, through a process of instantaneous information 

retrieval, students and teachers become discriminating consumers 

of a wealth of data . . . Satellite instruction, video conferencing, and 

computer networks will link Joel Barlow with other high schools . . . 

Administrative and guidance department applications of technology 

will increase. Career and college searches, data banks, and scheduling 

are just some of the anticipated uses.”   

 Instructional Strategies: “Specialized facilities such as the Writing Room, • 

labs, and learning centers will be widely used.”   

 Assessment: “Students will be assessed on their level of knowledge • 

and their skills in research, problem solving, collaboration, and com-

munication, including listening.”    



Developing Action Plans  119

 The tangible benefi ts of online learning are: 

  1.   Increased access to course offerings.  

  2.   Learning will not be tied to a rigid schedule of course offerings.  

  3.   More optimal use of all networkable computers.  

  4.   Accessibility through the Internet (school, home, or through wire-

less access).    

  Intangible Benefi ts  

 Although some benefi ts are not quantifi able, they are important and can 

help sell the action plan. 

 The intangible benefi ts of online learning are: 

  1.   The faculty, students, and parents will see the learning as more 

accessible.  

  2.   A greater sense of excitement about learning will be developed within 

the school, among parents, and within the whole community.    

  Critical Assumptions  

 Just as the success of strategic planning, in general, is based on certain 

critical assumptions, so too is the success of the action plan. It is the estimate 

of the planning team that without these pieces in place, the plan will not go 

forward. It is not suggested that there be more than two or three assumptions. 

However, they should be critical. 

 The critical assumptions for online learning are: 

  1.   The community and board of education will provide the fi scal means 

to implement this action plan.  

  2.   The technology exists to allow for the expanding of online learning 

offerings.    

  Evaluation Criteria  

 A strategic plan is assessed according to the value and effi cacy of the 

individual action plans. If it did not have such a mechanism it would not 

be dynamic. Thus, the action plans should come with built-in evaluation 

criteria. Since the committee designing the action plan knows the most about 

its details, it should write the criteria. The method employed should be as 

concrete and obvious as possible. 
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 The evaluation criteria for online learning are: 

  1.   A special community composed of community members, adminis-

tration, staff, and students will be convened.  

  2.   A plan for the design, acquisition, and training will be produced by 

the previously mentioned committee.  

  3.   Training opportunities will be provided for the staff.  

  4.   Reports of curriculum changes and classroom practices indicating 

the use of online learning as an enhancement to student learning will 

be written.  

  5.   Faculty, student, and parent surveys will be written to reveal the 

actual use of online learning.    

  Start Date  

 This is when the fi rst action of the plan is to take place. Actions include 

not only implementation of the innovation but any of the research that goes into 

its preparation. If the intention is to start immediately, that should be unam-

biguously stated. For example, if the start date for expanding the use of online 

learning is this month, preliminary research should begin immediately. 

  Responsible Person(s)  

 A person or persons should be named. It is usually wise to avoid desig-

nating a group or committee since accountability is then too easily avoided. 

If a committee has to be mentioned, use the name of the chair or a prominent 

member. 

 Ideally, the assigned person takes part in the action plan writing or design 

process. Since these plans are going to need enthusiastic and creative shep-

herding from their coordinators, he should feel a sense of ownership as early 

as possible. The later the responsible person is brought into the process, the 

more diffi cult it will be to bring it to reality. Administering other people ’ s 

plans is diffi cult for at least two reasons: the plan will probably not be fully 

understood, and it will be more diffi cult to identify with its success or failure. 

 If we are talking about online learning, the responsible person should 

be the director of school counseling. However, the school librarian could 

assume this role as well. 

  Category and Issue Number  

 For purposes of organization and classifi cation, it is very useful to group 

all the initiatives coming out of the vision and mission into broader categories. 
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The major categories for the action plan might include curriculum, student 

role, teacher role, technology, instructional strategies, information use, 

communications, assessment, and governance/organization. 

 The school librarian can play an important role here by classifying the 

various plans into these broader categories. As a cataloger, his knowledge 

of information hierarchy and specifi city will help the planning team identify 

duplication and inconsistency. A possible organization scheme one can use 

would be similar to Sears or Library of Congress headings and subheadings. 

The only caveat is to use terms that all the planning team members and 

the eventual participants will understand. Thus, our current example might 

become “Online learning” or subject heading, Internet in education. This 

should be interpreted to mean that this action plan is written to address the 

specifi c issue of online learning within the school under the umbrella of 

planning for technology improvement. 

 The breakdown of the areas might look something like this:  

 Curriculum 

  1.   Core Curriculum  

  2.   Interdisciplinary Units  

  3.   K–12 Skills Continuum    

 Student Role 

  1.   Student Writing  

  2.   Problem Solving  

  3.   Self-Assessment    

 Instructional Strategies 

  1.   Professional Development  

  2.   Models/Techniques/Strategies for Specifi c Content Areas  

  3.   Access/Distribution of Information on Instruction    

 Technology 

  1.   Using/Developing Technology for Students and Staff  

  2.   Computer Hardware/Software Acquisition and Training    

 Teacher Role 

  1.   Group Facilitator  

  2.   Teacher as Researcher  

  3.   Teacher as Content Expert  

  4.   Teacher as Curriculum Developer    
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 These last two areas, Communications and Information, are not sections 

of the vision statement, but they should be considered when developing 

action plans. Communications are important because the way in which 

strategic planning is presented to the greater community will determine its 

success. The most rational and elegant plan can be rejected by the board of 

education and the greater community if it is not presented in an understand-

able form. 

 School librarians know how important the area of information is. 

Although the vision statement may refer to information throughout its text, 

the school librarian should ensure that it becomes an area of focus for the 

action plans. Although there will be issues that involve the use of information 

in other areas, having it designated as a separate area is more of a guarantee 

of its eventual incorporation into the master plan for restructuring. 

 The category and issue number for online learning is Technology, 

#2–Online Learning. 

  Date of Creation  

 This is important vis-à-vis the start date. It not only shows how long 

the delay is between the conception and the start, but it supplies a reference 

 Assessment 

  1.   Student Portfolios  

  2.   Process versus Product  

  3.   Place of Traditional Tests and Measurements  

  4.   Use of Assessment Results    

 Institutional (School Governance and Organization) 

  1.   Community Involvement  

  2.   Organization of Time (School Year and Day)  

  3.   Area Specialists (Technology, Guidance, and Curriculum)    

 Communications 

  1.   Use of the Media  

  2.   Community ’ s Perception of the School    

 Information 

  1.   School as Information System  

  2.   Use in Decision-Making Process  

  3.   Information Skills    
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point. In strategic planning, it is very important to know when plans are 

conceived. Since the conditions precipitating and affecting the plan will 

probably change, it may have to be revised or scrapped when the vision 

statement is updated. In this case, the date of creation would be the same as 

the start date. 

  Statement of Problem  

 This is the most important step in the action plan. If you can accurately 

state the problem to be addressed by the action plan, its solution will be 

much easier to bring about. When the team is writing an action plan, it would 

be wise to write the statement of the problem fi rst. The effort involved in 

attempting to edit it down to an easily understandable sentence is a great 

opportunity for the group to sharpen its focus. 

 The statement of the problem for computer networks is: Since computer 

networks open students and staff to more information in a more effi cient manner 

than do stand-alone computers, there is a compelling need to network the 

school ’ s computers. 

  Action Steps  

 The fi nal part of the action plan is the action steps. There should be 

as many as are necessary to bring the plan to completion. Each step should 

have: step number column, description of the steps column, “assigned to” 

column, a start date column, a date due column (if appropriate), a date 

completed column (if appropriate, see   Figure 18.2  ). 

 Each of the boxes under the Action Steps heading should contain the 

following: 

  Step Number  

 The step number box is for a simple, sequential numbering refl ecting 

the order of the initiation of the steps. Although there will be some steps that 

will be completed simultaneously or out of sequence, most will be done in 

the anticipated order. 

 There will be seven steps to create and develop a computer network for 

the school. 

 Action Steps 

 The action step box is for a brief (one to three sentences) description of 

the actual action or performance to take place. 

 Step one might read: “Preliminary research for the design, costs, and 

specifi cations of online learning system to be presented to a district technology 

committee for review.” 
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 Assigned To 

 This box names the person(s) responsible for its completion. I will later 

explain the participation of the responsible person who is important for this 

phase. 

 The director of learning resources and technology is responsible for the 

completion of most of the steps for developing an online learning program. 

The computer coordinator will also be assigned some of the steps. 

 Start Date 

 A box will contain the start date of each of the steps. Obviously, the fi rst 

box will have the same date as the start date of the action plan. 

 Due Date 

 The due date will test the committee ’ s ability to estimate a completion 

date. Although some steps will be ongoing, most will have end points. The 

fi rst estimates will probably be inaccurate. However, the experience of seeing 

the plans develop over a few years will tend to teach the art of estimating 

time. Thus, each step will have its estimated date of completion.     

 Date Completed 

 The actual date of completion is entered in this box. Over the course 

of time, this box will help the planning team understand which type of tasks 

tend to be completed within a predicted time and which tend to need more 

time. Since estimating the time required is not always easy, these boxes 

provide the planning team with important data. When entered into a spread-

sheet program, these data help to track the progress of action plans. This 

will cause the team to review and monitor plans that are not on pace. Some 

action plans will have to be altered or scrapped because of changes in the 

external environment. An example might be a new state mandate that runs 

counter to the direction of the action plan. There could also be a change in 

the internal world (the school) that causes the elimination of a plan. If, 

for example, the person responsible for the completion of the plan had his 

position eliminated, the plan would probably not be completed. Such a plan 

would probably not have a completion date and would have to be reviewed 

as soon as possible. 

 Resource Requirements/Cost Analysis 

 The two most precious resources of most schools are money and time. 

Most plans will have to estimate both. Because of the growing scarcity of 

these resources, estimates should be as realistic as possible. 
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Figure 18.2. Strategic Planning Process
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 The money could come from a reallocation of existing funds or a request 

for new funding. Since budgets are usually proposed 6 to 18 months before 

the money can be spent, the start date will be different for newly appropriated 

monies in contrast to reallocated dollars. 

 The planning committee may need help from administrators on the 

committee who are familiar with the planning process. Obviously, there will 

be a need to total the cost of all the action plans and their time requirements 

before the priority-setting process occurs. 

 The cost analysis for beginning and maintaining a virtual (online) 

learning program would be: 

  1.   $20,000 in the fi rst year — $14,000 for .2 FTE (full-time equivalent 

teacher); $5,000 for teacher training; and $1,000 for miscellaneous 

fees  

  2.   $15,000 in the second year — $14,500 for .2 FTE teacher and $500 for 

miscellaneous fees  

  3.   $15,500 in the third year — $15,000 for .2 FTE teacher and $500 for 

miscellaneous fees  

  4.   $30,500 in the fourth year — $30,000 for .4 FTE teacher and $500 for 

miscellaneous fees  

  5.   $31,500 in the fi fth year — $31,000 for .4 FTE teacher and $500 for 

miscellaneous fees      

 Who Writes Action Plans? 

 Research indicates when there is a high level of participation on the part 

of multiple participant groups, educational strategic planning is viewed as 

effective by these groups (  Conley, 1992  ). If the previous steps have been 

followed with an eye toward participation of all parties, or what some might 

call the stake holders, this phase will be the most inclusive of all. When 

looking at a school, the action plan development stage should be something 

everyone who wishes to can be a part of. The board of education, the admin-

istration, teachers and other staff members, students, parents, and interested 

community members should have the opportunity to become involved in the 

design of action plans (  Saphier, Bigda-Peyton, and Pierson, 1989  ). 

 This high level of participation is important for many reasons. Not only 

does it develop a sense of ownership in the strategic planning process, but 

it functions as an important review of the meaning and understanding of the 

vision and mission. In the next chapter, it will be shown how each action plan 
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will be held up against public scrutiny, which includes agreement with the vision 

and mission statements. The higher the level of participation in the writing 

of the plan, the greater the likelihood of identifi cation with the success of not 

only the individual plan but the entire strategic planning process. Since it will 

probably be disruptive to the school day to have so many people involved in 

planning, having a few planning days over the course of the school year 

may work well. Although these could be consecutive days, there is greater 

effi ciency in having them spaced throughout the year. This will test the will 

and resources of most school districts, but the benefi ts accrued will be many. 

 For purposes of organization and consistency with the previous steps, 

it is suggested that the categories previously mentioned (curriculum, student 

role, instructional strategies, technology, assessment, institutional issues, 

communications, and information) be used. Since some people will want 

to serve on more than one action plan writing committee, either a lottery 

system could be used or the day could be split up with half of the areas 

in the fi rst session and half in the second. Each committee should have an 

elected chair and a facilitator. It would be helpful to make a representative 

of the strategic planning team the facilitator. This will increase the chances 

of an accurate interpretation of the planning committee ’ s intent and increase 

everyone ’ s sense of ownership in the strategic planning process.   

 The School Librarian and Action Plans 

 If the school librarian has gone through the previous steps of stra-

tegic planning for the library, this will be a point of convergence for what 

had been parallel planning tracks. Since the apex of strategic planning is the 

action plans, the school librarian should put a great deal of effort into seeing 

that some of the school ’ s action plans involve him. If he writes and edits the 

action plan, this would be even better. The ultimate object is for him to be 

involved in at least two or three action plans. 

 Ideally, the action plans the school librarian is involved with will come 

from the vision and mission statements of the library. Since they should 

be related to the mission and vision of the school, they are the result of the 

ongoing synergy that has existed in the planning process between the whole 

school and the library. The library and any of the other departments are not 

pressure groups or special interests. Strategic planning ’ s intent is to break 

down the traditional turf wars that one experiences in most schools and to 

focus on the bigger picture, the vision. Since the school librarian usually 

represents the smallest department in the school, his talents as a team player 

and collaborator should be employed. The action plans the school librarian is 

involved in must be viewed as vital to the future of the school. 
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 Although the library will have its own action plans, most of the energy 

of the school librarian should be employed in collaborating with others to 

write action plans for the entire school. If the school librarian collaborates 

in the writing of two or three action plans for the school, there should be 

at least as many others, specifi cally for the library. The school-wide action 

plans should have a direct connection to the vision or mission statements. 

The ones for the library should be connected to the vision or mission of this 

function. An example of an action plan, specifi cally for the library, might 

be: An analysis of the library ’ s systems should be conducted to determine 

their fl exibility and responsiveness to student information needs. As with all 

action plans, there would be a progression through the various parts. 

  Issue Being Addressed  

 Although we are the main authors and audience of this plan, we should 

still present the issue as plainly and directly as possible. We may want to pres-

ent the action plan to an administrator or to a volunteer who is helping us. 

  Tangible Benefi ts  

 The anticipated concrete benefi ts of this action plan will be: 

  1.   Systems more responsive to student habits will be devised and put 

into place.  

  2.   A baseline for future data analysis will be established.  

  3.   The results will be used in the internal scan of the strategic plan of 

both the library and the school.    

  Intangible Benefi ts  

 As a consequence of this action plan, it is expected that the following, 

less quantitative results will occur: 

  1.   Students will be more inclined to use the library.  

  2.   The school librarian will have a better awareness of the value and 

time requirements of systems analysis.    

  Critical Assumptions  

 To be successful, it is assumed that: 

  1.   Someone knows or has time to learn enough about systems analysis 

to be able to collect and evaluate the appropriate data.  
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  2.   Clerical support is available for data collection.  

  3.   Computer analysis can greatly aid the process.    

  Evaluation Criteria  

 In order to determine the success of the action plan, the following cri-

teria will be used: 

  1.   A plan for doing a systems analysis will be devised.  

  2.   The school librarian will make a report on the systems of the library 

and enact appropriate changes.    

  Start Date  

 To work this task into our busy schedules, it is important to establish 

when we are beginning the innovation. 

  Responsible Person(s)  

 Even though the school librarian(s) will be responsible for the comple-

tion of most of the steps of the action plan, it is important to anticipate if it 

will affect other members of the library ’ s staff. 

  Category Code or Number  

 The school librarian can determine whether or not to use an internal 

coding system. It is recommended that if one is adopted it function much 

like the school ’ s coding system. 

  Date of Creation  

 Although we might have conceived this plan alone or among school 

librarians, it is a good practice to note when we did. Busy schedules can 

cause us to lose track of time. We become better planners when we see how 

long plans actually take from conception to completion. 

  Statement of Problem  

 The statement of the problem this action plan is attempting to address 

should discuss its importance vis-à-vis the other initiatives in the library: 

 With the proliferation of information systems available, it becomes 

increasingly diffi cult to assess which ones are closest to the information 

retrieval habits and abilities of the students. Since this is a key component 

in the success of student research, an analysis of the existing systems in the 

library and other possible systems is required. 
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  Action Steps  

 Each action step is described in an action step box. 

 Step one (of fi ve) would read, “A review of the literature of systems 

analysis for library systems will be conducted to determine the best approach 

to take.” 

  Assigned To  

 Although one person will be assigned to coordinate this action plan, 

others will be involved. 

  Start Date  

 Each step ’ s start date will coincide with the previous and subsequent 

step, as much as possible. 

  Due Date  

 Although estimating due dates can be diffi cult, this is a good experience 

in acquiring the ability to gauge how long such plans take to complete. 

  Resource Requirements/Cost Analysis  

 The equipment, supplies, personnel costs, training, and staff develop-

ment should be estimated for the duration of the action plan.         
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      CHAPTER 19 

 Setting Priorities   

 The most contentious and diffi cult step in the strategic planning 

process is deciding which plans will receive the most attention. A process 

should be established that is fair to all concerned. This decision-making 

scheme will involve the vision and mission, feasibility, student outcomes, 

budget implications, and short-term versus long-term implementations. 

Each action plan will be looked at through these various “fi lters” before 

deciding which will receive the highest priority and which will have to 

wait for a better time. 

 This stage should be a very public one as well. A perception on the 

part of the various participants that an elite group is pulling the strings 

of priority setting can doom the action plans. Indeed, after discussing 

the various criteria, there will be a presentation on how to get the highest 

level of faculty and community participation in the decision-making 

process.  

 Mission and Vision Statement 

 To be consistent will the rest of the strategic planning process, 

the fi rst screening step is to look at the action plan in comparison to the 

vision and mission statements. Although such a comparison should have 

been taking place throughout the planning process, it is possible that 

an action plan will be proposed that does not seem to receive support 

from the vision or mission. Unless that plan can be revised through nego-

tiations between the planning team and the action planning committee, 

it should receive the lowest priority. Plans that are easy to write and 

inexpensive to enact but do not have any real connection to the vision or 

mission statements are not going to move the school where it wants to 

go. Since it will be necessary to review many action plans, it would be 

useful to rate each of these on a high-priority to low-priority scale. A 1–6 

scale for this and the other categories will be helpful in determining the 

fi nal priority order.   
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 Feasibility 

 After deciding how closely the action plan conforms to the vision or 

mission, it will then have to be scrutinized according to its feasibility. Rarely 

will a school be able to avoid the realities of budgets, time requirements, 

understanding on the part of those who must enact the action, along with 

other real world considerations. Even if an action plan had a high mark for 

its synergy with the vision or mission, if it receives a low feasibility rating, 

it will probably be crippled from the start. 

 The main elements for judging an action plan ’ s feasibility are: 

  Budget.  How much money does it require to initiate or maintain as 

compared to existing or potential resources? 

  Time.  Can this task realistically fi t within someone ’ s schedule or can a 

new position be created? 

  Expertise.  How much specialization is required and does such expertise 

exist within the present staff?   

 Measurable Student Outcomes 

 The fi nal screening process involves what strategic planning for 

education is intended to address: improvement of student performance. 

Because of the situation in which American education fi nds itself, we 

have to remind ourselves that the public who pays the taxes is looking 

for results. Although educators know that much of what happens in the 

education process is not readily quantitative, the spotlight of the media and 

most politicians will be on tangible results. Therefore, this, the third of the 

criteria for acceptance of action plans, has to have equal importance with 

the fi rst two. 

 Having the screen of measurable student outcomes also acts as a safety 

net for the planning process. Student learning will increase only when that 

is a central goal of the action plan (  Joyce, Wolf, and Calhoun, 1993  ). The 

committee designing the plan will know that concrete results will be one of 

the three major areas of the assessment of the plan. A plan may seem to be 

very close to the vision or mission and have a high feasibility rating, but it 

might have outcomes that are diffi cult to demonstrate. Having this criterion 

will tend to keep the critics of school reform in check. Strategic planning 

could look too much like another bureaucratic exercise if most of the action 

plans do not point to changes that can be seen and measured within a year or 

two after enactment.   
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 Who Judges? 

 The most crucial decision a planning team has to make at this phase 

is who will have the power to approve the various action plans? Although 

the planning team can opt to reserve this process for itself, it is important 

not to seem to be elitist. Not only is elitism bad politics, it will probably not 

give the school the best set of action plans that divergent viewpoints tend 

to give. 

 In order for an inclusive process to take place and for the planning team 

to retain the necessary control, focus groups can be used once more. There 

should be no more than four groups, each with no more than fi ve members, 

one of whom should be a member of the planning team. Each focus group 

should have the criteria for priority setting of action plans explained to it by 

the entire planning team. This will tend to save time, and everyone will have 

a similar understanding of the selection process. 

 Using a numerical rating system of high to low (6 to 1) approval for 

each of the three criteria, the action plans should be numbered from highest 

acceptance (18) to lowest (3). Once each focus group has ordered the plans, 

there should be a meeting of all the focus groups and the planning committee. 

The spokespeople or chairs of the focus groups should present their judgments 

with explanation. There will, no doubt, be a lively discussion about the different 

ranks and understanding of the value of the plans. Since this can be a very 

sensitive juncture for the many people who have invested time and energy 

in writing the action plans, the planning committee has to take much of this 

discussion under advisement. If there is any doubt about the meaning of the 

text of any of the action plans, the planning team or its representative should 

not hesitate to ask the original authors. 

 Since this will be the fi rst time that many staff or community members 

will have an opportunity to propose a plan for the school, great care has to 

be taken to ensure that they understand why their particular plan is rejected 

or modifi ed. Besides striving for the best action plans, it is equally important 

to have people who are committed to the strategic planning process. Since 

the planning team should have a rotating membership, these people will be 

asked to serve on it at some future time. They will not want to serve if they 

do not believe the planning process is a fair and equitable one. 

 The fi nal step in the action plan phase is for the planning team to take 

all the previous proceedings into account and to make its fi nal decision 

as to which plans to go with and which to either alter, postpone, or scrap. 

This is the moment of truth in the planning process. Hopefully, most plans ’  

acceptability will seem to be obvious after this exhaustive review process. 

However, there will probably be an action plan or two that receive either too 
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high or too low a rating. The committee must exert itself and propose the 

plans in the order it sees fi t.   

 Final Deliberation 

 The planning committee must come up with a priority listing. Short 

of an unanticipated windfall, it will know a line below which plans will not 

make the cut for funding and support. Before dooming a plan to ignominy, 

there are at least two ways to save it. The fi rst is to combine it, or at least 

elements of it, with similar but higher ranked plans. The second is to phase 

it in over a longer time than originally proposed. 

 Through creative editing, the planning team can combine parts of 

action plans that do not receive high enough ratings with a highly rated 

plan. Although this should be done only when such an addition is seen as 

strengthening the accepted action plan, it serves a multitude of purposes. 

It tends to show the whole school that there are certain shared themes or 

unities. It allows a particularly exceptional step of an otherwise lowly rated 

plan to be adopted. Finally, and most important, it tells the committee that 

wrote the action plan that its thoughts and work are valued. 

 What follows is an example of the evaluation process using the pre-

viously described online learning plan. The committee that wrote the action 

plan for an online curriculum made an excellent case for giving this plan 

the highest rating, 6, because of its high agreement with the vision and 

mission of the school. In defending it to the focus groups and later to the 

planning team, it cited the following specifi c sections of the vision and 

mission statements: 

 Vision statement: 

 “Increasingly powerful technology will bring both the benefi ts and 

challenges of instant, far reaching communication.” 

 “Parents will continue to demand vigorous and competitive academic 

preparation for their children, with considerable attention paid to 

individual needs. Technology will be accepted and expected.” 

 “Transferable and marketable skills such as reasoning, problem solving, 

communication, and collaboration will be emphasized.” 

 “The student will do actual research and gather information from various 

content areas.” 

 “The teacher will be a co-learner, exploring issues and problems with 

students and sharing in research efforts.” 
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 “As more and more information becomes available via technology, 

students will need to learn how to evaluate it quickly and determine 

what is useful.” 

 “There will be a movement from textbook orientation to a condition 

where, through a process of instantaneous information retrieval, stu-

dents and teachers become discriminating consumers of a wealth of 

data.” 

 “Students will be assessed on their level of knowledge and their skills 

in research, problem solving, collaboration, and communication, including 

listening.” 

 Mission statements: 

 “An effi cient organization, fl exible and responsive to student needs.” 

 “A diversity of learning strategies and opportunities that promotes the 

intellectual, personal, and social development of each student.” 

 Thus for agreement with the vision and mission, computer networking 

received a rating of 6 from the focus groups. 

 The initiation and maintenance of an online learning program proved 

to be problematic. Looking at the three major areas of feasibility rating 

(budget, time, and expertise), the online learning program did not appear 

highly feasible under existing economic circumstances. It required more time 

than it appeared people had to give. Finally, although the existing director 

of independent and online learning was doing a creditable job, it appeared 

that he would require intensive training to be able to administer an online or 

virtual learning program. 

 The focus groups gave the action plan a 3 for feasibility. They felt this 

action plan deserved a relatively high rating in the area of measureable 

student outcomes. They noted that there is not too much known about the 

effect of online learning on student outcomes, especially in the core areas. 

Looking at online learning programs in other school districts and the indica-

tions that these programs tend to increase measureable student outcomes, the 

focus groups decided to give the action plan a rating of 5. 

 With a cumulative score of 14 out of a possible 18, this plan did not 

have a high enough rating to receive fi rst-priority status. The planning team 

was interested in making it a high-priority plan since it was rated so highly 

in the vision/mission area and in measureable student outcomes. However, 

in order to do this, it had to address the area of feasibility. 

 To apprise them of the situation, the planning team called in the authors 

of the action plan: the school librarian, the computer coordinator, and the 

director of guidance. The planning team asked the committee to come up 
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with an answer to the issues of time and expertise and to report back in two 

weeks. It decided to address the issue of budget directly with the superintendent 

and board of education. 

 After some deliberation, it was decided by the board of education and 

the administration to form a special committee of parents, teachers, and 

administrators to get the support within the community to pay for this program. 

This committee was given the action plan to review and revise if necessary. 

It was also made clear from the start that the money needed to initiate and 

maintain an online learning program could not be added to an existing budget 

and had to be appropriated some other way. The board and administration 

also made it clear to this special committee that, within certain limitations, a 

multiphase approach was the most acceptable. 

 The action plan writing committee reported back to the planning team 

that it felt the issues of time and expertise were not as insurmountable as had 

originally been thought. In doing research and calling schools with online 

learning programs, it was discovered that the regional educational coopera-

tive could assume some of the budget for the fi rst year of the teacher and his 

training. 

 This example illustrates the role of the planning team vis-à-vis action 

plans. Although there was a very high degree of participation on the part of 

the faculty in the writing and rating of this plan, the planning team played the 

pivotal role of bringing a plan that was very close to the vision and mission of 

the school into reality. It did not ignore the diffi culties in the area of feasibility. 

Instead, it looked for creative ways of overcoming these obstacles.    
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      CHAPTER 20 

 Action Plans 
and Budgetary 
Considerations   

 Ideally, the action plans will become a major part of the budgeting 

process. Since strategic planning reveals the priorities of the school and 

where it intends to go, the rest of the budget can be built around it. However, 

most schools fi nd themselves in situations that do allow for such a seamless 

transition from traditional budget to a strategically developed one. 

 Since the budgeting process is usually set by forces outside the school 

(state, county, or district regulation), action plans usually fi t best into areas 

of the budget that allow for program improvement. Although strategic 

planning will ultimately call for a thorough revision of the budgeting process, 

there is usually a period of adjustment. 

 This is the point where the greatest support and involvement on the part 

of the administration are needed. If the superintendent or her delegate has been 

involved from the beginning in the strategic planning process, she should be 

able to advise the planning team on the best approach to take in dealing with the 

existing budgeting process. She and the board of education representative(s) 

should have been informing the board of the intents and outcomes of the plann-

ing process. It is, however, an excellent idea for the entire planning team to 

make a presentation to the board at a scheduled meeting. Since the support of 

the board is usually essential for the success of the plan during the budgeting 

process, its members should understand the importance of the strategic plan as 

a means to make the school into the type of organization that can best prepare 

its students to be successful citizens in the 21st century. 

 The school librarian should help design this presentation to the board. 

Since the vision is the most important aspect of the plan, use of engaging and 

clear visuals or a video can help the board realize where the school is going. 

The school librarian is usually the person on the team who has the most 

experience with audiovisual presentations. Even if the eventual presentation 

is professionally produced, the school librarian can use all of his various 

professional contacts to ensure that the most effective presentation is what 
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the board sees. Although the planning team could wait to present to the board 

when the action plans are complete, it is advised that the presentation take place 

soon after developing the vision and mission statements for at least three 

reasons: (1) The planning team is closest to the vision and is most enthusiastic 

soon after developing it; (2) The team is going to have to ask the board for 

support in the action plan development stage; (3) The budget the board will 

next see will have a priority set by the strategic planning process. It needs to 

become familiar with the nomenclature of strategic planning, understanding 

what such terms as  vision statements  and  organizational analysis  mean. 

 Since most budgets are divided into departments or object codes, the 

library account will be selected to show what happens to an area when it is 

altered by the strategic planning process. All other departments or areas of 

the school should adopt a similar format. What follows is an example of a 

library ’ s budget after going through the strategic planning process.  

 The Budget and the Library 

 The fi rst part of the library ’ s budget is its vision and mission statements. 

This establishes what the librarian hopes this budget will begin to bring to 

reality. It also sets a tone of strategic, long-range planning. Although the nuts 

and bolts of maintaining the library ’ s many functions (buying books, repairing 

equipment, processing materials) will be part of the budget, the vision and 

mission set a higher tone for it defense. All new initiatives should be directly 

related to the vision. 

 Next comes the organizational analysis. Since this addresses the present 

and the future, it is an excellent transition from the vision and mission to 

the “dollars-and-cents” section. The organizational analysis communicates 

to the board what is strong within the present program and what is a real or 

potential problem. By listing the strengths the board is able to understand 

that past funding has brought benefi ts the school librarian intends to keep, 

whenever possible. The challenges section emphasizes where the school 

librarian intends to go. Every one of the challenges should be connected to 

the vision and/or mission statements of the library, which are in turn connected 

to the vision and mission statements of the school. There should not be any 

surprises or incongruities. This, in effect, establishes the priorities of the 

library program. If cutbacks have to take place, new initiatives will have at 

least as high a priority as existing programs. The vision has to be seen not as 

“nice if you can afford it,” but a necessary step in taking the school where 

it must go. The board should understand that when it cuts sections or 

percentages of this budget, it is keeping the school from where it needs to 

be. Conversely, by identifying the priorities of the library, the school librarian 
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must be prepared to cut in areas of lower priority. This may involve positions and 

programs that the school has taken for granted. The strength of the strategic 

planning process is that it tends to view budgets as unifi ed wholes rather than 

as a compilation of many competing departments or fi efdoms. Areas that 

have very little to do with the vision or mission of the school should see their 

support dwindle over the years of budgeting. 

 Following is an example of an organizational analysis written espe-

cially for a budget presentation: 

  Analysis of Present Status of Department Activities in Comparison to 
the Vision Statement : 

   Library 

CHALLENGES STRENGTHS

Introductory Statement

With the accelerating pace of tech-

nological change, it becomes more 

diffi cult to choose the most appro-

priate systems.

The present systems allow for 

more access to information for 

all ability levels than any in the 

past.

Student Role

The student must increasingly be come 

an independent researcher. At present, 

students do not take full advantage of 

the library. There is a need to continue 

to develop a grade 9–12 research 

program.

The students who take advantage 

of the library are able to access 

information electronically and 

manually.

Teacher Role

At present, about two-thirds of the 

faculty has been trained in the use of 

computers to access information.

Between 10 and 20 teachers are 

being trained each year in the 

professional development work-

shops “Electronic Access to Infor-

mation.”

Technology

Although the technology allows for 

more access to information than 

ever before, we have fi ve different 

research databases. Even with their 

many similarities, there is a need 

for integration.

We have a student body that 

welcomes technological innova-

tions. Federated search engines 

are available to do a unifi ed 

search of many of our subscrip-

tion databases.
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 Since the per-pupil expenditures budget account is normally the most 

secure, or the last to be cut, those sections with the highest priority in the vision, 

mission, and organizational analysis of the library should fi nd themselves 

here. If the budget is composed mostly of line items that refl ect maintenance 

of existing programs and functions, it is obvious that it does not refl ect strategic 

planning. Even if an action plan can be phased in over two or more budgets, 

it would still be strategic. 

 Although long-term contractual obligations cannot be changed in the 

budgeting process, there is often a section of the budget that deals will new 

expenses, such as capital improvements, curriculum improvement, or pro-

fessional development. This part should be dedicated exclusively to action 

plans. Since the school librarian rank ordered these action plans, they should 

be defended with that order of importance in mind. 

 In summary, even though there is an attempt to preserve as much of the 

existing program of the library as possible, the new budget will refl ect as 

much of the strategic plan as possible. Especially in diffi cult fi nancial times, 

the  library  cannot be seen to be initiating programs that are not integral to 

the greater strategic plan. Even the maintenance of certain existing programs 

and personnel might have to be sacrifi ced for the greater good. This will tend 

to solidify the position of the school librarian as a strategic planner and team 

player.       

Instructional Strategies

The library and the Writing Center 

have formed a research committee 

to create a systematic approach to 

the teaching of research skills.

Each student gets individual atten-

tion when learning the new systems 

of electronic access. We require 

every ninth-grader to take a week-

long research program.

Assessment

There is a need to assess whether 

stu dents can perform independent 

research. Specifi cally, a scoring 

rubric has to be designed to mea-

sure the research process.

Pre- and post-tests are used to 

assess student progress in learn-

ing information skills.

Staffi ng

The professional staffi ng level is 

inadequate. State guidelines recomm-

end having 3.5 (full-time equivalent) 

professionals.

The support staff of the library is 

highly competent and dedicated.
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      CHAPTER 21 

 Keeping Strategic 
Planning Dynamic   

 To sustain strategic planning ’ s dynamic nature in the school setting, 

three areas should be promoted: understanding the relationship among the 

parts of the planning process, learning about the change process, and profes-

sional development. Without each of these becoming a part of the life of the 

school, the plan will become static and soon join other educational reforms 

in the graveyard of good intentions.  

 Relationship Among the Parts of the 
Planning Process 

 The fi rst time through the planning process, it is necessary to go through 

the various steps sequentially. However, this linear approach is mostly for 

purposes of learning and team building. Once the planning team has all the 

steps completed, it is no longer a sequential process. Although external 

scanning will be required continually, it is not a matter of “returning to go,” 

as in the game of Monopoly. Rather, it and the other steps become sub-

systems to the process of strategic planning. Just as the various subsystems 

of the body (circulatory, respiratory, etc.) function simultaneously, so too 

should the elements of the strategic plan. Thus, the team should have ways 

of monitoring the external environment and the internal world of the school 

and be thinking how these affect the organizational analysis. The vision will 

change as the organizational analysis is altered. Although the mission may 

not change very much, its dynamism comes from its serving as a touch-

stone against which the action plans are held when they have to be reviewed 

because of changes in the vision. As action plans will have to be changed 

when the other parts are altered, they can also cause the other elements to 

be rewritten. Thus, the mistakes made in the design and implementation of 

action plans become the necessary data the planning team needs to adjust and 

revise. Failure is inevitable. Learning from these problems is the challenge 
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to keep the plan dynamic. Problem solving is the main task of the planning 

team after the initial planning process (  Joyce, Wolf, and Calhoun, 1993  ). All 

parts are intimately connected. A change in one either causes a change in the 

others or is caused by their alterations. 

 The planning team retains primary responsibility for updating the 

elements of the plan. It can appoint one of its members or a member of the 

school community to oversee a step. Indeed, the school librarian would 

be an ideal monitor of the external environments. However, the planning 

team must constantly review the data as they come in. Certain warning 

signs might appear on the horizon of the external world. The person monitor-

ing and the entire planning team will have to learn which signals to heed and 

which simply to continue observing. 

 Since the vision statement is so vital to the success of the plan, great care 

should be taken in overseeing its revision. Although a revision is easier than 

the fi rst vision statement, the planning team should appoint a subcommittee 

to revise it every two to three years. With the external environment changing 

at a very rapid rate, the vision will have frequent substantive changes.   

 The Change Process 

 Although it would be helpful for anyone trying to deal with today ’ s 

hectic world to understand the change process, it is essential for everyone 

involved in strategic planning to do so. Research on schools that are attempt-

ing to restructure themselves points to the need to help the participants 

understand what is happening to them as they change and to others whom 

they are asking to change (  Joyce, Wolf, and Calhoun, 1993  ). If you are to 

understand and prepare for each of the predictable stages of the change pro-

cess, you must understand what those steps are. 

 Often planners forget that when they fi rst attempted an innovation 

they had high levels of concern throughout the learning and implementa-

tion process until the innovation became internalized. Some of the most 

important fi ndings concerning educators ’  response to the stages of the 

change process come from the works of Hall and Hord (  Joyce, Wolf, and 

Calhoun, 1993  ). Using a seven-stage model of change based on the con-

cerns of teachers at each step, they have come up with a comprehensive 

approach for dealing with practically anyone at any stage of the innova-

tion (  Hall and Hord, 1984, 52–79  ). If we do not recognize at what stage 

of the change process an individual or group of individuals is, we will not 

know the proper interventions to employ. If an individual is telling us that 

he is at the orientation or initial learning phase and we respond with an 

intervention more appropriate to a more advanced stage, we will alienate 
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him from the strategic planning process. People do not usually adopt 

an initiative unless they see its inherent value. They will not understand 

and value such an initiative unless they can try it out. This is especially 

true for a relatively unfamiliar innovation such as strategic planning. Pub-

lic bureaucracies, such as public education, have traditionally been con-

cerned more with maintenance than development. However, we cannot 

have progress without change (  Perelman, 1988  ). 

 The success or failure of this planning process hinges on whether a 

critical mass of the faculty of a school adopts at least some key elements of 

the plan. Schools change only after enough individuals in them adopt those 

changes. Both the planning team and all participants in the strategic planning 

process should be given training in the change process (  Joyce, Wolf, and 

Calhoun, 1993  ). Since the stages of change are essentially the same whether 

or not the persons initiate the innovation or have it thrust upon them, under-

standing this process helps individuals retain some level of control over its 

implementation. The most elegant plans can be rejected by faculties who 

do not receive the type of information and support required at their stage 

in the change process (  Joyce, Wolf, and Calhoun, 1993  ). Although there 

may be some faculty members who will fi ght virtually all changes, most 

resistance is the communication of the natural anxiety felt when attempt-

ing something new. Since teachers have to be concerned with not only how 

they will manage an innovation but how their colleagues and students will 

view them during this phase, it is not surprising that they can get so appre-

hensive. Changes in the past have failed not only because they appeared to 

be “top-down” and not connected to the reality of the classroom; they also 

failed because the necessary support to bring teachers through the stages 

of change was rarely present (Fullan, 2000).   

 Professional Development 

 The third  sine qua non  in keeping the strategic planning process 

dynamic is professional development. Strategic planning is most effec-

tive when it is used to coordinate the various initiatives in the building. 

These innovations usually come as a result of the professional growth of 

a group of teachers. Professional growth empowers educators and gives 

them a sense of involvement in the destiny of the school (  Dunsworth and 

Billings, 2009, 122–125  ). If an individual is becoming profi cient in coop-

erative learning, he will value the work of strategic planners because of 

the collaborative nature of the endeavor. Those who are growing in the 

area of process writing will respect the vision statement and action plans 

as exercises in bringing meaning to concepts and notions via the written 
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word. Those who feel technology will be the engine that drives change in 

education will applaud the prominence strategic planning gives it. Even the 

educator who is becoming more profi cient in her discipline will be able to 

see that most subject areas are writing or implementing national standards 

that are strategic in that they are responding to national educational goals 

and initiatives. The process of strategic planning eventually has to become 

the property of the whole community. Professional development is the 

fertile ground from which strategic planning sprouts. Since emphasis in 

professional development is moving away from a search for formulas of 

skills and toward understanding how to develop problem solvers, we will 

become the problem solvers any organization needs to succeed (  Joyce, 

Wolf, and Calhoun, 1993  ). 

 The strategic planning team needs to work in an environment where all 

members of the school community are involved in lifelong learning. From 

time to time, it also needs some specifi c training in the planning process. 

As mentioned earlier, the team should become expert in understanding the 

change process. In addition, someone on the team should become the pro-

cess champion (  Conley, 1992  ). In other words, someone should research 

and become reasonably profi cient in the strategic planning process. There 

are presenters who offer workshops on strategic planning that these process 

champions can attend. In addition, organizations such as the Association for 

Supervision and Curriculum Development sponsor networks for individuals 

interested in sharing experiences in strategic planning. 

 The fi nal aspect of professional development is the use of external con-

sultants. The reason that this is considered part of professional development 

is that the consultant is not to be viewed as someone who writes the plan for 

the school. Rather, he is paid to facilitate the process of strategic planning. 

In addition, he should teach the critical elements of the process and help 

the team evaluate them. Since every school will have a plan unique to its 

circumstances, he can function to remind the team what strategic planning 

hopes to accomplish. The best of these consultants do not come with pre-

conceived ideas about what specifi c issues and answers will emerge from 

the process. Rather, they convey confi dence that the process will result in 

good answers and help those answers to appear (  Conley, 1992  ). At least in 

urban situations, it was found that a minimum of 30 days of such external 

assistance was required to ensure success (Fullan, 2000).    
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      CHAPTER 22 

 Caveats and 
Serendipity   

 Although this presentation of the strategic planning process seems 

fairly simple and straightforward, schools are anything but simple systems to 

reform. Because of their complexity and the seeming inability of reforms 

to stick, there are fi ve warnings and some benefi ts of the planning process 

that should be noted. This process requires a substantial amount of time, 

funding, and infl uential administrators. Do not be fooled into believing that 

superfi cial changes are signifi cant. Be prepared for the “implementation 

dip.” Finally, the process provides many benefi ts. Some are surprising.  

 Time 

 Not surprisingly, time is the most precious resource in the planning 

process. Most educators already fi nd themselves overburdened and short on 

time (  Reese, 2006  ). To add a process that requires more time seems almost 

absurd. However, the need for strategic planning is so critical that the time 

has to be found. Teachers most closely engaged with change efforts spend 

about 23 days a year, or 13 percent of their time, on reform (  Fullan and 

Miles, 1992  ). Everyone can try to increase the present effi ciency of his regu-

lar responsibilities, but some functions will have to receive a lower priority, 

at least for the fi rst year.   

 Money 

 It is diffi cult to predict how much will be required by a given school. 

Most of it will go for professional development and external assistance 

(  Dunsworth and Billings, 2009, 113–115  ).   
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 Support of the Administration 

 The strategic planning process must be enthusiastically supported by 

the superintendent or another key decision maker. Since strategic planning 

seems to be most successful when it is site based, the building principal 

should also be a vital part of the process. Ideally, both should be involved; at 

least one  has  to be. Teachers will not invest their time and energy when they 

see that strategic planning is not being promoted by key educational leaders 

in their school and district (  Conley, 1992  ).   

 Superfi cial Changes 

 Although superfi cial changes may be appropriate for minor problems, 

real change can come about only when the signifi cant issues are dealt 

with. If the vision statement has been developed as proposed herein, it will 

address the heart of the educational process. Consequently, the closer the 

action plans are to that vision, the more complex they will probably be. As 

Fullan and Miles note, “The assertive pursuit of problems in the service 

of continuous improvement is the kind of accountability that can make a 

difference” (  1992, 750  ).   

 “Implementation Dip” 

 The mystic St. John of the Cross used to refer to the fallow periods 

of his prayer life as the “dark night of the soul.” So too will there be what 

Fullan and Miles call an “implementation dip” during the strategic plan-

ning process. This is that time when seemingly nothing is going right for 

the team. Even in those cases where reform eventually succeeds, things will 

often go wrong before they go right (  Fullan and Miles, 1992  ). When the 

planning team reaches out to the greater community, it is accused of being 

intrusive. When the members pull back in self-defense, they are called aloof 

and elitist. This usually happens because the changes they are proposing 

represent new meaning and new learning. As stated before in discussing the 

change process, these reactions are predictable and painful. The hostility 

from various constituent groups will be amazingly strident at times (  Curran, 

1991  ). There may be accusations that the process is not being conducted in 

an open and honest manner (  Conley, 1992  ). However, these are signs that 

signifi cant change is being attempted (  Fullan and Miles, 1992  ). 
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 Because strategic planning in the educational setting is an inclusive 

process, most of the criticisms against it have to do with involvement (or exclu-

sion) and communication (  Conley, 1992  ). Even though the implementation 

dip seems to be inevitable, the best way out of it is to include more of those 

who wish to participate and to develop new channels of communication.   

 Benefi ts 

 Although most planning groups enter strategic planning as a rational 

process to identify what needs to be done, an unexpected outcome is that 

it brings with it social and political benefi ts. Thus, although action plans 

are the most obvious outcomes, many participants report that it may have 

even greater value in providing a means to get groups to communicate, to 

appreciate varying points of view, and to provide a general direction for the 

school (  Conley, 1992  ). There is not much research to support this aspect 

of strategic planning, but my own experiences tend to reaffi rm this notion. 

Even though the deep problems are not yet solved, an  esprit de corps  is built 

up while attempting to come up with answers. Teams learn to experiment, 

make decisions, and collaborate. This leads to improved interpersonal skills, 

opening up of dialogue, and greater empowerment (  Curran, 1991  ). Strategic 

planning brings with it the benefi ts of sharing ideas, successes, and problems 

with others. Ideas are exchanged and built upon. Professional colleagues can 

give the necessary emotional support for risk taking (  Curran, 1991  ). 

 Parents appear to be strongest in believing that strategic planning will 

lead to an improved school (  Conley, 1992  ). If this attitude continues during 

the implementation process, strategic planning will have tremendous political 

and public relations value. 

 By a convincing margin, labor relations improve where strategic 

planning has been employed. It provides a forum where teachers and 

administrators can fi nd a common cause and purpose (  Conley, 1992  ). 

 Last, even if the process is abandoned or put in “mothballs,” it will have 

done the following: 

  1.   Employed data in order to study the way the school functions.  

  2.   Involved a wide range of people in the decision-making process.  

  3.   Taught people to set goals and direction for the school.  

  4.   Developed action planning teams to consider the best way to achieve 

a goal.  

  5.   Devised a monitoring process for action plans. (  Conley, 1992  )    
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 These activities will create a new perspective on what an educator or 

 community member can do to improve a school. 

 The benefi ts to the school librarian can be many. He can be viewed 

as the educator who helped turn the planning process into an information-

rich experience. He can be seen as a fellow decision maker. He can help 

point the school in the direction of information access. He can be viewed 

as “owning” one or more action plans. Finally, he can show other members 

ways of organizing and tracking action plans. All these involvements are 

vital to the success of the planning process.    
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      CHAPTER 23 

 Conclusion   

 Educators who employ strategic planning have available a powerful 

tool to meet the rising pressure to make American schools world class. 

Because it is ongoing, comprehensive, inclusive, and systematic, it is an 

approach particularly suited to schools. It is ongoing or continuous because 

it must adapt to a changing world. It is comprehensive because its vision-

making process keeps all parties focused on the larger picture. Because of 

the social structure of most schools, any major change is eventually going 

to have to be embraced by the entire school community. Strategic planning, 

by being inclusive, derives much of its energy from the enthusiasm of its 

participants. Last, its systematic, or rational, aspects, which are centered in 

its vision, mission, and action plans, bring to a school a means of combat-

ing the pressures and special interests that tend to pull it apart. 

 Because the process is relatively straightforward, it can be employed 

in most school settings. Although there is usually some confusion in the 

beginning over the distinction among its parts (e.g., vision vs. mission), 

none of its elements is so specialized that a planning team could not fathom 

them. Outside consultants can and should be used to help initiate and sustain 

the process. However, the plan will be unique to the individuals who make 

up the team and the greater school community. 

 Although there will inevitably be low points, or dips, during the planning 

process, the benefi ts of attempting to plan strategically are so numerous and 

signifi cant that it becomes a highly worthwhile exercise, even if it is not 

sustained. By going through external scanning, internal scanning, and orga-

nizational analysis, the school will have systematically employed data to 

examine the way it functions. By developing a vision and a mission and by 

writing action plans, it will have set goals and a direction for the school. By 

devising a means to monitor action plans, it will have shown that it could 

devise a system to do this. Finally, strategic planning involves all members 

of the school community. In so doing, it gives them a new perspective on 

what is involved in educating children and how they might be a part of the 

restructuring of education.  
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 The Place of the School Librarian in Strategic 
Planning 

 Although school librarians are not often part of school or district 

planning teams, they should be considered essential to the success of the 

planning process. School librarians are among the very few educators who 

realize, daily, the importance of timely and accurate information about the 

outside world (external scanning). They are used to regularly analyzing data 

(internal scanning). Since they do not represent an academic department, 

they are usually very aware of the strengths and weaknesses of the entire 

school (organizational analysis). With the world of information changing 

so rapidly, the school librarian is forced to develop a vision of how the 

library will fi t into that milieu. Supported by initiatives such as  Empowering 
Learners , the school librarian knows that part of the mission of a school is 

to develop competent and informed consumers of information. Finally, the 

school librarian develops action plans regularly to perform the many tasks 

and services required to run the library. Strategic planning is an unusually 

rare opportunity for the school librarian to become a leader in the movement 

to restructure education.    
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