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Realizing that program success depends on the supgport

the program receives from the users for which it was designed,
perscnnel involved in the Comprehensive Career Education Model (CCEM)
have designed an inservice training model to help educators develop
skills required for implementing career education programs in the
classroom. Phases of the devised staff develcpment model include: (1}
Staff Development Cadre, (2) Inservice Coordirnators, (3) General
Orientation of Staff to Career Education, (4) Preparation for
Specific Roles, and (5) Continuing Staff Development Activities.
Program characteristics guiding the development of the model were:

-(1) The program should be based on identified staff needs and involve

the participants in goal setting, (2) Buman resources should be
utilized to the fullest, (3) Planned activities in which the staff
can be involved should be provided, (4) New experiences, built on
previously introduced ones should be included, (5) Evaluations and
needs assessment should be done periodically, and (6) The time for
programs and activities should be consistent with the purpose at that

period. (SN)
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-together and properly synchronized. Staff development, wher well 4

. IN-SERVICE EDUCATION: VITAL TO CAREER EDUCATION DELIVERY

Career Education is a needed, inspiring, and challenging educational
concept whose time has come. It promises to remove forever the artificial
dichotomy between what is academic and what is vocational. It promises to

make education more responsive to individual and changing social needs. It

. promises to put vocations and relevance back into the process of.education,

and to insure greater success in the "classroom" for all of our youth.
With such promise and challenge, it is easy to understand wm(. Career Educa-
tion also is accepted by nearly all educators who ful]y understand what it
means to thein and their students. It is the development of that under- /f
standing that presents an exciting challenge to those of us”{ééﬁbr;é“iﬁl‘é' f”"‘
staff development,

Many career education research and development programs are off and
running thro_ughout the nation but few prcgrams as yet have been success?xﬂ]y
implemented in the classroom. And that's where it reaily counts s for aniy
educational plan is inert until it reach‘es the student. In tixe time avail-
able, I want to review with you the spproach toi staff deveiopmen:Zhiat we

are taking in the Comprehensive Career Education Model (éCEM) be devel-

oped by The Center for Vocational and Technical Education.

CéEM is comprised of several components - curriculum, guidance
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port systems, eva.luation,‘ etc. - that to be effective must be broug
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bring it all together as a dynamic whole., Staff developm.at, when undone or

poorly done, will resuiit in a half-hearted and disjointed effort to imple-
ment components which %nay appear as fragmented and unrelated parts. The

) 1atter cannot be allowed to happen! The congpone;;:of CCEM have been arti-

culated, and we in ‘the Staff Developmenf Unit of: CCEM have accepted the

challenge to help teachers bring it al1 together.

We accepted that challenge because we believe in-service education is

e

vital -to program adoption and delivery. It is the process which allows a
felt need to germinate and grow to full ;.:Lt‘e. It is the process’ which can
facilitate the growth of those charged with the various roles and responsi-
bilities required for implementation. Helping these persons develop the
commitment, the skills, and the knowledge is what in-service is all about.
B.eca.use of their importance and because of the hational call for syste-
matie planning and accountability, in-service 1eadér§ must give the same -
attention to sharpened objJectives, particularized cor;tent, end strategies . g ’
as expected of other educational staff. In~service :f'"pr Career Education
cannot be viewed as a frill or an add-on to the preserilt program. It must
be considered as an integral feature, not one that oceurs a few days before
school opens, after schoo', or just .. the summer. 113 muet be woven into

the ongoing organizatiopal febric of the system. {
) - 1
Phases of a Comprehensive In-service Program

Let's consider an In-service Change Modell which cgnsists of several

stages that could be used in developing a cqniprehensiw‘re ",lin-service education

-

1 Prepared by Leslee J. Bishop, Professor of Curriculum and Instruction,
University of Georgia, Athens, Georgia, while serving" as a project consule-
tant,




program i“ér Carcer Education. (See Figure 1.)
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FIGURE 1. IN-SERVICE CHANGE MODEL

The introductic. of Career Education in a system will bring with it
& new set of needs on t’he part of all staff. Rducators have a fundamental
drive towards gro‘wthA and improvement, A1l teachers, counselors, supervi-
sors, and principai.s should participate in the search for progrhm focus and
A direction. Th:.s implies that they should be deeply involved in the identi-
fication and analysis of the system needs.

To provide inputs for program developxqent during the diegnostic stage,
procedures must be established which allow input from all professionals in
vweys appropriate to their expertise and rezrponsibm.d'y. Goel setting,
_dentification of ob;]ectives, and producing specifications have their in-
-service component., In-gervice J.eaders at all leveis of education should
be uniquely qualified to exert leadership at this juncture.

At the point of program developmeni:, staff are needed for their exper-

iences, their knowledge, and their peer impact on other staff members.
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Directions and leadership can come from other sources such as consultants,
research fipgiingg, and model programs tried elsevhere, b1_1t participation
in the selection, adeptation, and commitment must come from gtaff involved
in the program. o S

Pilot testing can be a mogt exciting but painful process of experi-
menting, experiencing, researching, ami monitoring. The selected staff '
involved in program pilbting are critical to an assessment” of appropriate-
ness and adequacy and have a unique and impoftant contribution to make,
that of determining the efficiency, the 'soundness, the impact, the prob-
lems, and the solutions. . 7

Implementation demands full commitment by the total district. Tf
you have achieved staff commitment and competency, in-service efforts
will show their worth at this juncture of the process. Staff can use

these new skills and knowledge if:

1. éuperintendents and boards of education provide policy and
budgetary support; -

2, Supervisors heip develdp and support the new educational
design, its structure, and provide the assistance needed
for its delivery;

3. Building principals offer a professional climate, process, time,
immediate and ongoing support, and operational leadership;

1& Instructionsl staff help their peers in acquiring new knowledges
" and skills; » -

J. Students know the rationale, sense the commitment, and are
willing to participate fully; and ™ - A "

6. Parents and other members of the commnity see results which
match their previous program expectations.

Finally, the formative and swmmative eveiluation procedures which

monitor installation, collect data, and assess discrepancies should




involve all staff in appiopriate activities. As the data are evaluated
and communiéated through in-service activities, implications f?r staff
review and growth are present. g

As the ?ycle is completed, the program and ;he staff will have matureds
matured because all staff members were vital to the process and held” ~ : :
accountable in accordence with their responsibility and contribution.
Cereer Education camnot be delivered by a segment49f the operation, no one
.can be excluded, The real challenge of in-service\is to make it happen
and to permit -all contributors o feel that they were one of the connecting
links that made it happen. 3 -

. CCEMiin-service Model

One of the exciting challenges of wofking wi;h the Career Education
School-Based Model at The Center, has been the opportunity to design and
pilot test an in-service model. It has been éhall%nging because we view
the preparation of staff fb? implementing 6areer Educatioﬂ as the program
element that could make the real difference between the success or failure
of our Career Education efforts.

As we viewed the curriculum, guidance, support systems, evaluation, and
other components of a comprehensive program being conceptualized and devel-
oped, it was clear that new st;ff knowledge, attitudes, and skills would be
needed for'delivery of the Career Education program. These new aftitudes
and knowledge would then need to be transformed into changed professional -

behaviors. . . . o

We felt that these professional behaviors could be realized and maine

)
tained best if we involved local level school staff members *n the design
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and implementation of all phases of the Career Education program” including
their ovm in-service program. We accepted the position that if in-gervice
education is to be successful in affecting behavioral change, two very
important conditions must exist. First, the progrem must be designed to
meet the needs, interests, and concerns sf the clientele it serves, and
secoﬂd, the clientele must have a voice in determining the ways and means
that are used to alleviate their concerns. In addition, the proérad must
allow for the modern processes of group dynamies, for practical approaches
to 1dentifi&ble problems, and for horizontal and vertical communication.

While developing a theoreticalias well as an empirical basis for the
CCEM in-service program, we reviewed meny of the experiences recorded in
;past national attempts to alter educaticaal programs. We were able to
select from the literature,and our experiences, several program character-
istics which have served as general guidelines for our in-service program
development efforts., These characteristics include the following.

CCEM In-service Program Cheracteristics

1. Programs should be based on the identified needs of professional
Staff. - - ’ :

2. Participants should ve involved in goals and objective setting.

3. Staff inputs should be sought and utilized in program design and
development . .

k. Plenned activities must include active staff participation and pro-
vide opportunities for practice.

5. Programs should start where previbus experiences ended.

6. Needs assessment should be both periodic and continuous.

T. All activities should be evaluated for the purpose of improvement
and outcome assessment.




8. l;rdgrams and activities should be conducted in prime time,

Alfhouéh the immediate goal of our in-service efforts focus on helping
staff to change their behavior, the ultimate goal is to facilitate improved
growth in children, ¢

The CCEM Staff Development Operational Model may be viewed as. having
five dynamic and sequential pheses, each of which consists of nne or more
steps (See Figuré 2). Phases I and II are concerned with the selection,
organization, and Atraini;lg of personnel who will bear ma.dnor regponsibility
locally for planning and conducting the in-service program. The personnel
includes the Staff Development Cadre and the in-service Coordinators.
Phases III, IV, and V represent the three major phases believed nece‘ssary
in the actual preparé.tion of all staff. .

Lgt's now teke a look at each phase and some of the steps in more
detai_.l. In developing en orgenizational structure that would be both

responsive to the needs of the clientele being served snd one that would

~ provide for clientele input in the planning process, we suggested two

groups be establisaed locally and made responsible for the ove.ra.ll planning
and implementation of the in-service program. These groups were titled the
Staff Development Cadre and In-Service Ccordinators.
Phase I Staff Development Cadre
The cadre as a representative planning and advisory group can contri-
bute to the professional growth of staff in several ways. As a group,
their major ‘responsibility should be to help identify the in-service educa-

tion needs of all project personnel. By studying local needs, they would

suggest priorities, as well as help the in-service coordinators design
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programs to fulfill them. They should also help conduct some of the pro-

grans and help to eslicit staff and community support and involvement,

Although it wes expected that membership on this committee world
vary from loc:l educational agency (LEA) to LEA, the following categories
and number of personnel were recommended:

1. Caresr Educaticn Staff - at least the project directors and in-
service leaders; :

2. Administrators - four persons: one representing the central admin-
istrators office, a high school principal, a junior high school
principal, and an elementary principal;

3. Teachers - four persons: one representing the teachers associa-
tions and/or union, and one each from the elementary, junior high,
and secondary levels;

4, Counselors - three persons: one each from the elementery, junior
high, and secondary levels; and

!

5. Consultants - selected representatives from the community and
nation including parents, employers, and higher education staf?.

The membership of the Statf Development Cadre was to represent a
cross -section of those who would receive in-service education and some of l
the highly respected leaders in the achool and cohmuni:ty. The cadre would'
provide leadership for a centrally coordinated program with adequate pro-
visic..s for decentralizad decision-making regarding specific in-service
activities within each building.

Phase II In-sérvice Coordinators

In Phase II, we suggested that master teachers, from within the pro-
Ject area, be designated as in-gervice coordinators to work with an
assigned building or area, ’Tneae persons are charged with giving leader-
skip to all phases of the in-service program and serve asliaisons to the

staff development ..dre. Even more important, they (the in-service




- coordinators) are readily available to assist staff on & day-to-day basis
during the ins:tm.ation phase, It was Getermined that, at least during our
in-service education pilct test efforts, to agsure that the program objec-
tives were realized, one person along with the principal in each sshool

' should be responsible for plenning, coordinating, and program implementa-

+ion. The identification and use of local persons as cuordinators also

———

utilizes the accumulated wealtp of knowledge possessed by these persons con.
cerning vpersonnel and community Tesources.

The work of an in-service chrdinator generally can bve categorized
into six meaningful functions as shown in the center of the following sche-
matic drawing (Figure 3).2

£xttinal Contacts

Principal
Principal

- FUNCTIONS IN ARENA

INPUT OF WORK / OUTPUT
Planning 7

Requests for . - Respurses to

R::outtﬂ ‘A;semi:m; Resources ac;‘:m fur

Scrvices . (L anid .: ; Resources

tnformasion ('?m-"“ ating Servies

D"“‘h! Tnfurmation

Cuntrolling

Intemal Contaces

2 Prepared by-Dr. Harland Sampson, Professor of Education, University
of Wisconsin, Madison, Wisconsin, while serving as a project; consultant.
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With the process that has been established, inputs come in the way of
_‘needed resources, services, or information. As the coordinators respond to
"these requests, they draw upon the talents and resources within the school-
district and the c('mnm;lty in general.
4 To- help tl;e coordinators prepare for their tasks a special in-service
program was designed for them. Their in-depth preparation program parallels '
the émpﬂasis given to Phases III, IV, and V of the model. The major differ-
ence is that the comprehension level for. the coordinators must be higher
and problems associsted with implemeiting Career Bdcation. To motivate
and enthuse others, their commitment to Career Baucation o.s' a viable a;xd
significent educational thrust, must be st the highest level.
Phase III  General Orientation of Staff to Career Education

Phase III in the sequence provides staff with a general orientation
to the conce;;t of Career Education and its antecedentsa. It is designed to
help‘ the entire staf? perceive Career’EducatiAn as a desirable model for
public education by providing them the opportunity to share their idess and
concerns. The goals of the school~-based model of Career Education are
defined and clarified and questions about vthe program answered.,

~For thivs general orientation process, sevé?q;. goals were identified
as n;:ces'sary:

" 1. To define career education and to identify the outcomes sought s

2. To review development of the Comprehensive Career Education Model
including the Matrix:

3. To clarify the roles and responsibilities of cooperating agencies
(LEA, CVIE, USOE, and state department of education);




4. To explain procedures used for infusing career education concepts
and goals into refined curriculum units;

5. To clarify the roles of school and commity personnel;
6. To explain program installation and pilot testing procedures;
To review the five support systems and their operations H

To become familiar with procedures and instrumentation for evalu-
ating CCEM programs;

To develop and maintain positive attitudes toward CCEM;

To obtain staff commitment to participate on the transitional phase
of the program; and :

To help staff perceive career education as an evolutionary devel~

-opment designed to better motivate and meet the needs of all
students,

Phase IV  Preparation for Specific Roles

Phase IV involves orienting various homogeneous staff groups to their
specific roles and responsibilities in the Career Education program. In
this phase, the in-service program is tailored to the unique concerns of

each of the following staff groupings: administrators, teachers, counse-

lors, and support personnel. To provide an example, let's look at the

" teacher part in the process.

Realizing that in Career Education, the curriculum serves as a major
vehicle to transport most of the program®s goals and objectives » it becomes
evident that the teacher is the key individusl. So far the in-service
program has offered teachers some general information sbout the Career
Education concept. and the partners involved in its design and implementation.

The task no; is to provide further in-service experiences that will
permit teachers to signific;mtly change student behavior in the classroom.

The validity of .the entire in-service program depends upon whether the

12
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chenges in the teacher's behavior produce more effective classroom learn-
ing around career development themes.

This part of the teacher*s in-service program labeled "Preparaiiion
of Instellation Teachers for Their.Role,” is where we identified five
critical steps necessary to prepare the teeehers for their role as an
installer or implementor of Career ﬁducatioe.

Cr:.tical Steps to Teachers Role Prepa.ration

Step 1: Orientation to Role of Curriculum Unit Installer. Through a

variety of suggested activities the teachers will gain ea understanding of
the installation technique proposed for the program and the role they will
play in the effort. Two major goals were identified to be fulﬁ]led-

1. To develop a favorable attitude towards being a curriculum wnit
installer, and

2. To provide a basgic understan”*-_ of their role in relationship
- to the total Career Educzcion program,

Step 2: In-Depth Understanding of Specific Curriculum Units. The
focus of this experience is to introeuce teachers to their specific career
education unit(s), so that they may become familiar with their content,
strategies, and the resources required to deliver the concepts to students.
Goals for this experience are:

1. Teachers will become familiar with the teacher's guide and the
format and structure of the curriculum units;

2. Teachers will recognize the new content requirements, new instruc-
tional methods, and resources necessary for installation; and

3. Teachers will identify the major goals, rationale, and the basic
cont’ent and skills which are emphasized in the unit.

Step 3: Exploration of Unit and Its Relationship to the Total Career
Development of a Student. While teachers are working with

students at one stage in their life, it is important that they view how the

13
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Career Education exéeriences they are now having relate to the students®

total career development process. This experience provides teachers the
opportunity to recognize the contribution” their discipline can make to the
total career development of youth. The goals that direct this step include:

1. Teachers will recognize the part of the total Career Education
Matrix which the unit(s) deliver; ‘

2. Teachers will recognize the developmental nature of Career Educa-
tion and see the interrelationships of the curriculum units;

3. Teachers will recognize the instructional foundations in Career
Education-that students lack and make provigions to provide them;
and )

4. Teachers will acquire the ability to integrate Career Education
into the existing curriculum. ]

Step 4: Evaluating and Providing Unit Feedback. Teachers will serve
an important 'role in ﬁlidatiug the Career Education curriculum being
tested. They mist become familiar with the instruments they will use;
they need to understand the rationale for them and realize the contribu-
tion they make in the .development of Career Education. Specific goals for
this step include: 7

1. Develo,ing an understanding of the need for and use of evaluation
data; sand

2. Familiarizing teachers with the evaluation instruments and pro-
cedures for their use.

Step 5: Individual Needs Assessment. Staff at this point know
what is required to implement and e&aluate the Career Education unit(s)
in their classrooms. They may now need assistance in acquiring new know-
ledge, skills, or resources to successfully implement them. At this point
they should be given the opportunity to assess themselves in relationship

to their new roles and responsibilitiés. A careful assessment by each

14
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stef{ member should result in a more relevant and individually {tailored

staff development program. A process has been established whexiéby staff
can communicate with the in-service céordinators regarding thefr needs.
Needs are classified into broad categories as folldws:
Unit Related
1. Content
2. Strategies-Methods (instructionel, administrative, guidance)
3. ﬁesources (acquisition, development, utilization)
Non-Unit Related ‘
1. Community involvement
2. Career information
3. Guidance and counseling support
4, Evaluation-techniques
5. Pupil data
With this request system (See Attachments A, B, C, D, for suggessed
forms) the in-service coordinator can identify neecds innnediately and respond
accordingly.
Phase V Continuing Staff Development Activities

The in-service activities to this point have given staff the initi_al
competencies to begin to implement' their role in Carcer Education. We all
know, as educators, that the task of professional development is a dynamic, .
long~-term activity, involving arcontinuing response 1;0 assessed s“be.ff needs,

In most cases this individually taiiored 'ongoing in-service program
will be the most demanding and time consuming task. It will demand the

development and coordination of numerous large group, small group, and

15




individually designed in-service programs and materials. If professional
staff deve]:opmerit 1s individuelly tailored and continually revised (based
upon the self-assessment), a great deal of planning and coordination will
be required on the part of the in-service coordinators as well as the par-
ticipants. ‘ \

This portion of the program is designed to be flexible in its sche-
duling, resources and emphasis. Its direction will come diz:ectl,v from
staff requests f‘or assistance.

‘ Ways of meeting these individually ci:tgd needs wiil include self-
instructional packets, resource persons, resour~e centers, and programmed
instructional modules. Be.sides uging the newest individual or self-learn-
ipg techni:ques, a variety of small group mini-sessions, will be utilized
to provide maximum opportunitieg for exchanging ideas and for revealing
end reviewing new learning experiences. Six goals express the intent of
this very important step in the staff development process, .

1. Insure that all. staff, who are involved with the delivery of Career

Education, are continually informed of the rationale and methods
of INFUSING career education into the existing program,

2. Provide needed assistance to staff regarding any nev} career educa-
tion CONTENT that is being built into the program,

3. Provide ongoing needed assistance to become competent in UTTLIZING
specific TECHNIQUES being designed within the program,

4. Provide information sbout the RESOURCES that are available and
opportunities to develop needed materials that do not exist.

5. Provide time and setting to interface with other staff to exchange
knowledge, opinions and questions during the implementation phase,

6. Keep staff advised as to SUPPORT PROGRAMS or MATERTALS that will
assist them in meeting their instructional objectives,

A professional would not try to design a staff development program

16




with the goal of éhangipg people. To even attempt such would be arroga;t
and presumptive. Rather, staff development programs designed for career

education can and must help people cha.nge--change their perceptions towards:

1.

2.

3.

: : .
5.

B 6‘

- 2 e e e e e s [ T o e et e

The chenging goals of education - Career Education;
The role of the classroom, hou;e, achooi, and community;
The curriculum ccntent needed for ielevance;

The -instructional, counseling, and guidance strategies needed;

The relationship of the classroom and the community; and

The role of career development in education.

In summarizing the approa.ch we're using at The Center with our Career

Education Model, I would like to leave you with a set of general opera-

Our program design takes into s«count the fact that situations and
personnel differ so much that a prescription, should such be desirable, is

- not possible regarding specific procedures. However, experimentation in
recent years zg well as our presenﬁ attempts and findings provides a'basis

for some useful criteria.

1.

2,

30

tional cons_idérations for a stafi{ development progra.ni.

Administration and board policy support for staff development
must be evident. .

The program rationale and objectives must be stated clearly; there
must be an obvious relationship between what staff are presently
doing, and what is to transpire.

Professional and s‘upport staff members must know how and when to
participate and relate to the program,

There must be adequate amounts and coordination of the materials
to be used. This is necessary to maximize understanding and mini-
mize personal risk.

Relevance and realism for all staff is necessary,

17




6. A reasoneble plan for the achievement of the desired objectives

must include short and long-range goals time frames, stated man-

2 ;
agement expectations and interventions, and processes for program
modification,

. 7. Leadership and role responsibilities for all staff members should
be clearly defined.

8. Communication flow and feedback must be a part of the process and
program,

9. There must be time for change, time for development » and time .
within the priority hours for in-gervice activities.

10. Support and modification must be obgervable in all components of
_the program. A single change or thrust will be rejected or iso-
lated by the routine, ongoing practices, and procedures. Profes-

sional and personalized staff development programs must be 8y8-
temic as well as systematic,

To date no magic formu.:La has been developed by whi:ch national priori-
ties or instructional improvements can become operational in our schools.
As an institution at the erossroads of every significant movement, schools
are su"b,ject to multiple and often contradici:ory values, Both the desire

to change and the reluctance to change are always with us. These factors,

1

and others combine to make staff development for any consequential change
a formidable challenge.

‘ . This is a challenge to all of us. No one verson is adequate tq the
task, Needed 'is a consortium of effort, from all sectors and subsystems
of education, each operating according to the responsivilities assigned,
each supporting the total effort in tht’e most effective way.
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-

RESQURCE CHECKLIST
(To be Submitted to In-Service Coordinator)

Name . Room

Date

Unit Title

Date Unit Will Be Impl ed

Grade

-~ 3508

Attachment A

Lessons h
RESOURCES . Where Used Descri

cq.

— Place Lesson

No. in Spaces Which

Dev.**

1.

\2 1]

5.

7

8.

9.

10.

n.

14.

15,

. :Acquiring - assistance is desired in obtaining the resources indicated
** Developing - assistance is desired in developing the resources indicated
¢+ Uilizing - assistance is desired in utilizing the resources indicated

©



¢

Q

FRIC

AruiToxt provided by ERIC

<

CONTENT CHECKLIST

(To be Submitted to In-Service Cootdinator)

Name

} Room

Date

Attachment B

Grade

Unit Title

Date Unit Will Be Implemented

~

CONTENT AREAS

Lessony
Where Used

Place Lesson No, In
Spaces Where Assis
tance is Desired
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STRATEGIES CHECKLIST

(To be Submitted to In-Service Coordinator)

Name

_at

Date |

Ut Taele

Room

Attachment C

Grade

Dace Unie Will Be |lllpl¢m¢;llcd

STRATEGIES OR TASKS

Lossony
Where Used

Phace Lesson No T

Spaces Where Awin
AN

tance Iy Desired

1.

13,

14,

15,

104
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GENERAL ASSISTANCE RBQUEST*
(To be Subinitred to In-Service Coordinator})

Name Roomy Grade

Dater

twouldlike the following assistance, materisl, information, or services: (Describe i sufficient
detail so that further clarification will not be needed.)

When is the above needed: Date and/or time

FOR COORDINATOR NOTES

Avdilable in the building? YESew. NO——r Iinmediate action? YES—_ NO—__

Has this been requested by ather seaff?  YES

e NO e

What action is to be taken?

When was action taken and completed? Date and time

*This form should be used to communicate to your in-service coordinator any ather concerns (not
slecady specificd in Forms 1-3) you may have segarding your role in the career education program,
that may arise as you implement this unit. Additional copies of this form should be reproduced as
needed.

Attachmene D




