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Governor Winfield Dane
Sixth Amnia Rational Leadership
Development mar

Rational Associstion of State
Directors of Vocaticeel Education

liashville, Tennessee
'September 18, 1973 9:30 a.m.

Mr. Orr, Ccemissioner Smith, Commissiomer Carmichael, Bill Narrison,

State VocationalIducation Directors, Ladies and Gentlemen:

It is sty greet pleasure to welcome eioh.of you to Reshville tor the

Sixth Annual National Leaderahip Development -Seminar for State Directors

of 'Vocational Lineation. I applaud The Center for Vocational and

Technical Education for sponsoring this alma conference, end, especially

for the decision to convene this year in the greet stets ofTeimessee.

extend you our hospitality and any knouledse we may possess, and I know

Tennessee will benefit from the thoughts that will be shared in this semiotic.

In thinking about the subject of vocational edecation, I NI resioded

of a relatively unknown chapter of Tennessee history. I doeht that ow

of you are aware of the small community of look, lessessee, in the

Cumberland Mountains some 125 miles east of here. It is, however, listed

on the Rational Register of Historic Sites in recognition of its national

significance.

In 1880, Thomas Neghes, the English ststesmon, novelist, and philan-

thropist, established the Rugby colony for certain sons of the aristocracy.

These lads were brought to Tennessee because their society denied then a

basic right, the right to pursue the vocation of their choice. These young

men wanted to learn lemma trades, endeavors which were not considered

"respectable," at a time when the English educational system had nothing

to offer but preparation for the "learned professions" of medicine, law,

and the clergy.
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Executive Director
Education Commission of

the States
September 20, 1973

TIME FOR THE EDUCATIONAL SUPERBOARD?

INTRODUCTION

Most studies of state educational agencies deal with the state

department of education serving elementary-secondary education or with the

coordinating or governing boards serving postsecondary education. At the

elementary-secondary level, Dr. Roald Campbell is in the midst of a study

of educational governance in the states, focusing on state agencies. At

the same time, the Education Commission of the States,has a major task

force studying coordination, governance and structure of postsecondary

education. But is anyone taking an overall look at governance for all levels

of education at the same time? Can we afford to let each level of education

continue an almost independent quest for state support? Or shouldn't we be

searching now for a cohesive approach to governance and funding for all

education?

As the states strengthen their leadership role in education, backed

up by the recent Supreme Court decision on the Rodriguez school finance case,

A

general and special revenue sharlag before the Congress, the "new federalism"

philosophy of the current federal administration, the emphasis in the 1972

amendments to the Higher Education Act and in particular the state coordinating

commissions in section 1202 of that legislation, we must seriously rethink

state governance patterns for education at all levels. This task is

complicated by the diversity of the states, their unique problems, and

therefore our inability to establish a single pattern or even guidelines

for a pattern that will assure effective operation of state agencies.
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In considering the diverse approaches taken by states, it might be

useful to schematize the major structures at this time. States provide

overall direction and guidance to education through agencies, departments,

or boards organized in a variety of ways. Some of these may be virtually

autonomous. In some states the administrators or board members are

appointed by the governor; in others they are elected by the people. While

some states have one board for all education agencies, others have separate

agencies for each level and sometimes for the several institutions. on one

level or another. The following are examples of how the states have

organized their various education divisions.

A few States have:

rOne Agency for All Levels of Education

Examples: New York, Rhode Island, Pennsylvania

Several States have:

An Agency for Elementary and
Secondary Schools Including
Vocational Education

-and-
A Legal State Coordinating
or Governing Agency for
Higher Education

Examples: Georgia, Connecticut, California

1.

An Agency for
Elementary and

Secondary Schools

Some States have;

An Agency for
-and- Vocational

Education
-and-

A Legal State
Coordinating or
Governing Agency
for Higher Education

Examples: Colorado, Oklahoma, Washington



Still others have:

An Agency for Elementary and
Secondary Schools Including
Vocational Education

-and-

3

Governing Boards for Individual
Institutions but No Legal Statewide
Agency for Higher Education

Examples: Delaware, Nebraska, Vermont

Obviously, there are a variety of wayi in which a state can organize

its educational governance. No evidence exists supporting any particular

plan for a given state, nor is it possible under most conditions to copy

one state's plan in another state. While there are problems and recommendations

expressed by scholars in this area, there seems to be little hard evidence

of the effectiveness and efficiency. of one approach or another. Though

some states have enjoyed a stable governing structure for a number of

years, most states have this issue under study by legislative committees

and education organizations continuously, the only consistency being that

they want a change. But in many cases change is not simple because of

constitutional limitations, deep-seated commitments to certain principles

of structure, and political considerations inhibiting change.

State Departments of Education (Primarily Elementary-Secondary)

Of the 50 states and the territories, only Wisconsin is without a

state board of education for the state elementary-secondary system.

Forty-six of the other SS state boards of education serve also in the

capacity of the state board for vocational education. Eight states (Colorado,

Illinois, Indiana, Oklahoma, Washington, Wisconsin, Puerto Rico, the

Islands) and the District of Columbia have a separate board for

vocational education. The state board responsible for vocational education
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is the state board of education in 46 states, the state board of vocational

education in 9 states, and the board of regents of the state university in

1 state. Board members secure positions by election by the people or

representatives of the people, appointment by the governor, or automatically

by virtue of the position title held.

Chief State School Officers are elected by popular vote in 19 states.

In 28 states, they are appointed by the state board of education. In 9

states the Chief is appointed by the governor.

Since 1812, when New York first provided state supervision for education,

state agencies have evolved through three stages. First, they were primarily

designed for gathering statistics. Then they went through the inspector

stage, and finally have assumed the role of providing leadership, planning

and technical assistance to improve education. This latter role received

great impetus by the passing of the Elementary and Secondary Education Act

of 1965, and in particular through Title V, which permitted expansion of

staff and redefinition of function. Progress has been marked since that date.

However, there are indications that where federal funds were limited to

categorical program administration, serious imbalances in staffing of state

agencies occurred and gaps in needed services existed.

As state agencies developed functions to assist in providing leadership

to local schcol systems, the following became significant roles for the

agencies: 1) establishing goals, 2) developing policies, 3) planning needed

changes, 4) determining priorities, S) devising specific steps, procedures

and strategies for attaining goals, and 6) developing and implementing

appropriate procedures for continuous evaluation of programs. 1

1 Dochterman, Clifford L. and Beshoar, Barron B., Directions to Better
Education, Project on Improving State Leadership in Education, Denver,
Colorado, 1970, pp. 13-14.
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Coordinating and Governing Agencies for Postsecondary Education

The last seven years have seen the rapid establishment of either

coordinating or governing boards to deal with the administration of

postsecondary education. Currently 27 states have a statewide coordinating

agency, 20 have governing boards and 3 either have no agency or a voluntary

agency. Statistics about_the establishment of these agencies at the

higher education level fail to reflect the complexity of the governance of

postsecondary education. In states where there are councils for coordinating

higher education, there are quite frequently many governing boards

representing different institutions, or classes of institutions and, in

some'cases, at least for the planning aspect, representing private and

proprietary as well as public institutions. Oregon and New York are

illustrations of this over-arching responsibility.

It should be stressed again that state agencies operating either as

coordinating or governing boards at the state level are of recent origin.

In most states their structure and functions are under continual legislative

scrutiny. In many states little coordination is exercised between

postsecondary and elementary-secondary state agencies. In some states,

educational functions fall between the cracks of the operations of these

various boards; or where the functions overlap there is little coordination.

Vocational/technical education and, in its broad aspects, career

education, have suffered from this confusion. Congress attacked this

problem by providing for designation or creation of state postsecondary

education commissions in section 1202 of the Education Amendments of 1972.

These commissions were tc be charged with responsibility for comprehensive

planning for postsecondary education including some articulation in
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occupational education with elementary-secondary education. However, through

iithholding of guidelines no effective leadership has come from the federal'

government in implementing the commissions. In addition, these coordinating

commissions and superboards are quite frequently feared by educators at

the various levels because of the danger of loss'of immediate control.

For many years education was treated as a fourth form of government independent

of local, state and federal general government. Educators abhored an

interrelationship with or controls by general government and they were

fearful of any relationships with politicians. They said "Give us the money

and we will determine how to educate your children." But Sputnik and

federal aid in the sixties changed all that. Education became one of the

major domestic issues. Politicians found that positions on educational

issues gave them political mileage.

As the cost of education mounted and its visibility continued to

increase, the general public became disenchanted with the idea that more

money meant better education. Surveys found the public uncertain about the

ability of the educational structure to offer the quality and diversity

of education necessary to meet future needs.

Since'in many states education accounted for 50% or re of the

state's expenditures, governors expressed the desire for closer control

over this activity. With the support of legislatures, state governments

were reorganized to establish a secretary of education responsible for

all education or some similar title appointed by the governor operating

as a cabinet member. Massachusetts, Pennsylvania, South Dakota and VirOnia

have followed this pattern, but it is still too new to offer any evaluation

of its effectiveness,



Strengths and Weaknesses of State Agencies

As stated previously, the most serious problem faced by political

and educational leaders involved in the restructuring of the governance of

education is the lack of hard data on the effectiveness of existing operations.

Because of the uniquenesses of state structures, criteria for evaluation

must be d4veloped state by state to be responsive to their unique evolutionary

processes.

Identifiable strengths and weaknesses in any governing structure are

interpreted variously, dependent upon the position of the viewer in that

structure and his concept of what it should accomplish. State officials

quite frequently can be pleased with a given function because of its

preciseness, supportive ,Ata, etc., but educators may be disturbed because

of its failure to meet the diverse educational needs of the state. In fact,

I do not know anyone who has sufficient grasp of the overall governing

structure in the various states to give quantitative evaluation of strengths

and weaknesses. This certainly is an area for further research. However,

a couple of weaknesses can be identified and will be recorded later in

this paper.

CHANGE IN THE GOVERNANCE OF EDUCATION

During the 1960's, both educators and politicians had hoped that

the federal government would furnish the impetus and resources for sweeping

changes in education. The Elementary and Secondary Education Act, the

Vocational Education Act of 1963 and the Amendments of 1968, and the Higher

Education Act of 1965 all seemed to open new vistas for the solution of

education11 problems. In fact, all made major contributions to our thinking
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today. They helped sharpen our focus, identify our problems, and give

a realism to our priorities. But by the late '60's and certainly into the

early '70's we became aware that the federal government was not going to

maintain this leadership role, and as I noted before, the state responsibility

for education was re-emphasized.

Now aid from the federal government for education is moving away

from categorical to larger block grants, general aid, or aid to the student

rather than the institution. Another trend is the move toward the free

marketplace for tax dollars to students so they can buy the kind of education

they wish. Public education or education in general is under attack. The

public has begun to question the dollars it takes to educate our-children

and youth. The notion of education for education's sake is gradually

passing, and preparation for a career is becoming the goal of youth. The

reordering of students' interests is shaking the very foundations of education.

The status quo is not good enough. Change is a requirement and diversity

in education is the "in" word. Parents and youth are concerned about what

they get from education, what it permits them to do, what kind of a life

it leads to. And so accountability, while all too frequently applied only

to the teacher or the professor, now is sifting back through the structure

and is being applied to the superintendent, president§ state educational

executives, the legislator and the governor. All this means that the

states must look at their education governance structure to find ways to

overcome each duplication, and to promote articulation in answering the

question of how effective and efficient this structure operates.

These are some of the conditions and problems that educational

governance must cope with:
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(a) Fragmentation among state agencies and the resulting competition,

duplication, and dissipation of resources.

(b) Competing priorities within education, and between education

and other public agencies, for state funds.

(c) Growing insistence by legislators, executives, and the general

public for education accountability.

(d) Increased congressional support for grant and program consolidation

for special education revenue sharing in elementary-secondary

education -- although this is not extended by the Administration

to postsecondary education.

(e) Clearer recognition on the part of.state and federal governments

of th04,ed.for continuity in career education.

(f) Shifting emphasis federally (at least on the part of the Administration)

to aid students rather than institutions in postsecondary

education and to support a "free-market" concept at a time

when competition'for enrollments is escalating.

(g) Increased emphasis on the need for encompassing the range of

postsecondary education -- public, private, and proprietary --

in any planning or funding effort.

(h) Continued dissatisfaction with the effectiveness of education

at the various levels of education, along with concern for

evaluations based more on oLtput than on input.

(i) Ferment within both elementary-secondary and postsecondary

education in relation to innow..tion and change.

(j) Demographic changes, including dropping birthrates and decreasing

school populations for the foreseeable future.
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(k) Increased concern for lifelong learning and'the opening of

educational opportunities to people of all ages.

While some of these changes'will require precipitous action, most

can be dealt with over time. The only, danger is that procrastination and

unwillingness to act will result in a continuous stream of precipitous

actions in systems of governanc6 and structures not geared to the needs

of tomorrow. The challenge is then too direct our complex decision making

process of federal, state, local and institutional levels to meeting the

needs of next generation's youth and adults.

THE FUTURE IN STATE GOVERNANCE OF EDUCATION

Most educatorS are inclin0 to think that the major politices

affecting education and structures established for the governance of education

k

should be their prerogative. If they don't think those matters are their

prerogative, then they are convinced that the people who make the decisions

should have the result of their wisdom. In recent years it has become

apparent to me that the major decisions affecting education are made in the

political arena. The methods of governance in the various states will be

determined by the legislatures of those states. Educators can have an

input if they recognize that change is inevitable and are willing to

participate constructively in this change process.

It behooves us to think through the kind of structure we wish, why

we support it, and to accumulate the evidence necessary to interpret it.

No single form of governance is best for all states. Each state must mike

its adaptations based upon it's own evolution of governance. In addition,
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they must keep in mind the constitutional limitations and legislative

'restrictions, since it.frequently takes time to create an atmosphere for

change. Systematic processes should be developed to re-align the functions

to be performed by the governance system, to clarify functions to be.

performed at the state level, at the state and local levels, or, in the

case of elementary7secondary education, by any intermediate governance units

established. Consideration should also be given to uniquer1esses that may

exist between various sections of a state or- various institutions of a

state. As an illustration, states. with rural areas and heavily populated

metropolitan areas may wish to establish intermediate units in the sparse

areas to make certain that equitable services are available to all

children and youth.

This Is the era of involvement. The diverse groups encompassing

the citizenry of a state must have access to and, frequently, representation

on the policy making groups governing our schools. The details of

appointment versus election to various boards must meet the political test

within each state, but some way must be found not only for involvement of

citizens but for prestige to be assigned to such boards.

Because of the growing interrelationship between elementary-secondary

and postsecondary education with the total range of education, including

continuing education, meeting the test of diversity will necessitate either

a "superboard" or overall board, such as found in New York, Oregon,

Pennsylvania and Rhode Island, or some other mechanism such as a joint

planning coordinating commission which makes it possible to develop

comprehensive educational plans throughout the range of education. Boards
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such as these, which have prestige and overall responsibility, must

establish mechanisms so that the special service needs of vocational/technical.

handicapped and early childhood education are met.

The mantle of leadership in education has been placed on the states.

As governance is restructured, functions that are to be performed must

be redefined. States must be in a position to carry out comprehensive

planning, to establish priorities, to assess results, to fix accountability,

and to offer the necessary technical assistance. As I look to the future,

I see a responsive structure which meets the needs of overall education,

with management and planning capabilities, and access to experts so that

institutions and local school districts can function effectively.

The future educational governance structure at the state level

must meet the following guidelines. It must be able to:

1. Furnish leadership for education across the board.

2. Establish priorities for the state, but be responsive to

national needs.

3. Be sensitive and responsive to the political leadership of the

state at the executive and legislative level.

4. Adjust to changing needs for leadership.

5. Plan, innovate and evaluate programs.

6. Bring about effective articulation between the levels of education.

7. Plan allocation of funds between the levels and by programs

to best meet the education needs of the state.

Define functions to be performed by local school "districts or,

in the case of postsecondary education institutions, define

functions performed by those institutions in contrast to state

functions.
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9. Adjust the structure within the state to meet unique

needs such as sparsity or urban concentration.

10. Be structured so the diverse constituency within the state

will have adequate representation and involvement.

11. Effectively manage its own personnel and functions.

12. *Offer technical assistance to local districts and institutions.

13. Render service to its constituency, including the political

decision makers.

14. Interpret the financial needs of education in competition

with other human resource needs.

15. Make continual adjustment of the goals of education in keeping

with societal needs.

16. Assess the outputs of education in relation to the state's

goals for this most important state function.

This is my first attempt to set down my view of governance for

all levels of education in light of the dominant state role. Much that

I have said is based on observation; thus it does not have a sound

research base. We need much more basic research into the structure

and functions of state agencies to assist the decision makers as they

restructure governance at the state levels. These activities all point APY.

to more effective leadership through better education for our citizens.

Sy
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Tennessee Management Information System

INTRODUCTION

Wise decisions are based on careful considerations of all available information. Decisions

that must be made without adequate information because such information does not exist, are not

unwise, but are unfortunate.

Administration of educational programs whether on the federal, state, or local level is pri-

marily a decision-making activity. Some decisions are relatively easy to make, the information

needed is available and reliable, and the consequences of the decision are relatively minor. On the

other hand, some decisions are quite difficult to make because available information is sketchy or

questionable, with the consequences of such decisions having a major impact on programs and

program development. Relevant, specific, and up-to-date information can have a significant effect

on the general quality of educational decision-making. Good information he!ps to make all decision-

making easier.

Making sure that appropriate information reaches the right decision-making levels at the

right time is a tremendously important task and, I believe, a vital function of a state division of

vocational-technical education. The Tennessee Management Information System for Vocational

Education was created to meet that need.

We are no naive enough to think that any single system can collect, file, make available,

and retrieve all of the minute objective, and sometimes subjective, information that has an impact

on decision-making in vocational-technical education. However, there are some major types of

important data that can be obtained, filed, and retrieved through a coordinated management infor-

mation system.

GENERAL DESCRIPTION OF T.M.I.S. .

The primary purpose of the Tennessee Management Information System at the present time

is to provide information relative to program planning and evaluation. Our Management Information

1



System can be described as a cooperative effort of more than 150 autonomous local education

agencies in the state that conduct vocational education programs. The'Management Information

System is the data based portion of the total information services program of the leiviessep timedreh

Coordinating Unit for Vocational Education.

The Management Information System is a computer-oriented system that makes use of up-

to-date electronic data processing technology and techniques. In this way it brings to public educa-

tion in Tennessee some of the benefits that have long been in use by busines and industry. This

system makes possible the collection, filing, and retrieval of vast quantities of data that heretofore

have been entirely unfeasible for public education administrators.

The total Management Information System envisioned for the Division of Vocational-

Technical Education includes the following data files: (1) student information, (2) teacher, super-

visor, and administrator information, (3) program evaluation information, (4) program cost infor-

mation, (5) manpower needs information, and (6) census and related demographic information.

Currently, three of these data files are operating, with at least one to be added this year and

others to be added as rapidly as possible. Our system has in operation the student file, the teacher,

supervisor, and administrator file, and the census and demographic data files. This system utilizes

primary and secondary data sources for input. A subsystem for compiling and analyzing appropriate

data and an output subsystem that disseminates information and related data to appropriate decision-

makers.

M.I.S. OBJECTIVES

The major objectives of our system can be summarized by the following five statements:

1. To collect and store as much data relevant to public vocational education programs

as practical consideration will allow

2. To maintain the greatest flexibility by gathering and storing data on the smallest

possible reporting unit (a single student)

3. To provide data tabulations for use at the state level as a whole and to smaller

administrative units for their use

4. To disseminate to local educational agencies standard data on their own school

system

5. To increase the use of stored data and special analyses to help solve specific problems.
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SYSTEM COMPONENTS

As indicated earlier there are several data files currently operational in our system as well

as several in die planning stages. The data base currently maintained is described below:

Student Accounting Subsystem.

The student enrollment file contains individual records for each student enrolled in the

public vocational technical education program in the state of Tennessee. The secondary school

file contains records on approximately 102,000 students, 20,000 adult students enrolled in adult

contract programs in local school systems, and approximately 25,000 students who are enrolled in

area vocational-technical schools and their post-secondary and adult programs. Individual students

enrolled in more than one program at any given time appear in multiple enrollment records, allowing

tabulations of both duplicate and unduplicated student totals. Enrollment information currently

collected and stored on each student includes:

Name
Address
Sex
Race
Birthdate
Marital status
Veteran status
Whether "Regular, Disadvantaged, or Handicapped" (determined by the teacher)
Date enrolled in program
U.S.O.E. occupational code for program
Type program
Grade level or adult classification
Whether enrolled in another class
U.S.O.E. code of other class (if applicable)
Type school
Type and number of vocational courses already completed
Plans for additional vocational training
Plans to remain in or leave county after training
Parent's occupation
Years parent has lived in county
County, district, and school of enrollment
Teacher social security number

Student information is collected on mark sense forms filled out by the student under the

direction of the teacher who reads the process from a step-by-step script. The form consists of one

sheet printed on both sides. Students are initially enrolled in September, with teacher verification

of records and additional student updating occurring in January and May of each year.
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Student Follow-Up Subsystem

Having all secondary students enrolled in vocational technical education in public schools

in the student accounting subsystem, program completion and job placement information is much

easier to handle. Follow-up information is also collected on mark sense forms. This system uses

the teacher as a basis for the input. Currently, secondary student followup input information is

verified on a sample basis with direct mail out and contact with the student. In other words, most

of the information comes from the teacher and not from the student. Post-secondary follow-up

information is obtained directly from the student with a follow-up being mailed to the student on

his birthday. This provides for a continual year-round process of follow-up.

Personnel Information Subsystem

This fife includes personnel records on all persons whose assignments are connected with

vocational-technical education at the secondary or adult level. Approximately 2,400 personnel

records are on file, including duplicate records of personnel assigned to secondary and adult programs.

Personnel information is also collected on a single-sheet, optical scan form printed on both

sides. Step-by-step instructions are made available to all personnel filling out these forms.

Census and Demographic Data Subsystem

Working with the University of Tennessee Center for Business and Economic Research, we

have access to all 1970 Census data. These data are available upon request and can be.programmed

to provide information and formats needed for planning at the state and local levels.

SYSTEM OUTPUTS

Currently, the system has several valuable outputs. Some are used extensively, while other

outputs are not used much because not all of our local decision-makers are yet trained to use them.

The development of the system began in response to the need to complete U.S.O.E.

statistical report forms. Consequently some of the system outputs are geared to that need. More

specifically, our output includes:

1. All statistical data needed to complete U.S.O.E. Form No. . (Student enrollments)
2. All statistical data needed to complete U.S.O.E. Form No. . (Student follow-up)
3. Class roster. by teacher
4. Program summaries by school, district, county, region, development district, congres-

sional district, etc.
5. Follow-up 'report by teacher, program, school, district, county, . ?egion, etc.
6. Mailing and address labels of students, teachers, and other personnel
7. Directoriet of personnel (Listed by subject area and/or school, district, etc.)

4



STRENGTHS AND WEAKNESSES OF THE M.I.S.

As is true with the development of any new system, many strong parts and problem areas

will be present, and we feel that our system has both. Let me start with one problem area.

Weaknesses in the M.I.S.

Since we are dealing with many independent school systems, there are times when we have

trouble gaining the cooperation of all school superintendents, principals, and teachers. We have,

at present, no way of demanding the cooperation of local personnel to get accurate input data. In

other words, we just cannot require that they have students fill out our optical scan forms.

For our secondary student follow-up system, we presently rely upon the teacher for the

foilow-up input data. Some people look at this as a severe limitation. But, to date, our validity

checks have shown that we can trust the teacher. The biggest problem we see here is that there are

some specific kinds of data that would be valuable to us that we cannot get from the teacher. For

example, we can ask the teacher which former students are employed, unemployed, in school, etc.,

but we cannot ask him to give us the former student's salary or wages. We would have to go directly

to the student for that.

A third problem that we see, and this would be characteri'tic of any new major development,

is that local administrators, teachers, and other users of the system output are not fully able to

utilize the output for management of their programs. The system in itself has not provided for

professional development of its utiers. Another way of saying this is that the technology frightens

some people.

A fourth weakness that we see is one related to short-term adult courses. Adults, again,

are not as familiar with optical scanning forms (the new technology) and are not as accurate in

completing the forms. This, then, causes an inherent weakness in the adult follow-up phase.

Strengths of Tennessee's M.I.S.

I hope I haven't left you with the impression that we have just a bundle of problems. We

feel that our system does have some important strengths. Briefly, some of those strengths are:

1. Low cost per student. Total costs for all input and output is running in the neigh-
borhood of 45-cent per student for the secondary system.

2. We have information on a very small reporting unit, the teacher, and with just a
little computer programming time, we can produce about any type of analysis
or cross tabulation that may be needed.
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3. The error rate on the input side is between .1 and .2 per cent of all records.

4. For operation, only clerical staff with periodic support from technical staff is
needed. (Development of new components, files, etc., required more professional
staff)

5. Although we are not yet using on-line access, our system is set up so we can enter
the system at any point to add, delete, or change any single record or piece of
information within a record.

6. Attributable to our feedback system, !oral people are beginning to learn how to
use current data and information for loyal program planning, implementation, and
evaluation.

7. And, finally, we are able to produce accurate statistical data for completing
U.S.O.E. reports directly from the computer.

Obviously, there are several other strengths and weaknesses that could be discussed, but I

think I have hit the major ones here.

SUMMARY

It is difficult to summarize our total M.I.S. because what I have given you to this point is

basically a summary. Let me close b if putting it this way:

1. We use the individual student and teacher record as a base.

2. We use mark sense forms rather than key - punching.

3. Output from the system is used for planning, management, and administrative purposes.

4. The system is relatively fast, accurate, and low cost.

5. We have a few problems, but within a year we hope to have these moved over to
the strength side of the ledger.
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LEGISLATION FOR PROVIDING COMPREHENSIVE
VOCATIONAL-TECHNICAL EDUCATION IN TENNESSEE

The Eighty-Seventh General Assembly of the state of Tennessee meeting in 1971 and 1972,

passed House Joint Resolution No. 190. This resolution directed the Legislative Council Committee

to study vocational education programs in grades 7-12. It stated, in part: "Be it resolved by the

House of Representatives of the Eighty-Seventh General Assembly, the Senate concurring, that

the Legislative Council Committee is directed to make a study concerning the desirability, feasi-

bility, and cost of expanding the vocational programs in the public schools of Tennessee, grades

7-12." The Legislative Council Committee was to report its findings to the Eighty-Eighth General

Assembly meeting in 1973,

A subcommittee on educational studies was appointed to complete the study. The study

resulted in "Report of the Subcommittee on the Study of Vocational Education Programs in Grades

7-12 to the Legislative Committee, 1973." This committee, using the completed study as a basis

of recommendation, conducted a series of meetings as a committee and with Commissioner

Benjamin E. Carmich-ifil and Assistant Commissioner William M. Harrison to foi mulate final recom-

menilations to present to the Eighty- Eighth CiFTWRITIRTwoiRtirlsriu e

legislation. The recommendations of the subcommittee are summarized as follows:

1. Introduce career exploration in the elementary grades.

2. Initiate at the seventh and eighth grade levels: (a) prevocational information and

exploratory activities, and (b) counseling at the ratio of one counselor with special

competence in vocational guidance for each 200 students.

3. Provide at the high school level (grades 9-12): (a) access to comprehensive vocational

training to every student of eacia. county of the state and (b) counseling at the ratio of

one counselor to 200 students.

4. Draw upon business and industry to determine skill needs, to acquaint students with

the "world of work," and to develop desirable work attitudes and habits.

5. Itricrease.student aspirations for noncollege preparatory occupations.
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Let us digress at this point long enough to look at the most important finding of the study

conducted by the Legislative Committee. The committee indicates that by 1980 only 20 per cent

of all jobs will require a college degree, while 80 per cent of high school students are taking the

curricula geared to college preparation. College graduates are having difficulty in finding jobs, with

industry and business being unable to find enough skilled workers for their operations.

The final report of the study conducted by the Legislative Committee and the recommen-

dations of the educational subcommittee were presented to the Eighty-Eighth General Assembly in

early 1973. The legislature was quick to act in providing legislation that would provide suitable and

meaningful training for the 80 per cent of the students in Tennessee who will earn their livelihood

without the benefit of a baccalaureate degree. This action was taken in the form of an act to amend

the present laws covering vocational education and was passed as House Bill 1203 and Senate Bill

1091. The salient features of this act are as follows:

1. It is the legislative intent of the General Assembly of the state of Tennessee that

comprehensive vocational and technical education be made available by the state and

local educational agencies in grades 9-12.

2. The act provided that the State Department of Education during the 1973-74 school

year would survey each county, including the city and special school districts within,

to datermine_thfLneeded.expansio,a.oLvoratiadal_and te.thx4caleducation4roarams.

for the students of high school and post-high school ages and the most feasible method

of meeting this need. It also specified that such programs would be made accessible

to all high school students and planned to serve at least 50 per cent of the students in

grades 9-12, beginning with the school year 1973 and being completed by the

school year beginning in September 1977.

3. The act provided that all capital costs and operating costs of the programs developed

under this legislation would be borne by the state and that the operation of the

facilities would be by local boards of education or as joint facilities by two or more

local systems.

4. Included also was a requirement for counseling and prevocational courses to be made

available by 1975 in grades 7 and 8 and that the counselors would be in the ratio

of one for each 200 students, with the counselor having special competence in

vocational guidance, including some practical experience.
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5. The act provided that after the surveys of the 95 counties were completed, county

plans for expansion would be in accordance with one of the following alternatives:

(a) Comprehensive High Schools. Facilities will be utilized and/or expanded in

school systems where schools have been consolidated sOficiently to provide comprehensive

high schools for a minimum of about 1,500 students.

(b) Area Vocational-Technical Schools. Facilities will be utilized and/or expanded

in area vocational-technical schools, where properly located, to provide comprehensive

high school vocational training.

(c) Vocational Training Centers. In counties, including city and special school

districts, with two or more high schools, where students cannot be served under the

provisions of item (a) or item (b) of this section, a vocational training center will be

extablished separate from any existing school.

(d) Joint Facilities. Where practicable, and where school systems may not be served

adequately by either of the above alternatives, joint facilities may be established and

operated to serve two or more counties and/or school systems.

The act also provided that planning and implementation would include vocational training

for post-high school students who would have access to all programs of any facility. MI county

plan.s--or expansion_will be acted on_bylbe,State Bpard for Vocatioticid Education upon the

recuminendation of its executive officer.
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DEPARTMENT OF EDUCATION
Division of Vocational, Tecnnical and Adult Education

Tallahassee, Florida

STAFF ORGANIZATION FOR EFFECTIVE MANAGEMENT

The Tenth Amendment of the United States Constitution assigns to the
States those powers which are neither reserved to the federal government
no denied to the States. Among these is education.

I. Philosophy and Objectives Underlying the Organizational Structure

In Florida, public education, at all levels, is clearly a State
responsibility.

Both the Commissioner of Education and the State Board of Education
are charged by the Ccilatitution of the State with the supervision
of the system of public education as provided by law.

In line with the broad responsibility the Commissioner has been
charged by the Florida Legislature to:

A. expand the capability of the Department of Education in
planning the State's strategy for effecting constructive
(,:enge and .,;oviding and coordinating creative services
necessary to achieve greater quality in education alid

B. utilize all appropriate modern management tools, techniques
and practices which will cause the State's educational
program to be more effective and provide the greatest
economics in the management and operation of the State's
system of education.

To aid the Commissioner and State Board, the State Legislature
authorized staff for them and established by statute, four opera-
ting divisions within the Department of Education:

A. Division of Elementary and Secondary Education
B. Division of Vocational Education
C. Division of Community Colleges
D. Division of Universities

Each Division is organized to fulfill its mission in terms of the
State system of education in coordination with the other divisions
as well as the specific programs, services and activities for which
each has primary responsibility.
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More specifically the Division of Vocational Education is:

A. Program oriented rather than institutionally oriented
being organized to serve programs at all levels and
in all types of institutions.

B. Organized in accordance with major functions with due
regard for span of control, i.e., Planning, Program
Supervision, Program Services, Research and Evaluation,
General Administration and State Advisory Council.

C. Organized to maintain the integrity and.expertise of the
staff of major programs, such as, Agriculture, Business
and Distribution, with coordination provided at the
bureau chiefs level, within bureaus and within regional
offices to accomplish a total program of vocational
education and adult general education.

D. Organized to provide consultative services immediately
available to local educational agencies by decentral-
izing division services into five regions.

E. Arranged so that each regional office serves a major
labor market area and is in a position to coordinate
program development by school districts and community
colleges to meet total labor market needs.

F. Arranged so that each regional office is in close proximity
to one or more app ,ved teacher education inrt4t,,t4mns._

G. Organized so that there are means to identify improved
practices and ways to disseminate and diffuse them.

II. Present Programs_ Organization and Staffing

A. PROGRAMS

The Division of Vocational, Technical and Adult Education is
responsible for the following programs conducted primarily by
67 school boards and 28 junior college boards of trustees as
well as the ancillary services in support of them:

1. Comprehensive Vocational Education Program for Career
Development consisting of offerings in:

a. Orientation to World of Work
b. Pre-vocational Education
c. Pre-technical Education
d. Agricultural Education
e. Business Education

-2-
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f. Distributive Education
g. Diversified Occupations Education
h. Health Occupations Education
i. Home Economics Education
j. Industrial Arts Education
k. Industrial Education
1. Related Instruction for Apprentices
m. Technical Education
n. Vocational Education Youth Organizations

These offerings are organized into instructional components,
the major ones being:

a. Introduction to the World of Work, Grades 1-6
b. Occupational Exploration, Grades 7-9
c. Job Preparatory Training

Secondary, Grades 7-12
Post Secondary
Adult

d. Supplemental Training

2. Manpower Development Training, P.L. 87-415, consisting of:

a. Institutional Training
b. Individual Referrals

3. Adult General Education consisting of:

a. Elementary Education f.:.r Adults
17- Secondary Education forMolts
c. Community Service Education for Adults
d. Adult Basic Education (Federal)
e. Civil Defense Education (Federal)

High School
Adult

f. Adult Migrant and Seabonal Farm Worker Education (Fedcral)

4. Ancillary and Support Ser'rices including:

a. Development of Area Vocational-Technical Centers and Area
Vocational Education Schools

b. High School Equivalency Testing Program
c. Occupational Specialist Training Programs
d. Research Coordinating Unit
e. State Approval Agency for Veteran Education and Training
f. Vocational Improvement Fund

Programs and services are provided for students at the following
levels: elementary, middle and junior high school, senior high
school, post-secondary and adult.

Target groups served include regular, disadvantaged and handie4pped
students.
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B. ORahNIZATION

The State Board of Education is the chief policy-making and
coordinating body of public education in Florida (Section
229.053, F.S.). Section 229.061, F.S., authorizes thc State
Board of Education to constitute the State Board for Voca-
tional Education with responsibility for administering all
state and federal laws for the promotion of vocational
education and articulating it with other state educational
programs. The State Board t$ also authorized to approve
plans for cooperating with the federal government, accept
funds, create subordinate units and provide necessary admin-
istration required by any federal programs.

Through the Department of Education organizational structure
adopted by the State Board of Education on August 19, 1969
the Division of Vocational Education was designated as one of
four operating divisions of the department consistant with
the Government Reorganization Act of 1969.

The Florida State PlAn for the Administration of Vocational
Education approved annually by the Florida State Board for
Vocational Education, further establishes the Division as
the State Board staff responsible for the provision of
"leadership in the planning, coordination and general admini-
stration of the statewide program of vocational education
with the local educational agency being responsible for local
program operation."

As the reault.of_the hreadth,of responnibilitiep assigned to_
it, the Division of Vocational, Technical and Adult Education
is "program oriented" rather than "institutionally oriented"
because it is concerned with the promotion, development,
Implementation and evaluation of quality vocational, technical
and adult education rather than the institutional arrangement
which providers the serviccs at the district Jevel. It IA with-
in this context that the Director of the Division with qualified
professional assistants discharge their leadership roles.

The Division is organized into six major functions for operating
purposes:

1. Division Administration
2. Bureau of Vocational Planning
3. Bureau of Vocational and Adult Programs
4. Bureau of Vocational Research and Evaluation
5. Bureau of Vocational Program Services
6. State Advisory Council for Vocational and Technical Education

The responsibilities of each are:

1. Division Administration

This function comprises the major administrative office of the
Division.
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2. Bureau of Vocational Planning

The responsibilities of this bureau are concerned with:

a, directing major planning activities within the Diviricri,
including PPBS and coordinating Division planning with
other divisions of the Department of Education and State
GovernmPnt;

b. planning, development and construction of area vocational-
technical center and area vocational education school
facilities; and

c. coordinating with the Division of Elementary and Secondary
Education staff assistance to School Districts in Compre-
hensive Educational Planning.

3. Bureau of Vocational and Adult Programs

The principal responsibility of this bureau is that of effect-
ing a coordinated and inter-related statewide program of
Vocational, Technical and Adult Education including program
articulation at all instructional levels involving all types
of public educational institutions. Within this bureau fall
the Sections and Area Offices which deal with the administra-
tion of programs and the provision of program consultative
services to Districts.

4. Bureau of Vocational Research and Evaluation

This bureau is concerned with:

a. the promotion and coordination of vocational researcl" and
related activities at all instructional levels conducted
primarily by local educational agencies, universities and
other public agencies and institutions, and

b. the evaluation of the statewide program of vocational and
adult education.

Within this bureau fall the design and evaluation of exemplary
projects, projects related to career education and the Research
Courdinating Unit.

5. Bureau of Vocational Program Se:vices

This bureau is responsible for services supportive to the
instructional, supervisory and administrative functions of
the Program Sections, Bureaus and General Administrttion of
the Division. Included are: statistical services, informa-
tion systems, teacher education, staff development, vocational
guidance, occupational specialist training, materials develop-
ment, preparation of reports, development and revision of the
State Plan and other special services as may be ass!:7ned.

-5-



6. State Advisory Council for Vocational and Technical Education

This Function is responsible for:

a. advising the State Board for Vocational Education on the
development of the State Plan for Vocational Education
and policy matters arising in its administration,

b. advising the State Board for Vocational Education on the
preparation of long-range and annual program plans,

c. evaluating annually the statewide vocational and technical
education programs,

d. preparing and submitting through the State Board for
Vocational Education to the U. S. Commissioner of Education
and the National Advisory Council an annual evaluation
report.

The organization of the Division emphasizes effective and efficient
services to local districts through the decentralization of
supervisory ser-ices.

Although the Division Headquarters is located in Tallahassee, the
State is divided into five regions approximating major labor market
areas with area offices in Tallahassee, Gainesville, Orlando, Tampa
and Boca Raton. Each Program Operating Section of the Division has
area supervisors assigned to these offices under the direction of
an Area Program Coordinator. By living in the region, and working
out of the area office, a supervisor can provide more effective,
efficient and rapid consultative services either as an individual
or member of a team to the educational leaders in local districts.

The next three pages contain the following:

1. Chart of the Relationship of the Division of Vocational,
Technical and Adult Education to other Units of the
Department of Education and other governmental agencies.

2. Chart of the Organization of the Division of Vocational,
Technical and Adult Education showing relationship of
functions, bureaus and area offices.

3. Map of Florida outlining the five areas of Florida with
the location of area offices.
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FIVE GEOGRAHICAL AREAS

°AREA OFFICES

Area I Office
480 Barnett Ba nk Bid"
Tallahassee 31.104
(Phone 904/488-1826)

Area Ii Office
1210 Wes: UncrcrsitY Ave.
Gainesville 32(01
(Phone 904/373-8551)

Area lil Offirs
WO Lake Elkdber Drive
Orlando Central Park
Orlaasto 32809

onr.:757T7:1-4270r"--

DIVISION
OF

VOCATIONAL
TECHNICAL

AND
ADULT EDUCATION

Ares IV Office
715 East Bird Street
Pan American Bank B1c4.
Tampa i3604
(Phone 813/918-2802)

Area V Office
Cl 32 Sista Road 808
Boa Raton 33432
(Phone 305/395 -9401)

VTAD aria
31111

imam(

111tOttAllAS ,

0413°57
_if
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C. STAFFING

Part II-A of this memorandum lists the variety of programs and
services for which the Division of Vocational, Technical and
Adult Education is responsible. The following assignment of
authorized FTE positions is in support of them:

No. of FTE Positions
Organizational Unit Staff Clerical Total

1. Division Administration 7

2. Bureau of Vocational Planning

3. Bureau of Vocational and Adult
Programs

4

10

2 6

a. Office of Bureau Chief 4 3 7
b. Adult and Veteran Education
c. Agricultural Education
d. Business Education
e. Distributive Education
f. Home Economics Education
g. Industrial Education .

h. Manpower Development Training
i. Diversified Occupations
j. Technical and Health

Occupations Education
_ _ Aw _ k. Area Ofiices* _

Area I
Area II
Area III
Area IV
Area V

Total of Bureau _21_ ALL 151.5*

20 10.5 30.5
8 3 11
6 2 8
5 2 7

10 5 15
16 6 22

8 8 16
4 2 6

11 3 14
_ _ _ .
1 2 3
1 1 2

1 2 3
1 2 3
1____ 3 4

4. Bureau of Vocational research and
Evaluation

5. Bureau of Vocational Program
Services

3 3 6

6 5

6. State Advisory Council for
Vocational and Technical
Education 2 1 3

DIVISION TOTAL 119 7a 194.5

*NOTE: The figures for each area office repreeents the Area
Program Coordinator and Secretarial assistance. In addition,
representatives from each Program are assigned to these
offices. Of the 151.5 FTE positions (97 staff and 54.5
clerical) it the Bureau of Vocational and Adult Programs
59 FTE positions (49 staff and 10 clerical) are assigned to
area offices.

-10-



III. Ch e3 in the 0 anizational Structure within the Past 10 Years

Rapid program growth, a changing role of the Department of Educa-
tion, and acknowledgment by the State Legislature of the Division
of Vocational Education as one o: four operating divisions of the
Department, dictated a need for a continuing study of the division
organization.

During the past 10 years the organization of the division changed
from one in which the emphasis was upon individual program sections
with all administrators reporting to the Division Director to the
present organization based upon functions and corresponding bureaus
and offices.

A series of changes took place in an orderly fashion with the
involvement of the total staff of the Division.

A significant contribution to this effort came from a study con-
ducted by the Oregon Center for Research and Development in
State Leadership.

During the Fall of 19680 Florida was accepted as one of five pilot
states to engage in a study of the structure at state level for
Vocational Education and in the capability of such a structure to
meet the demands for change in this important field of Education
resulting from the Vocational Education Amendments of 1968 and
other federal legislation. These studies were conducted by the
Center for Research and Development in State Education Leadership,
Teaching Research Division, Oregon State System of Higher Educa-
tion, Monmouth, Oregon through contract with the U. S. Office of
Education. The study began December 16, 1968.

In brief, the study involved a self analysis by the total Division
staff following criteria furnished by the Oregon Center. On
April 23, 24, and 25, 19690 a team selected by the Center visited
the Division of Vocational, Technical and Adult Education to study
first hand its organization and operation.

The recommendations of the Oregon Center for Research and Develop-
ment in State Leadership have provided the Division with signifi-
cant guidelines in its reorganization.

IV. Projected Changes Foreseen in the Organization of the State
Vocational Education Agency Over the Next Ten Years

The role of the Florida Department of Education is changing from
a regulatory function to one in support of educational renewal.

Under these conditions the Department of Education and the Division
of Vocational Education will become:



A. More responsive to and responsible for improved policy at
the federal, state and local levels, and

B. More involved in educational renewal, the process whereby
the goals and objectives of education exe continually
modified to meet the changing needs of its clients and
educational programs are continually modified to facilitate
the attainment of those objectives.

Although staffing patterns may change, it is believed that the
present organization based upui the mission of the Division and
its major fulictAons will continue to be viable and will adapt
to changing emphases t.s Florida moves into and through the next
decade.
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STATE PROGRAM PLANNING VIA PERFORMANCE BASED OBJECTIVES

The foremost challenge confronting vocational
education in the seventies is to maximize its
productivity. To this end, an educational manage-
ment structure must be fashioned that will make
education and training more meaningful, more
rewarding, more avialable, more relevant and more
productive in terms of human resources and financial
investment.

Most professional educators would not quarrel with the

preceding statement. The general public's hue and cry for

more accountability and an increased measure of confidence

on the part of the educational institution at all levels

have made educators sensitive to providing a more effective

and responsible delivery mechani(sm.

Thus, the point in question is not "what should education

be about" but one of "how should education go about it;" that

is, what management tool or technique should be employed to

bring about the desired change?

At a time when a more sophisticated concept of education-

al management and decision-making is coming of age, a systems

approach to such management and decision-making processes,

centering around performance based objectives, is rapidly

gaining impetus. It is with regards to this systems approach

as it relates to state program planning in vocational educa-

tion that the remainder of this paper will address itself.
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A RATIONALE FOR PERFORMANCE BASED OBJECTIVES IN STATE PROGRAM
PLANNING

Although the concept of performance based objectives is

not necessarily new in the business and industry management

arenas, its application in educational planning is relatively

untested. In the context of this presentation let it suffice

to define a performance based objective as follows: A state-

ment that precisely indicates what is to happen and to what

extent it is to happen within a specified time frame.

In applying such a definition tc state educational

program planning endeavors, it can and does facilitate the

planning process and offers a mechanism for further decision-

making tasks.

Essentially, a planning process built upon performance

based objectives offers the following advantages:

1. It provides specific direction with regards to what

the State Educational Agency is about concerning its program

management and responsibilities. For example, a properly

stated performance based objective that indicates that fifty

new vocationally oriented auto mechanics proyiams will be

implemented across the state during the 1973-74 school year

forces a management agency to address itself to specific

ways and means to bring about such an outcome. Activities

which cannot be directly related to the stated objectIve must

be seriously questioned as to their legitimacy. Thus, such

an approach to planning forces those who are doing the planning

to think and act from a standpoint of productivity.
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2. It incorporates a philosop of participatory

management. In the process of identifying and stating

performance based objectives, careful and analytical thinking

from numerous sources is paramount. Withc,it the involvement

and assistance of those who are charged with the responsibility

of Ziccomplishing such objectives, such a process is doomed to

failure. Performance based objectives must be realistically

stated and universally accepted on the part of the management

staff it they are to be met. Such can only be assured through

the involvement of those to whom the objectives relate.

3. It facilitates budgeting and priority ranking

processes. As me;.zioned previously, the concise and time-

referenced statement of anticipated outcomes aids in

determining appropriate and necessary activities for

bringing about such desired change. Once such activities are

identified, it becomes a mechanical process to cost out such

activitit "; and match those costs with available or anticipated

budget allotments. In the event of limited financial

resources, a rank nrrLorina of objectives can be made with

regard to importance and/or preference, thus providing

valuable inaight concerning budget management decisions.

4. It offers a mechanism for matching job requirements

with personnel talents and interests. The identification of

specifically designed activities which are essential for

attaining the objectives set forth previously will give rise

to position guides or job descriptions for existing ar Vor

mintir.ipatefi staff personnel. Pursuant to the development of
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such position guides, it once again becomes a somewhat

mechanical process of aligning existing staff talents and

interests with the respective tasks. Such guides also

provide the basis for the recruitment and selection of

additional and replacement personnel.

5. It provides the basic criteria for program and

personnel appraisal. Perhaps one of the foremost advantages

of a performance based objective planning concept is that it

forces the early and objective statement of success criteria.

Such success criteria, quantified over time, provide the

basis for an objective appraisal of program outcomes in

terms of whether or not performance standards have been

realized. Not only does the concept lend itself to terminal

appraisal, but it provides a benchmark against which periodic

progress readings can be made.

Furthermore, such a planning concept provides the

foundation for appraising the effectiveness of staff personnel.

Such appraisal should focus upon the extent to which

objectives relate to the assigned tasks and resp-neil"14+-4,.e

of each respective staff person. Thus, appraisal is Lased

upon product rather than process criteria and affords

optimum flexibility, innovativeness and creativity on the

part of staff personnel in achieving the end result. It

provides all parties concerned with d decision-making and

managerial job.

6. It is applicable at any management level. Educa-

tional management employing the performance. based flhjPrtive

-4-



planning concept may be applied at any managerial level within

the management structure. Admittedly, it must be used

advisedly when such a management technique must up with

other managerial styles but still, at levels where independent

management decision-making occurs, such a system can stand

alone and operate effectively.

THE DEVELOPMENT OF A PERFORMANCE BASED OBJECTIVE PLANNING AND
MANAGEMENT SYSTEM

As has been alluded to in numerous preceding statements,

management via performance based objectives is a systems

approach to management. Not only does this mean that such a

system, when fully operative, flows in a logical, sequential

fashion, but it also implies that in the process of adopting

the system itself, there is a logically sequenced procedure.

An illustration of such a procedure is shown in the paradigm

on page 6.

A closer scrutiny of this model suggests that the

initial point of departure in implementing a performance

based objectives management concept is an objective and factual

assessment of immediate and anticipated needs to which the

respective educational program must relate. Such needs must

be derived from a carefully designed and reliable data

gathering system and, furthermore, must be expressed in

terms of actual numbers of individuals to be served within

various population groupings or age levels. An expression of

such needs should be substantiated from available facts and

information with respect tc enrollment data employment
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needs and patterns, program availability and any other

demographic and/or economic information deemed appropriate.

The degree of accuracy with which such needs are

determined is directly related to the ultimate success of a

performanced based management structure. Insufficient or

inaccurate initial information will give rise to a management

structure that must function, in large part, on intuition and

subjectivity which can only parallel a practice of management

which has foi too many years been an integral part of the

educational process.

Pursuant to the needs assessment phase, a statement of

performanced based objectives becomes the next activity. As

previously mentioned, such a statement of objectives must

incorporate three essential components in order to be a

valid statement: what is to be accomplished, to what extent

is the accomplishment to be realized, and by what specific

point in time is such an accomplishment to be fulfilled.

Input into the formulation of a statement of objectives should

he solicited from each respective staff member and general

concurrance regarding the final draft of such a statement is

desirable. The statement of objectives is, in actuality, a

statement of success criteria or performance standards, thus

such a statement should provide a basis for all ensuing

activities in the initiation ::and adak)tion of a performance

based management structure.

The remaining steps, namely three through seven as

illustrated in the model, evolve around the statement of
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objectives set forth in step two. Programs and activities

should address themselves to the fulfillment of the stated

objectives. If no relationship can be made between any given

program or activity and one or more of the stated objectives,

serious questions must be raised concerning skIch a program or

activity's legitimacy in the management structure and whether

or not it should be retained.

The modification or redesign of an organizat:onal

structure may be dictated by the programs and activities

identified in step three. By making a task analysis of what

needs to be done, the resultant product should be an organiza-

tional format that will enhance the efficient and effective

realization of the desired outcomes. Again, let it be

emphasized that any organizational format, irregardless of

its design, must be oriented to productivity and not process

in a performance based management structure. The determination

of an acceptable organizational structure also provides impetus

for the development of individual professional and para-

prnfocinnal prlitinn guides and job descriptions.

The implementation process, step five, is included as a

means of providing the direction for flowing the performance

based management structure into a currently operating

management system. Such a change-over may require additional

personnel, modified physical facilities, equipment, and

supportive services, all important budgetary considerations.

Costing out the implementation process provides a

financial perspective of the entire concept and gives rise to
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significance. Such results tend to reduce credibility gaps

and increase levels of confidence on the part of educational

managers regarding their ability to produce.

Conversely, if the stated objectives were not fully

realized, evidences should readily indicate why they were

not realized and further analysis might dictate corrective

measures which should be enacted.

SUMMARY AND CONCLUSIONS

A management structure built upon performance based

objectives offers educational managers a potent vehicle to

affect change. It is built upon the concept of productivity

and if properly and consistently administered, it can

positively enhance both the efficiency and effectiveness of

an educational entity.

In state program planning the adoption of a management

process founded upon performance based objectives provides

educational managers many distinct advantages.

1. Such a process places the educational manager in a

truly leadership role in that he is plotting a course

of action based upon carefully defined and

documented societal and economic needs.

2. It provides a mechanism for seeking, obtaining and

justifying budget appropriations because budget

control agencies can readily see what their

investment is buying. If a stated need is not met

due to inadequate funding levels, then the fault is
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not that of the educations component but becomes

a state finance agency concern. A performance

based management concept is an offensive rather than

a defensive management tool.

3. It provides a means for optimizing staff talents and

abilities.

4. It offers a built-in mechanism for periodically

appraising the program effectiveness as a whole

and/or any specific part thereof.

5. It demands commitment in that an agency has, in

essence, contracted with "John Q. Public" regarding

what it will deliver within an expressed time frame.

In employing such a management tool as the performance

based objectives concept, certain essential ingredients must

be assured.

Such an approach to management if it is to be attempted,

should enjoy the support of the total staff, especially the

top decision maker. If such a management concept enjoys

less than the most enthusiastic support of the chief

administrator, the chances of such a concept being successful

are minimal.

Another essential ingredient is a commitment of the

necessary time and resources to bring about such a management

concept. A performance based management system doesn't just

happen; it takes a lot of time and hard work.on the part of

each individual involved. An important point to emphasize,

however, is that it takes an initial investment of time to
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save time.

Finally, there is no short cut to adopting a performance

based management concept. A consultant agency cannot do it

effectively for another agency, a university grant or

contract cannot accomplish it, nor can a specialist on a

staff be,expected to fulfill such an assignment alone.

'ach respective staff member must experience the discourage-

ment and frustration which normally accompanies the adoption

of such a concept. Ultimately, however, such discouragement

and frustration should lead to a more totally informed and

deeply committed staff with regards co the realization of the

goals which they have set forth.

Management by performance based objectives is a tool,

which if properly employed, could move educational management

at all existing levels into new dimensions of leadership and

respectability through the assurance that it is systematically

addressing the immediate and critical needs of society which

will eventually enhance the welfare of mankind.

-12-
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THE GREENING OF CAREER EDUCATION *

annathan Swift, the 'satirist, wrote some time ago about imaginary

people who fought bloody wars among themselves over such esoteric

considerations as whether an egg should be opened from the big end

or the little end. Over the years, the education world has had its

share of big-endiens and little-endiens. In the course of their trioal

battles, some deep and painful wounds were inflicted on both the insti-

tutions responsible for the education process and the people concerned

with teaching and learning.

The historical schism between the vocational education camp and the

so-called academic camp is a case in point. The labels, the snobbery,

the reverse snobbery, and the "We-They" syndrome that marked the

continuing conflict played havoc with human relationships among educational

personnel -- and more importantly, with the learning opportunities and

developing life styles of young people in the classroom.

Though the educational battleground may never be overgrown with roses,

I think we have reached a kind of maturity in the education community --

a level of sophistication that permits us to view education not as a

*Pr.pared for delivery before National Leadership Development Seminar
for State Directors of Vocational Education, Nashville,Tenn, Sept. 18, 1973.
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series of separate enterprises but as a collaborative independent

venture mode up of the sum of all of its parts. With this maturity

has also come the ability -- and the desire -- to sort out the big

issues from the paltry ones. In short, we are no longer willing to

dissipate our energies and resources in determining from which end the

egg should be opened. .

Let me cite just two examples of this collaborative movement which,

might add, the Federal government has had a hand in promoting:

We see it in the new alliances formed in the area of teacher training.

Where colleges once prepared teachers in isolation from the school

systems that employed them, the State agencies that accredited them,

and the communities they served, there is now a deliberate movement

toward mutual and collaborative training programs -- toward a sharing

of responsibility and resources. Efforts such as the Teacher Corps, the

Career Opportunities Program,training in special education for the regular

classroom teacher, and others have helped move teacher training out of

the make-believe into the real world. Not too long ago that was considered

a task as impossible as moving Lake Michigan to Arizona.
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We also see a new camaraderie between Federal and State education agencies.

Where once there was scant communication and token cooperation, we now

have a variety of new alliances and partnerships. Much of the improved

relationship can be tried to Title V of ESEA, a variety of formula

grants under other legislation, and efforts to make effective use of

discretionary funds. I can remember the time yhen expecting State and

Federal agencies to sit together in any meaningful joint venture was

like expecting the Republicans and Democrats to hold a joint convention.

The collaborative efforts, the pooling of talent in these areas pre-

dictably led to a cooling of animosities. I would venture a guess that

much the same thing is destined to occur among the disciplines that

make up the components of Career Education. For Career Education in-

troduces a new set of values and requires a new climate -- one in which

there is no room for self serving dichotomies.

It demands that the vocational educators and the academicians come

together on a parity basis to blend their expertise. Not that there

isn't room for a healthy back and forth, but developing the Career Education

concept with any integrity means that al concerned must work side by

side in mutual respect, not only for one another but for a movement which

implies a whole new concept of what education ought to be. And that concept

is designea to restructure the educational system to the extent that it

is no longer locked into a two-belt conveyor system -- one geared to

producing "winners" and the other adjusted to turning out "loosers."
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Unfortunately, Career Education does not readily lend itself to a one-

sentence definition. It has lent itself to a myriad of disparate

definitions. The disparity was probably due to the fact that the term

was thrust upon us with some abruptness and people developed their own

"intuitive" -- and sometimes self-serving -- notions of what it meant.

Here was a perfect breeding ground for perpetuating the '41e-They"

struggle -- for taking myths and hardening them into dogma. If we in

OE do have a mission, it is to see that this does not continue to happen.

The one thing most current definitions have in common is that the purpose

of Career Education is to establish a relationship between education and

work. Beyond that, the goal is to make work -- whether it is for the

purpose of earning a living, whether it is in service to one's home,

one's family, one's community, or one's self -- become possible, meaningful,

and satisfying to each individual.

It is also generally agreed that Career Education takes place at all

levels of education, starting with career awareness and progressing through

an exploration of the wotld of work, decision making relative to educational

needs, and finally preparation for career proficiency. It allows for

decisions at various stages, including new decisions in early or mid-career.

It also provides for an understanding of the relationship between a career

and one's life style.

Yet, It seems to me that the consensus toward which we are moving in

definitions and in rhetoric is sometimes at odds with the reality of

what is happening out in the field. It is part of my mission to prevent

this from continuing.
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In recent months, I have talked with numbers of people concerned with

Career Education -- chief State school officers, some State and local

vocational education directors, researchers. a host of concerned

individuals in academic quarters,and people influential in vocational

education organizations.

Whot I hove learned is that there is great concern that Career iducation

is being viewed by many in the education community as simply a rehashed

working of vocational education -- an effort to enhance it and legitimize

it. Well, implicit in Career Education is an effort to enhance vocational

education, but as a discipline in its own rght which has a sizable

contribution to make to the larger concept of Career Education. The

advice I have received is to make sure that Careeer Ed is not vocational

education by another name -- that vocational education is recognized as

a discipline within Career Education just as are math, science, English,

and the social sciences. Frankly, it Is an important part of my mission

to see that vocational education does not dominate, control, or unduly

influence the Career Education concept.

There are other things I have learned. One is that some folk in the

academic world look askance at the whole movement. They see it as a

rejection of the liberal, humanistic tradition of education in favor of

a strictly pragmatic approach focusing on employment and income and meeting

manpower needs. This attitude, I think, indicates either a failure to do

one's homework or that some highly credentialed practitioners are educated

beyond their %.44,12..;ty to learn.
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As I see it, if Career Education is to serve its purpose, it must be

recognized that many components contribute to a meaningful career and all

of the rewards that accompany it. An individual, no matter at what levet

he enters the job market, if he is to enjoy the higher Quality of life

requires skills in communication and computing, an attitude compatible

with gond mental and phyorAl hwAith,And ckillc in human interactions.

To pursue satisfying work at any level requires a famiiiarity with science

and technology, the ability and knowledge necessary to function as a

citizen, exposure to art forms and an appreciation of beauty,and an

element of self awareness. This is far from rejection of the human

tradition. On the contrary, it supports it and carries it further by

saying that intelligent career choices enhance an individual's opportunities

to pursue a meaningful life.

There is nothing to rule out the study of history or English or hiolooy

or philosophy for their own sake -- for the simple reason that one is

desirous of learning them. And the student with a deep and abiding interest

in any subject area has a disservice perpetrated upon him if he does not

have the added advantage of exploring related career opportunities.

No, Career Education, when properly articulated, understood and implemented,

does not stifle academic or intellectual achievement. A significant part

of my mission has to do with reeducating those academicians who have been

reluctant to take a hard look at the world around them so that they

can relate their work to it.
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I have also learned -- and this, as you might suspect, I learned early in

the game -- that most minority groups, especially the poor, are suspicious

of Career Education. They fear it is a design to feed them into service

occupations while middle-and upper-class majority groups are directed

into colleges where they can prepare for well-paying jobs. It seems to

me that exposure to alternatives in the world of work, opportunities to

get "hands on" experience from real-world situations, or the chance to

explore intellectually demanding careers brings a new dimmension to the

minority experience.

Properly applied, Career Education will become a vehicle for directing

more young people from minority groups into the work world or into our

colleges. It will do this by preparing them at an early age -- by intro-

ducing them to the opportunities open to them. Many of the young people

for whom Career Education can open new worlds are the very same youth

who are presently dropping out of high school or graduating without a

marketabe skill or a career goal.

If the purpose and function of Career Education is not understood or is

deliberately ignored, there is a real danger that the fears expressed by

minority groups will be realized. It 1!, my mission to make certain that

these fears are not realized.
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I have also learned that some 000ple see Career Educatior as a scheme

to force early career decisions. On the contrary, it is an effort to

expose people at a very early age to the vast variety of opportunities

open to them. As someone recently said: Failure to teach decision-making

in relation to work situations is like forbidding a youth to date until

he is 21. The intention is to keep options open, but the result is often

the opposite -- a liaison with the first person available after the bars

are let down.

These are some of the doubts I have encountered. And they are not ill-

founded or foolish as long as misinformed Dr ill-informed school and non-

school people continue to flounder with an ill-defined concept. The

floundering is, in a way, understandable because during the early growth

of the Career Education movement the Office of Education sought to

avoid a prescriptive and premature definition which might stifle creativity

and diversity.

But the time has come for us to assume a national leadership role and to

set down some ground rules, for we have found that in some cases creativity

often meant doing a cosmetic job on old Existing programs and masquerading

them as career education,

And diversity sometimes became debauchery with a few people rushing into

something that exhibited little commitment to anything beyond the

acquisition of Federal or State Sollars.
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Of course, it is not mj, intent to imply that deception was the name of the

game. Far from it. Most people who either developed new programs or

revamped old ones made an honest effort to fit into a range of activities.

aimed at giving young people the tools to make better choices about their

career. As you know, some of the States and sotne local school systeMs

developed highly sophisticated programs. And many of these we think will

hold up under criteria currently being developed.

In spite of these and other encouraging events, we are still handicapped

by a fact I mentioned earlier -- that over the past few years Career

Education has come to mean different things to different people. Everyone

seems to be doing his own thing.

From the Federal perspective, the new Center for Career Education (CCE) is

faced with the problem of supporting activities designed to bring a greater

measure of order to the Career Education movement. This is primarily because:

Career Education is receiving wide attention, and a wide variety of

programmatic efforts to incorporate Career Education in the schools

and colleges is being made. This situation poses a problem for

Federal policy-making. On the one hand, any effort to construct a

single definition runs the risk of stifling the creativity which is so

important a part of educational reform. On the other hand, without

some common understanding as to the meaning and purpose of Career

Education, confusion and fragmentation of effort will result.
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Consequently. a concise operational effort will be undertaken, therebj

assuring a more effective leadership role for the Federal government

That effort will facilitate discussion and sharpen both the issues and

the operational positions. The process will further refine the Career

Education concept through a synthesis and exploration of major variants,

and in so doing build constituent support and clarify the major issues

to be addressed during major installational activities.

At the same time that this conceptual analysis and site diagnosis effort

is taking place, pre-installation activities will be undertaken. These

will involve a needs assessment by each State education agency, the

development of networks of two-year and four-year post-secondary insti-

tutions in Career Education, the initiation of teacher training and

staff development activities in IHE and LEA consortia, and the development

of an information system which will enable the Office of Education to

provide assistance to States, schools, and colleges interested in

beginning or enhancing Career Education initiatives.

The purpose of these activities is to begin the development of a support

system in preparation for installation of comprehensive Career Education

efforts on a national scale based upon the data developed from this

diagnostic analysis. States will be able to determine their needs and

assess their capacity not only for participation in the national

installation program but also to increase or begin initiatives of

their own. Postsecondary institutions are in a wide range of postures
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vis-a-vis Career Education and must be encouraged to begin an exchange

of information or an organized basis and to seek effective ways to

coordinate their- efforts with school systems. Since staff is the key

to any program initiative in Career Education, efforts must be encouraged

to devise staff training programs and the materials needed for training,

and to do so by supporting consortia arrangements among school systems

and universities and colleges. And information containing comprehensive

illustrations of successful Career Education practices and processes

must be made available to the field as a major form of OE developmental

assistance. We firmly believe in the journal of negative finding-knowing

what not to do can be as helpful as knowing what to do.

Please remember that particular attention to a coordinated, carefully

defined and focused effort in Career Education was first made possible with

the creation of the Bureau of Occupational and Adult Education in the Office

of Education.. The Bureau was established under authority of the Education

Amendments of 1972. It officially came into being on May 17, 1973.

At the same time, the Center for Career Education was established within the

new Bureau. The Center has been given responsibility to -- according to

the Federal Register -- "plan, develop, and coordinate all Career Education

programs within the Office of Education." The present planning activities

require the Center staff, to develop a set of criteria to be used in

identifying Career Education activities -- first in OE and then in the

field.
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We are doing this in concert with all of the Doputyships that have an

interest or investment in Career Education, with the staff of the Assistant

Secretary for Education, Sidney P. Marland, and with the Career Education

Task Force of the National Institute of Education.

It is safe to say that no effort in OE over the last two years has had

so many units within the Office feeling a sense of ownership as has the

Career Education notion. I am sure that much the same thing is happening

in the field -- everybody seems to own or want a piece of the action, This

ituation has its good points and its bad points, but from an administrative

view, it demands rigorous coordinating efforts. The criteria to which I

referred represent a first but important step in "getting it all together

in the Office of Education_"

While the criteria are not finalized, I think they can give you a clear

notion of the direction in which we are moving. Let me paraphrase from

the official document setting forth the criteria:

In accordance with the agreement reached among OE, NIE, and the Office

of the Assistant Secretary for Education, Career Education is a major

Education Division theme-for making education consistent with the needs

of society and its members. (The Education Division includes OE, NIE

and the Fund for the Imp vement of Postsecondary Education) These

major objectives of Career Education have been agreed upon:

1. To improve the quality of career choice.

2. To improve individual opportunities for career entry.

3. To improve individual opportunities for career progression.
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All of these goals, especially the 'third, require the involvement

of 01:64.--r segments of society in addition to the education sector.

Nevertheless, the education sector has specific responsibilities

in insuring attention to the qualitative aspects of career choices.

It is also responsible for preparing students for career entry tnd

enabling them to make and prepare for subsequent choices and progress

in careers. Accordingly, the following criteria are considered

instrumental to the fulfillment of OE's contribution to the goals of

Career Education. They will be used to identify OE Career Education

initiatives:

There are three types of projects. The first will be designated a

"Comprehensive Career Education Project." It must contain all of the

following objectives:

1. To develop and expand the career awareness of all students in

the educational levels serve!.

2. To provide all students in the educational levels served with

opportunities for detailed exploration and/or specific and general

.nowledge and skill attainment in a career of their choice through

in-school and out-of-school activities.

3. To provide career oriented guidance and counseling to all

students in the educational levels served.

4. To provide career placement services to students leaving

educational programs at any level to insure that each such student

enters or returns to either a job, further formal education, or

a specific alternative life experience designed in terms of the

individual's career development.
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5. To improve the cognitive and affective performance of all

students in the educational levels served by restructuring the

curriculum to focus all subjects around a career development theme.

6. To provide training for educational personnel to improve their

capability to design, operant and/or evaluate those aspects of

educational programs which meet the proarooMing nhjortives.

A second type of project will be designated a "Career Education Support

System Project" if it contains one or more of the following as its only

objective or objectives:

1. To provide training for educational personnel to improve their

capability to design, operate, and/or evaluate those aspects of

educational programs and experiences which meet one or more of the

objectives enumerated in the "Comprehensive Career Education Project"

design.

2. To design, develop, test, demonstrate, or disseminate curriculum

materials the specific purpose of which is to enhance those aspects

of educational programs and experiences which meet one or more

of the objectives in the "Comprehensive" design.

3. To design, develop, test, demonstrate, or disseminate manageent

materials the specific purpose of which is to enhance those aspects

of educational programs and experiences which meet one or more of

the objectives in the "Comprehensive" design.

A third type of project will be "Career Education Related" and will have

more limited goals. It will be so designated if:
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1. It contains one or more, but not all, of the objectives in

the "Comprehensive" design or

2. It contains one or more of the "Comprehensive" objectives but

attempts to serve only some students in the educational levels served.

(E.G. a school English department attempts to make its curriculum

career oriented although the other academic departments in the school

do not; or a specific vocational program adds a career development

dimension to its courses while the remainder of the school maintains

the traditional academic-vocational split.)

3. It contains, as only a portion of its objectives, one or more of

the objectives in the second design -- the "Support System" group

of projects.

Running through the criteria I have just read is a recurrent phrase --

"students at all educational levels." That should tell you that we are

not restricting our concerns to elementary and secondary schools. A great

deal needs to be done at thu college and university level and certainly

within the two-year colleges. Pressure for career oriented curriculums is

coming as much from students in postsecondary institutions as from anyone else.

They have a heavy investment in their college educations and they want

them relevant, they want them to pay off in terms of a worthwhile career

and satisfying lifestyle. Institutions of higher education also will

certainly be involved in the training and retraining of educational personnel.
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Obviously, I am etc sing to cover a lot of ground here, and I think I

have described the Office of Education's stance to date on Career

Education as best I can. I have shared with you certain decisions though

they have not been completely finalized. Now I would like to touch upon

the role of vocational educators.

Over a period of time, I have worked with many vocational educators,

especially those involved in personnel development activities under Part F

of the Education Professions Development Act. One of the most important things

I found out is that the concerned vocational educator is perpetually

involved in efforts to improve his discipline. And that, it seems to me,

is one of the most significant contributions the vocational educator can

make to developing the Career Education concept. At the State level, I would

say that you must assume leadership in problem areas where you have both

authority and expertise.

For instance:

-How do you provide for effective linkages and articulation with trade

schools, apprenticeship arrangements, manpower development and training

efforts, adult and continuing education programs, especially for minority

groups and the poor?

-In view of oversized classes in most voc-ed facilities, how do you

provide for optimum utilization of equipment and space?

-What progress are you making with cooperative education?

-What are you doing to reach out into business and industry to ascertain

that training is appropriate? Are advisory committees being used

effectively?
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-How are you evaluating placement efforts? What kind of follow-up

activities are you conc!ucting, including follow-up on upward mobility?

- What influence do you use to determine the location of voc-ed schools?

I know of a number of schools that have been constructed at the city-

suburban border, making it difficult for the inner-city poor to get there.

- How many students are still being trained for a single career -- a

lifetime occupations' role, in spite of evidence that increasing numbers

of workers feel 'locked in" and desire early and mid-career changes?

-Are women, minor ty people, or the poor, 10, into stereotyped roles and

prepared for sterotyped jobs?

These are some of the questions facing Career Education, and certainly

you know them well. Yet these are examples of areas in which your discipline

-- and in some cases related disciplines-- have serious obligations. These

are areas that have much to do with the success of all of Career Education.

While you examine your Aisciplina, let me Accur0 you, at the Office of Education

we also are examining ours. We call ours "bureaucracy," and it, as you well

know, is closely related to another discipline -- economics. Or, to be more

precise, finances. Let me tell you where we stand.

As you know, most of what is called Career Education now is funded in either

NIE and OE. In OE the major emphasis has been through Parts C and D and

I of the Vocational Education Amendments of 1938. These are administered through

the Division of Vocational "mesearch in the Bureau of Occupational and Adult

Education. And this has been a thorn in the side of some vocational

educators. In Fiscal Year 1974, and thereafter, the vocational education
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money will be used for strictly vocational education projects, though these

projects, if they meet certain criteria, could become an important component

of the Career Education design either in support systems or CE related

categories.

I should hasten to add that Career EA--At 4on pwoise+c rflrrantly funded under

Part D will continue to be supported under the same authority for the agreed

upon term. And the Commissioner's share of Part C -- the OE discretionary

part -- will be used for applied studies in vocational education.

Federal options for Career Education expenditures for Fiscal Year 1974 and

after are affected by a number of constraints beyond the control of the Center

for Career Education and the Office of Education. The most salient of these

is appropriations. The FY 74 estimates included a Career Education lin term

of $14 million under authority of the Cooperative Research Act. The Hilse

appropriation bill did not include this item. Although there is reason to

hope that the Senate may act to restore at least part of this appropriation.

the final iigure coming out of a House-Senate conference committee is likely

to be considerably less than originally expected. Whatever money is

appropriated probably will not be available to us btf.ire November or December.

In any case, we are going ahead with our planning, and I would like to share

with you some of our ideas as to the general direction in which we hope to

move.
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As I explained earlier, we are setting up certain criteria for determining

what legitimately can be supported as Career Education. In conjunction with

the National Institute of Education, the Center for Career Education initially

will use its limited resources to provide the developmental impetus and

cross-boundary perspective necessary to advance the implementation of the

career CIfixer.4^n 4.04^..4
.0,1 Is, 1 VI I.

Obviously, funds available in FY 74 and 75 will allow direct funding of a

very small number of State, regional, and local programs. That support will

be limited to pre - installation activities. And, as I have already indicated,

much of our energy will be devoted to surveying and evaluating what has

already been developed over the past two years. To put it another way,

the bulk of FY 74 funds earmarked specifically for Career Education will

be spent on trying to identify various approaches that have been developed,

on getting people together to examine these approaches, and on determining

what facilities should be funded in FY 75. During this entire period, we

will be working closely with practitioners in the field, seeking their

comments, their advice, and their expertise.

One thing of which I am certain is that Career Education, by its very nature,

is one of the most difficult challenges OE has had to face. Yet, it clearly

addresses itself to a pressing need -- one which more and more young people

are identifying as a need.

The invitation to speak here specifically asked that I suggest some admin-

istrative and organizational strategies which State education agencies could

adopt in order to implement Career Education programs.



Page 20

I think I have implied one strategy when I said that Career Education is of

an inter-disciplinary nature and vocational education is a contributing

discipline. At the risk of putting some noses out of joint, I would recommend

that the State person coordinating Career Education efforts be an individual

with a multi-disciplinary background and approach. Ideally, he or she should

be a person designated to Mork out of the office of the superintendent or

be his assistant for Curriculum, Instruction, or ElementarySecondary,

or Postsecondary Education. It is my firm conviction tht Career Education

cannot and will not become the private domain of vocational education or nny

other single discipline if we expect it to succeed.

Certainly, the experience and knowledge of vocational educators will contribute

greatly to the development and operation of the concept, but the very

essence of Career Education is that it touches and reaches into all areas of

learning.

Now, you must decide in your own mind whether this threatens or enhances

vocational education or vocational educators. T see opportunities for

enhancement -- opportunities for contributing to the mainstream of every State

department on a parity basis with every other segment of the Department.

Other administrative and organizational strategies?

-Those that are necessary to move us into an open entrance-exit system- -

permitting an in-and-out movement for students starting, perhaps, in

Junior high school and extending through adult education.

-Those changes necessary to permit students to combine school with work.
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-Those that introduce performance based criteria for evaluating students,

teachers, counselors, supervisors, administers -- and, yes, superintendents.

-Strategies necessary to include students, teachers, parents, and the

community in educations ; planning and decision making -- whether it is at the

elementary level or at the adult education level.

I could go further. State departments and local education agencies need to

work out additional cooperative arrangements with institutions that train

educational personnel. The goal is to be the master of your own fate -- and

that can't happen unless all have a say in how all personnel are either trained

or retrained in in-service programs.

Lastly, there a need for strategies that wilt guarantee a commitment

to the Career Educatin concept, a willingness to contribute to its further

development. While the Office of Education can provide a certain impetus we

know that the real development will be at the State and local levels. That's

where the decisions that affect the everyday life of teachers and students are

really made.

It is relatively easy for me to talk about necessary power rearrangement and

changes. Some of them are difficult to mke. Certainly changes do not come

more easily at the Federal level than they do at the State level. Yet we

have been able to do some of the things that I am suggesting you undertake.

For one thing, those of us specifically involved with Career Edcuation have

established an excellent relationship with other units within the Bureau

of Occupational and Adult Education. And we have had immeasurable assistance

from the people who administer Parts C, 0, and I of the Vocational Education
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Amendments. Yet it Is clearly understood In OE that vocational education is

but one component of Career Education. I think that each iunit has a respect

for its own discipline and for the other fellow's discipline. This kind of

understanding and respect enables us to work together on a parity basis and

move ahead in harmony.

I am certain that the same kind of harmony can extend to our relationships

with the State education agencies,end especially the vocational education

family,for SEAs must be directly involved, particularly in determining their

own needs and in building their own capacity for exerting leadership in the

Career Education movement.

This has been a lengthy presentation -- but if I have been lengthy I hope

I have also been enlightening.

*********************
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IMPROVING ADMINISTRATIVE ACTIVITIES
OF STATE VOCATIONAL EDUCATIONAL AGENCIES

OR
IOWA VOCATIONAL EDUCATION

The presentation in the next twelve minutes will cover a period of time

starting with the Smith-Hughes Act to the present. In fact to relate the

actions taken over this period of time relates quite well the development of

the administrative activities to provide a manageable means of state admin-

istration of the vocational educational effort in the state of Iowa. This

presentation could be expanded and developed into a three hour graduate

course offered by a state university. What I will present today is a brief

overview.

In reviewing the state vocational administrative structure ten years ago,

it well met and reflected the Smith - Hughes Act. We implemented very well the

intent and purpose of that time. At that point in time we believed the pur-

pc,,e was to supervise ',Inc? monitor vocational education programs. Our division

staff was identified with the typical categorical funding pattern- -

agriculture, home economics, trade and industry, office education and dis-

tributive education. During this time vocational rducation was aimed toward

program development separate and apart from the rest of education. Smith-

Hughes type of federal legislation greatly contributed to the chasm that

occurred in attempting to educate the whole person in total education.

In 1962 the Manpower Development Training Act was passed and for the

first time legislation became available which directed vocational education

training to be people oriented rather than program oriented. Most vocational

educators felt that MDTA (sometimes referred to as "More Damn Trou:O.e Ahead")

was no more than a "band-aid" vocational program and in two or three years
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would disappear. Under MDTA training it was immediately recognized that the

student required more than just skill training in order to be acceptable at

the job entry level.

The Vocational Act of 1963 was passed by Congress and implied many changes

should be taken - five years later the Amendments of 1968 mandated a change to

be made from program needs to individual or student needs. The 1968 Amendments

also eliminated categorical funding for special occupational groups.

In 1965 the State Legislature of Iowa passed legislation that created not

less than four or more than twenty postsecondary area schools in our state.

Since Iowa had no vocational postsecondary schools the action within the state

to create area schools moved quickly and created what we now have as fifteen

postsecondary or area schools. The state also at this time hat number of

postsecondary junior colleges and by law these were linked with the area

vocational schools to create in our state the first comprehensive community

colleges.

All of the before mentioned circumstances contributed to and influenced

the restructuring of the Vocational Education Division of the Department of

Public Instruction. In Iowa the State Board of Public Instruction acts as

the State Board of Vocational Education and Area Schools as well as elementary

and secondary public educat'on.

In 1968 the state superintendent requested that the Vocational Education

Division evaluate its operation and recommend changes that we felt would

better meet the needs of the 1968 Amendments and would also assist our

division staff in providing leadership and consultative services to the public

schools at tha elementary-secondary and postsecondary levels. Since weiweie

vocatY,onal educators, we set up a task force within our division made up ,f

the head supervisors of the occupational units and approached the effort in
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a problem solving manner.

1. Define the function or purpose

2. Develop ideal solution

3. Develop practical solution

4. Do it that way

At this point it was very difficult to apply to ourselves what we were

recommending all others in vocational education use as a system of problem

solving. A practical solution was agreed upon and the restructuring of our

division was made. (See Appendix I and II) At this time the Vocational

Education Division was renamed the Career Education Division to add thrust

and assist the Department in the Career Education movement.. This allowed us

to implement the Amendments of 1968 in its brcadest concept which we in Iowa

felt was the intent of Congress and HEW. The renaming of the division also

caused confusion in the field since cur division continued to conduct all

vocational education offerings as well as promote the career development

concept to all educational efforts at all educational levels.

Additional services such as Special Needs, Guidance, Certification and

Approval, etc., (See Appendix III), are performed by consultants attached

to the other branches (See Appendix IV).

We feel that the present organizational structure outlined has operated

quite well over the past four years. As we all know the persons performing

the tasks indicated in the operational chart is the key to success of the

operation. The consultants assigned to the operational services or units

are vocational educators with specialities in various occupations. This

expertise is interchanged in an assistive manner between seririces; of the

division and department, We also determined the need for division management,

planning an&Ireview. This is.accomplished by having weekly management staff

1 1
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meetings of the chiefs of the division services and chiefs of periphery support

services such as fiscal control, special needs, guidance, supplementary (adult)

education, and data processing. We also, on occasion, as the problem under

consideration dictates expand the management staff meetings to include other

pc,rsonnel in the department.
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ADDITIONS TO ORGANIZATIONAL CHART

1. Special Needs - Special Needs activities plrtaining to the disadvan-
taged and handicapped under the Act are being served
by a Special Needs Section in the Pupil Personnel
Services Branch (5F). Currently the staff consists
of three professional persons.

2. Guidance - Career Guidance activities are being coordinated by
a professional staff member of the Guidance Services
Section in the Pupil Personnel Services Branch (5E).

3. Certification Activities relative to this area are assigned to a
and Approval - professional st:aff member of the Education Profes-

sional Development Section of the Instruction and
Professional Education Branch (4D).

4, Plant and Activities in this area are coordinated by a profes-
Facilities - sional staff member who is assigned to the School

Plant Facilities Section of the Administration
Branch (20.

5. Fiscal Fiscal matters pertaining to secondary and postsecondary
Affairs - career education programs, services, and activities are

handled by personnel in the Fiscal Control Section of
the Area St.;hools and Career Education Branch (6N).

6. Health Provisio:i has been made for the employment of a health
Occupations - consultant who will be a member of the Postsecondary

Career Education Section of the Area Schools and Career
Educati:1 Branch (6L). This state consultant will
coordinatp the work of the Career Education Division
relative to health occupations with the health occupa-
tionl unit of the University of Iowa, under a contract
with the Career Education Division.
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Function

I I 1

SUPPORT SERVICES SECTION

Responsibility

budget Development Develop program cost
guidelines relative to
career education,

Planning

Assist in consulting with
L.E.A.'s in the prepara-
tion of budgets.

Receive and review budget
submitted by L.E.A.'s.

Procedure

Analyze costs of personnel, equip-
ment facilities, supplies and materials
and other program related costs to
guide budgetary decisions. Use the
expertise of career consultants
personnel, advisory committees, post
fiscal records and program projections
in such analysis.

Make available to consultants, resource
materials for use in assisting L.E.A.'s
in budget preparation.

Review budgets in terms of program
cost guidelines. Maintain a log of
budget requests. Receive budget
proposnAa directly from L.E.A.
administration.

Recommend career program Formulate and submit budget recommend:. -

budgets. tion with backup materials to Director
of Career Education for action.

Developing and recommend- Use projected plan of activities in
ing Career Education . developing Career Education Division budget
Division budget (in office) Solicit budget needs from services

within Division. Work in conjunc-
tion with Administrative Services.
Submit recommendations with backup
material to Director of Career
Education.

Recommend allocation of Review total program budgets and funds
funds available for allocation as a base

for recommendations to he submitted

to Director of Career Education.

Identifying and project- Establish and maintain working rela-
lug needs of employers tionships with othei agencies,
and individuals. institutions and organizations for

th,3 purpose of obtaining information
relative to needs. Develop procedures
and format to institute these activities.

Maintaining Career Evaluate and revise current goals/
Education Division goals/ objectives in light of new legislation

and changing needs of society.nU4g1V-4,tea



SUPPORT SERVICES SECTION (cont)

Function lelan151bI1ity.
Planning (Cont) Up-dating state plans.

Evaluation.

risseminatiug planning
information.

Coordinate career e6--a-
&tics' planning with over-
all partmental planning
andteiivtl-lopment se,:tion

anort,h, state office
for ;Liaoning and program-
ming.

wcolgu
program operation and
effectiveness.

Assess attrition in
career programs.

Ascertain program effec-
tiveness in meeting needs

; of individuals and
employers.

I I I 0-
I C-

Procedure

Periodically give attention to revising
the plans for career education that
have been adopted by the state board.
Solicit suggestions from sources that
will aid in up-dating the plan.

Establish channels through which
planning information should be directed
')rganize materials for users. Direct
materials to prospective users.

Develop working relationships.
Utilize data from these sources.
Participate in joint-planning acti-
vities. Provide information to
othets.

Establish criteria for followp.
Stimulate the preparation of forms
guides and procedures for follow -u}.
Determine reliability and validity of
follow-up results.

Establish procedure for identifying
dropouts. Collect and analyze inion-,--
tion about dropouts.

Determine the degree to which a
program is meeting its objectives and
goals (see item S below). Survey
employers for success of graduates.
Follow-up of graduates.

Make recommendations based Formulate and submit recommendations
on evaluation findings. to Director of Career Education for

action.



SUPPORT SERVICES SECTION (cont.)

Function Responsibility Proci 'ure

Evaluation Develop evaluation proce- Determine purpose of evaluation.
(Cont) dures and techniques. Develop criteria for

eva_uation. Collect
program
information

Research

Aasiat L.E.A.'s in
measuring program effec-
tiveness.

Stimulh and encourage
researc:h.

relative to evaluation from other
agencies, institutions a'd organiza-
tions. Develop instruments to be
used in evaluation.

Provide feedback iuforbation gained
through follow up and evaluation
efforts.

Involve appropriate personnel in
institutions, organizations and
agencies in research activities.
Cite research needs.

Tdentily potential research Maintain contacts with business,
problems industry and educational institu-

tions. Develop potential list of
research problems. Establish
priorities..

Collect and disseminate
research information

Coordinate development of
career education informa-
tion.

Coordinate research
c2tivities with other
tgencies, institutions,
and organizations.

Provide consultative
services in regard to
preparation of research
proposals and research
methodology.

Develop techniques and procedures
for collection, classification,
summarization, tabulation, storage,
retrieval and dissemination of
information on employment opportuni-
ties, human resources and training.
Maintain continuous irventory of
available data.

work with other agencies, institu-
tions, and organizations. Develop
criteria and evaluate appropriate-
ness of information. Establish
dissemination network.

Participate in inter-group planning.
Participate in cooperative research.
Maintain avenues for exchange of
information.

Provide guidelines for preparation of
research proposals. Provide informa-
Lion regarding related studies and
resource materials.



SUPPORT SERVICES SECTION (Cont.)

Function

Research
(Cont)

Curriculum

Responsibility Procedure

-1 I 1 -4

Conduct intra-organizational Establish methods for conducting
research research. Identify research

problems.

Review and recommend action As stated in State Plan.
for funding of research
proposals.

Develop "basic," "sug6as-
ted" statewide curriculum
guidelines for existing,
new and emerging programs.

Make analyses of occupations.
Work with instructional personnel,
consultants, and advisory committees.
Develop suggested objectives, curric-
ulum content, and resource units.
Print and disseminate guidelines.

Coordinate curriculum Organize meetings, task force
activities for career edu- assignments, and the like between
cation with other re- educators and persons knowledgeable
sources. about content that should be

included in career programs. Main-
tain contact with institutions,
organizations, and agencies concerned
with curricula. Keep abreast of other
curriculum activities within the
Department of Public Instruction.

Assist in consulting with
L.E.A.'s on curriculum,
equipment, and facilities.

Collect and disseminate
curriculum research and
materials.

Consult with L.E.A.'s on
youth organizations.

Provide appropriate materials and
information for use by consultants
when working with L.E.A.'s.

Collect curriculum and related
materials from in-state and out-
of-state sources. Develop techniques
and procedures for the collection,
classification, summarization or
tabulation, storage, retrieval, and
dissemination of curriculum research
and materials. Conduct a continuous
inventory of available data and
research oo curriculum from insti-
tution, agencies, and organizations.
Establish a network of users.

Assist in collecting and disseminating
instructional content, evaluating
operation of program, and developing
policy relating to state adminiotrator
of youth organizations.



SUPPORT SERVICES SECTION (Cont.)

,WELto_n_

Reporting

Teacher
education

Aesponsibility, Procedure

1 1 1 -5

Assist in establishing data Provide expertise for design of data
collection system. collection systems to insure

compatibility between information
collected and the formulation of
state and federal career education
reports.

Formulate reports

Disseminate reports.

Obtain and interpret information from
administrative service and other
sources to complete required state
and federal career education reports
and special reports as needed.

Establish channels through which
information should be directed. Direct
materials to prospective users.

Assist in contracting for. Provide budgetary, curriculum,
teacher education services. research, and evaluation information

and services.

Assist in organizing
conferences, workshops,
etc.

Plant Facilities Assist in analysis of
school sites and plants.

Assist in conducting
school surveys

Assist in projecting
needs

Provide timetable information to
coordinate these activities. Provide
resource information regarding curric-
ulum, research, and evaluation.

Assist in developing criteria and
procedures to be used in this analysis.

Provide information relative to
program expansions or reductions based
on annual and five year plans.

Provide information relative to program
expansions or reductions based on annual
and five year plans.



Function

I I N6
ELEMENTARY-SECONDARY SECTION

Responsibilities

Budget Development Assist planning in
developing program
cost guidelines rela-
tive to career education.

Planning

Evaluation

Consult with L.E.A.'s in
the preparation of
budgets.

Assist planning in
reviewing budget sub-
mitted by L.E.A.'s.

Assist planning in
recommending Career
Education Division budget
(in office).

Assist planning in
recommending allocation
of funds.

Assist planning in
identifying and project-
ing needs of employers
and individuals.

Assist planning in main-
taining Career Education

Division goals/objectives.

Assist planning in up-
dating state plans.

Assist planning in
disseminating planning
information.

Assist planning in
follow-up of program
operation and effective-
ness.

Procedures

Collect program cost information.
Make judgements regarding relevance
of equipment, facilities, etc. to
program objectives and costs.

Contact administrative and instruc-
tional personnel relative to those
items to be included in the budget.
Make available resource materials to
guide development of budgets.

When requested, participate in review
of budgets.

Prepare, on the basis of past exper-
iences and projected activities, the
budget needs as perceived by members
of this staff.

Prepare back-up material for suggest-
ing allocation of funds.

Meet with employers, school personnel
and other groups to ascertain educa-
tional needs. Submit findings and
information to planning.

Interpret changing needs of business,
industry, etc. to the planning group.

Be alert to gathering information
which has implications for needed
plan changes. Aid through discussions
and committee work to formulate new
plans.

Assist in development of dissemination
channels. Consult with users relative
to the adaptation of planning informa-
tion to their needs.

When requested, participate in review
of budgets.

Provide consultative assistance when
called upon.



ELEMENTARY-SECONDARY (Cont)

Function

Evaluation (Cont)

Research

Curriculum

Responsibilities

Assist planning in
attrition in career
programs.

Assist planning in ascer-
taining program effective-
ness in meeting needs of
individuals and employers.

Develop evaluation pro-
cedures and techniques.

Assist L.E.A.'s in measur-
ing program effectiveness.

Assist in stimulating and
encouraging research.

Assist in identifying
potential research
problems.

Assist in coordinating
development of career
education information.

Assist in conducting intra-
organization research.

I I k7

Procedures

Aid in analysis of attrition.

Make individual and employer contacts.
Contribute to evaluation through
observation of day-to-day operation.
Work with local advisory committees.

Provide assistance as needed.

Work with local advisory committees.
Interpret forms and procedures to
L.E.A.'s.

Perform assistance roles similar to
planning services.

Suggest and recommend areas for
research based on field observations and
experiences.

Assist in development of evaluative
critetia. Assist in dissemination
through appropriate med4.a.

Identify research problems. Assist
in contacting population included in
the research.

Assist in developing "basi4Act as resource for identifying
"suggested" state-wide personnel qualified to consult on
curriculum guidelines for this activity. Provide expertise
existing, new and emerging when staff member's background
programs. qualifies. Assist planning in

organizing and conducting activities
relating to this task.

Assist in coordinating
curriculum activities for
career education
with other resources.

Consult with L.E.A.'s on
curriculum, equipment,
and facilities.

Assist planning group as needed.

Through visitations, comment and
provide assistance on appropriateness
of curriculum content relative to
occupation, objectives established,
and need. Observe kinds and
condition of equipment and facilities.
Make recommendations whenever



ELEMENTARY- SECONDARY (Cont)

Function

Curriculum
(Cont)

Reporting

Teacher
education

Responsibilities

a

Collect and disseminate
curriculum research and
materials.

Consult with L.E.A.'s on
youth organizations.

Assist in formulating
reports.

Consult with L.E.A.'s
OA teaching techniques.

Assist in contracting
for teacher education
services.

Organ .ze conferences,
workshops, etc.

Consult with L.E.A.1.3
on teacher recruitment
and staffing.

Assist in certifying and
approving ,:eachers

I I I -8

Procedures

appropriate. Maintain communication
in office and prepare follow-up
reports to L.E.A.'s.

Serve as communication link between
L.E.A.'s and the Division regarding
curriculum, equipment, and facilities.

Consult with L.E.A.'s relative to:
developing program of work which
carries out the purposes of the
organization, providing leadership
training, and planning and coordinat-
ing conferences. Disseminate state
and national information.

Provide information as needed and
verify information in reports.

Through visitations, observe, comment,
and provide assistance on techniques
being used by instructional staff.
Make recommendations relative to
in-service education. Provide
information on instructional aids
and innovations.

Provide information pertinent to the
supply and demand for career educational
personnel. Recommend needed in-service
education.

With assistance of advisory committees,
provide for preservice and in-service
teacher education activities. Maintain
contact with teacher educators on
matters relating to this service.

Maintain and disseminate rosters of
educational personnel employed in
career education programs in the state.
(Maintained by institution, geographi-
cal area, and instructional area.)
Be knowledgeable as to individuals
available for employment. (In-state
and out-of-state institutions and
organizations.)

Serve on committees to aid in analyzing
qualifications of applicants for certifi-
cates and career education subject
approval.



ELEMENTARY-SECONDARY

Function Responsibility Procedures

Plant Asaist in analysis of school Assist in developing criteria and
facilities sites and plants. procedure to be used in this analysis.

Assist in reviewing and
recommending plans and
specifications for
facilities.

Provide technical information to
assist /Aunt facilities group in
formulating recommendations.

Assist in conducting Upon request, observe and report
school plant surveys. findings.

Assist in projecting needs. Provide information relative to
program expansions or reductions.



?unction

C

POSTSECONDARY SERVICES SECTION

Imponsibilities

Budget Development Assist planning in
developing program
cost guidelines relative
to career education.

Planning

Evaluation

Consult with L.E.A.'s in
the preparation of budgets.

Procedures

Collect program cost information.
Make judgements regarding relevance
of equipment, facilities, etc. to
program objectives and costs.

Contact administrative and instruc-
tional personnel relative to those
items to be Lncluded in the budget.
Make available resource materials
to guide development of budgets.

/Waist planning in When requested, participate in review
reviewing budget submitted of budgets.
by L.E.A.'s.

Assist planning in recom-
mending Career Education
Division budget (in office).

Assist planning in
recommending allocation
of funds.

Assist planning in
identifying and project-
ing needs of employers
and individuals.

Assist planning in main-
taining Career Education

Division goals/objectives.

Assist planning in up-
dating state plans.

Assist planning in
disseminating planning
information.

Assist planning in
follow-up of program
operation and effective-
ness.

Prepare, on the basis of past exper-
iences and projected activities, the
budget needs as perceived by members
of this staff.

Prepare back-up material for suggest-
ing allocation of funds.

Meet with employers, school personnel
and other groups to ascertain educa-
tional needs. Submit findings and
information to planning.

Interpret changing needs of business,
industry, etc. to the planning group.

Be alert to gathering information
which has implications for needed
plan changes. Aid through discussions
and committee work to formulate new
plans.

Assist in development of dissemination
channels. Consult with users relative
to the adaptation of planning informa-
tion to their needs.

When requested, participate in review
of budgets.

Provide consultative assistance when
called upon.



POSTSECONDARY (cant)

lion

Evaluation
(Cont)

Research

Curriculum

Responsibilities

Assist planning in
attrition in career
programs.

Assist planning in ascer-
taining program effective-
ness in meeting needs of
individuals and employers.

Develop evaluation pro-
cedures and techniques.

Assist L.E.A.'s in measur-
ing program effectiveness.

Assist in stimulating and
encouraging research.

Assist in identifying
potential research
problems.

Assist in coordinating
development of career
education information.

Assist in conducting intra -
organization research.

Assist in developing
"basic," "suggested" state-
wide curriculum guidelines
for existing, new and
emerging programs.

Assist in coordinating
curriculum activities
for career education with
other resources.

Consult with L.E.A.'s on
curriculum, equipment,
and facilities.

Procedures

Aid in analysis of attrition.

Make individual and employer contacts.
Contribute to evaluation through
observation of day-to-day operation.
Work with local advisory comedttees.

Provide assistance as needed.

Work with local advisory committees.
Interpret forms and procedures to L.E.A:s

Perform assistance roles similar to
planning services.

Suggest and recommend areas for research
based on field observations and
experiences.

Assist in development of evaluative
criteria. Assist in dissemination
through appropriate media.

Identify research problems. Assist
in contacting population included in
the research,.

Act as resource for identifying
personnel qualified to consult on
this activity. Provide expertise
when staff member's background
qualifies. Assist planning in
organizing and conducting activities
relating to this task.

Assist planning group as needed.

Through visitations, comment and
provide assistance on appropriateness
of curriculum content relative to
occupations, objectives established,
and need. Observe kinds and condition



POSTSECONDARY (cont)

Function Responsibilities

Curriculum
(Cont)

Reporting

Teacher
education

Collect and disseminate
curriculum research and
materials.

Consult with L.E.A.'s cn
youth organizations.

Assist in formulating
reports.

Consult with L.E.A.'s
on teaching techniques.

Assist in contracting
for teacher education
services.

Organize conferences,
workshops, etc.

Consult with L.E.A.'s
on teacher recruitment
and staffing.

Procedures

of equipmentequipment and facilities. Make
recommendations whenever appropriate.
Maintain communication in office and
prepare follow-up reports to L.E.A.'s.

Serve as communication link between
L.E.A.'s and the Branch regarding
curriculum, equipment, and facilities.

Consult with L.E.A.'s relative to:
developing program of work which
carries out the purposes of the
organization, providing leadership
training, and planning and coordinat-
ing conferences. Disseminate state
and national information.

Provide information as needed and
verify information in reports.

Through visitations, observe, comment,
and provide assistance on techniques
being used by instructional staff.
Make recommendations relative to
in-service education. Provide
information on instructional aids
and innovations.

Provide information pertinent to the
supply and demand for career educational
personnel. Recommend needed in- service
education.

With assistance of advisory committees,
provide for preservice and in-service
teacher education activities. i4aintain
contact with teacher educators on
matters relating to this service.

Maintain and disseminate rosters of
educational personnel employed in
career education programs in the state.
(Maintained by institution, geographical
area, and instructional area.) Be

knowledgeable as to individuals avail-
able for employment. (In-state and
out-of-state institutions and organi-
zations.)



POSTSECONDARY (coat)

ftsction

Teacher
education
(Cont)

Plant
facilities

Responsibilities

Assist in certifying and
approving teachers.

Assist in analysis of
school sites and plants.

Assist in reviewing and
recommending plans and
specifications for
facilities.

111-13

Procedures

Serve on committees to aid in
analyzing qualifications of appli-
cants for certificates and career educa-
tion subject approval.

Assist in developing criteria and
procedure to be used in this analysis.

Provide technical information to
assist plant facilities group in
formulating recommendations.

Assist in conducting Upon request, observe and report
school plant surveys. findings.

Assist in projecting needs. Provide information relative to
program expansions or reductions.

MDTA - This service shall have the responsibility for the direct administration,
including fiscal control, planning, approval, and evaluation of federally funded
MDTA programs and other federally funded Department of Labor and 0E0 programs which
may be implemented in the future. The Chief of this service shall report directly to

the Director of the Career Education Division. This service
performs an independent contracting service but it is coordinated with the Career
Education Division since these services are largely implemented through area schools.



Function

ANCILLARY SERVICES

SPECIAL NEEDS

Responsibilities

Budget Development Assist planning in the
development of programs
cost guidelines.

Planning

Evaluation

Research

Assist in the review
of program budgets.

Consult with LEA's in
the preparation of
budget.

Assist planning in
identifying needs of
individuals.

Assist planning in the
review of program
proposals.

Assist planning in
maintaining Career Education
Division goals/objectives.

Assist planning in
ascertaining program
effectiveness in terms
of meeting needs of
individuals.

Assist LEA'S in measuring
program effectiveness.

Identify potential
research problems.

Stimulate and encourage
research

Procedures

Interpret costs, etc. in regard to
special needs during the preparation
of program cost guidelines for all
career programs.

Determine appropriateness of budget
requests in terms of special needs
students and projects.

Make available to LEA's, resource
material related to special needs
budgets. Consult with administrative
and instructional personnel relative
to budget items for special needs.

Identify objectives and goals cf
special needs programs, the special
needs population and maintain working
relationalships with other agencies in
providing services and programs
direction for special needs projects.

Participate in the review of proposals
and make recommendations as related to
special needs.

Interpret information into the
planning process to assure the needs
of the special needs population of
the state are being provided for.

Develop criteria to be used
measuring program effectiveness in
terms of the special needs population.

Consult with LEA/s regarding program
evaluation as related to special needs>

Interpret needs for research dealing
with special needs to the planning and
others.

Assist LEA's in conducting or partic-
ipating in research related to special
needs.



SPECIAL NEEDS (cont)

Function

Curricula'

Responsibilities

Assist planning in the
development of
curriculum guidelines
for existing, new and
emerging programs.

Consult with LEA's on
curriculum, equipment
and facilities.
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Ps0Vdures

Interpret the needs of the special
needs population in terms of
curriculum, equipment and facilities.

Assist LEA's in adapting guidelines
to special populations and programs.



Function

Budget
Development

Planning

Evaluation

GUIDANCE

Responsibility,

Assist planning in the
development of program
cost guidelines relative
to guidance services for
career education.

Consult with L.E.A.'s
regarding the preparation
of guidance budgets.

Assist planning in the
review of program budgets.

Assist planning in the
development of the Career
Education Division budget.

Assist planning in recom-
mending allocation of funds
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Procedures

Provide information regarding costs,
etc., relative to guidance programs.

Conduct visitations, workshops and
seminars to assist in budget prepara-
tion.

Provide information relative to
guidance needs of students.

Convey budget needs for administration
of state cc.reer guidance activities.

Provide information to planning to be
.used in developing recommendations
for the allocation of funds to support
career guidance programs.

Assist planning in the Assist L.E.A.'s in assessing from
identifying and projecting students and the community the
the needs of individuals. interests, expectations and needs of

individuals for career education
programs.

Assist planning in main-
taining Career Education

Division goals/objectives.

Implement activities or
efforts which will convey
information relating to
guidance programs.

Assist planning in the
processing of career
guidance program proposals.

Assist planning in the
design of follow-up of
program operation and
effectiveness. Assist
planning in assessing
attrition in career
programs.

Review and suggest how to update
those provisions of the State Plan
regarding vocational guidance.

Disseminate planning information
through workshops, seminars, etc.

Provide judgements regarding feasi-
bility of proposed effort in
relation to identified staff and
other resources.

Provide student data relating to
program operation and effectiveness.
Develop criteria to be used in
measuring program effectiveness in
terms of career guidance programs.



GUIDANCE

Function Responsibility Procedures.

Evaluation (Cont) Assist planning to (same as above)
ascertain program effective-
ness in meeting needs of
individuals.

Research

Curriculum

Conduct evaluations re-
garding career guidance
programs.

(Same as illOve)

Assist planning to develop. (Same as above)
evaluative procedures and
techniques.

Assist planning to implement
activities which stimulate
and encourage research.

Assist planning in the
identification of research
problems.

Assist planning in the
coordination of career edu-
cation information.

Develop and disseminate
career education
information.

Consult with guidance
personnel concerning the
effective use of career
education information.
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Convey researchable ideas and
research outcomes to guidance
personnel.

Convey "guidance needs" type
research ideas to planning.

Career education information will
be developed through the utiliza-
tion of all resources available
through this and/or other agencies,
institutions, and firms of contract or
agreement.

(Same as above)
Career education information will be
disseminated to all guidance person-
nel involved in providing guidance
services to youth and adults.

Assisitplanning in conducting
intra-organization research.

Assist planning in the
development of "basic,"
"suggested" state-wide
curriculum guidelines for
existing, new and/or
emerging programs.

Implement workshops, seminars,
visitations, etc., regarding use of
career information.

Convey all appropriate guidance
information available.

Work with planning to review exist-
ing poliCies, guidelines and hand-
book inormation relating to guidance
programs and cooperate in the develop-
ment of specific efforts when needed.



GUIDANCE (Cont)

Function

Curriculum (Cont)

Reporting

Responsibility

Consult with L.E.A.'s on
curriculum, equipment and
facilities for career
guidance programs

Assist in the collection
and dissemination of
curriculum research and
materials for career
guidance programs.

Assist planning in the
formulation of reports:

Procedures

Consultative services provided
through visitations, workshops,
seminars, etc.

Consulta.ive services provided
through visitations, workshops,
seminars, etc.

Provide to planning the student
and program information required
in reporting career guidance
activities.

In addition to the above, the following
are listed to delineate the identifiable
support services of the Guidance Services:

Assist LEA in providing a comprehensive pro-
gram of guidance services whi:b emphasizes
career education as a meaningful choice.

Assist LEA in providing a program of guidance
services which assures assistance to youth
and adults participating in career
education.

Assist LEA in assessing from pupils and com-
munity the interests, expectations, and
needs for career education programs.

Consult with institutions in the continued
development of programs for the preparation
of guidance personnel.

Assist in evaluation of counselor education
programs as they are considered for approval
to prepare school counselors.

Coordinate the direction and efforts of the
Statewide Guidance Advisory Committee.



Function

ANCILLARY SERVICES

DATA PROCESSING

Responsibility

Budget Development Assist in development of
program cost guidelines
relative to career
education.

Pluming

PlannSzg

Evaluation

Research

Curriculum

Reporting

Reporting

Assist in identification
and projection of needs
of employers and
individuals.
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Procedure

Assist by providing
(1) historical factors
on programs and (2) de-
signing computer pro-
gram keyed to guidelines
and (3) accounting services.

Assist by taking most
recent research findings
and updating data bank
of need information utili-
zing common coding numbers.
Provide data print-outs by
common code numbers for
area and state wide dis-
tricts needs, by job class-
ifications.

Assist in the review of Provide up - -to -date data

budgets submitted L.E.A..s. of needs of industry for
purpose of updating State
Plan.

Assist In development of
evaluation procedures and
techniques.

Assist in the collection
and dissemination of
research information.

Assist in the collection
and dissemination of cur-
riculum research and mat-
ials.

Assist in the establish-
ment of data collection
system.

Assist i the formulation
of reports.

Provide information and
expertise needed to ut-
ilize E.D.P. in the de-
velopment of evaluation
procedure and technique.

Assist in the develop-
ment of a state-wide
computer-based system of
career education infor-
mation.

Assist by establishing
data bank of curriculum
and materials information.

Advise "Fiscal" on estab-
lishment of data collec-
tion system compatable
with equipment available
and abilities of personnel.

Provide programs and ser-
vices which will assimilate
input information com-
patible with required
reports.



DATA PROCESSING (cont)

Function Responsibility

Plant facilities Analysis of school sites
and plants.

Review and recommend
plans and specifications
for facilities.

Conduct school plant
surveys.

Project needs.

Teacher Education Consult with L.E.A.'s
on teaching techniques.

Contract for teacher
eudcation services.
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Procedures

Develop criteria and procedures to
be used in this analysis. Provide
on-site consultation when requested
by L.E.A. Board and/or administra-
tive personnel.

On basis of established criteria
discussions with L.E.A. Board and/
or administration personnel, and
Career Education consultants, eval-
uate materials and inform:ion sup-
plied by L.E.A. Convey recommenda-
tions to Director, Career Education.

Survey present facilities to deter-
mine adequacy or need for additional
facilities to meet program-needs.

Make recommendations based on annual
and five-year plans pertaining to
program expansions or reductions.

Provide information on instructional
aids and innovations. Coordination
with other division and departmental
personnel to aid in providing for
services connected with teaching
methods/techniques. Through visi-
tation, observe, comment, and pro-
vide assistance on techniques being
used by instructional staff. Make
recommendations relative to in-ser-
vice education.

Work with personnel at public insti-
tutions and Division consultants to
make contractural arrangements for
preservice and in-service education
of career education instructors and
administrators. Maintain records
that indicate costs of career educa-
tion programs and number of instruc-
tors being served.

Organize conferences. work- With assistance of advisory committees,
shops, etc. provide for preservice and in-service

teacher education activities. Main-
tain contacts with teacher educators
on matters relating to this service.



DATA PROCESSING (1'.- t)

Function Responsibility

Consult with L.E.A.'s
on teacher recruitment
and staffing.

Certify and approve
teachers.

Procedure

Provide information pertinent to
demands for career education per-
sonnel in specialized areas--gui-
dance, handicapped, and disadvan-
taged.

Maintain and disseminate rosters of
educational personnel employed in
career education programs in the
state. (Maintained by institution,
geographical area, sad instructional
area.) Be knowledgeable as to
individuals available for employment.
(In-state and out-of-state institu-
tions and organizations.)

Provide pertinent information relative
to qualifications of career education
personnel in specialized areas- -
guidance, special needs and instruction-
al resources.

Aid personnel in the Instruction

any Professional Education Branch
with correspondence and processing
of applications of career education
instructors and administrators.
Maintain records of instructors who are
currently employed in programs.

ADMINISTRATION AND FINANCE - The state comptroller will receive direction from
the Administration and Finance Division of the Department of Public Instruction.
This request will be developed from data collected by the Administration Service
of the Area Schools Division.

Services from the Word Process Center will be coordinated with the Adminis-
tration and Finance Division for contracted services.



Functions

Recommend programs
to the Associate
Superintendent,
Career Education

Coordination of
Career Education
Services

Coordination of
Career Education
in the Area Schools
and Career Education
Branch

DIRECTOR OF CAREER EDUCATION

Responsibilities

Review all recommendations
prior to submission.
Determine all recommendations
have followed proper procedures.
Review all appeals concerning
recommendations.

Give direction and
supervision to the
Chiefs of Services:
Support Services,
Elementary-Secondary,
Postsecondary, and
career edlnation adult
programs ,:om DHEW
directors, Stare Plan,
State Standards, and laws,
both Federal and State.

Become knowledgeable about
total programs offered in
the Area Schools.
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Procedure

Recommendations concerning
programs for approval or
disapproval of career educa-
tion in both Elementary-
Secondary/Postsecondary shall
be reviewed by this office
prior to submission to the
Associate Superintendent.
These recommendations are
initiated by the Career
Education Division Support
Services Section.

Assist chiefs of Career Educa-
tion Services (Sections) in
direction for planning and
consultation services. Parti-
cipate in total Area Schools and
Career Education Branch planning
consisting of Associate Superin-
tendent, Director of Career
Education, Director of Area
Schools Division, Assistant
Director of Career Education,
the chiefs of the career educa-
tion sections: Elementary-
Secondary, Postsecondary,
Support, Administrative Service,
Adult Education, College Parallel,
Ancillary Services, Manpower
Development and Training.

Develop an annual review
procedure in conjunction with
the Director of Area Schools
Division.
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OCCUPATIONAL EDUCATION PROGRAM EVALUATION IN NEW YORK STATE

If one considers the root purpose of evaluation, bringing it down

to its most elementary level, evaluation should be the basis for decision

making with respect to the delivery of quality educational services to

clients (students at whatever level one wishes to consider). Delivery

of services is a cost to taxpayers, and our responsibility should concern

itself with the wisest and most effective expenditure of public funds for

the public good.

Every state director at some time in his annual work cycle most prepare

and defend an administrative budget and some most also do the same with

requested local assistance expenditures. How any times have you been

asked to spell out the effectiveness of specific expenditures, to defend

maintaining certain staff positions, to provide explicit information

relative to results obtained by expenditures directed to local programs?

And how many times did you wish that you had definitive data to demonstrate

continued need? How many times have you been confronted with a fixed level

of appropriation and the need to reduce proposed expenditures to meet an

externally imposed ceiling? And how many times did you make a "seat of

the pants" judgement based on some subjective feelings as opposed to

clear analysis of alternative solutions? How many times have you asked

a question about a proposed expenditure and the justification given,was

"we have a big job ahead and we need the money to do it."? f,/

The climate at every level indicates that the days of free spending

and unlimited supplies of tax dollars are fast coming to an end. Legis-

lators and taxpayers are asking public officials for hard justification

for every proposed expenditure including funds to continue and maintain

existing activities.

vr
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Nov it may be that this viewpoint on the need for systematic,

organised, timely evaluation may be blown all out of proportion, even

running counter to what an educator may believe with respect to the

purpose of evaluation. To many of us the purpose of evaluation should

be to measure the effectiveness and end results of programs. This point

of view would stir little argument until the question is asked, "Results

at what coati"

While evaluation of occupational education programs is essential

for accountability and for program development and improwement, it is

this State Director's view that decision making in respect to allocation

of funds and budget justifications are more critical purposes.

Back round

Other states are probably no different than New York when it comes

to the form and process of evaluation that presently exists. It is

possible to rationalise on the elements of system, but an analysis

will, in all likelihood, reveal a wide variety of evaluation techniques.

In some instances, evaluation of a highly structured nature will be devised

for a low budget, minor pilot project, while surface judgements are made

with respect to the extent to which major program goals are leek. In

some instances, an end of year report of accomplihsments is used as an

evaluation of a program, and other times an on-site visit performed by

Education Department personnel becomes the evaluation of a fairly extensive

program. These are just examples of what can be construed to be."evaluations"

being conducted for the purpose of satisfying some legislative or regekw,liOtory

requirements.



Before one begins to realise what is happening, he is surrounded

by host of processes and systems all purporting to be part of an

organised arrangement for evaluating occupational education.

Quite frankly, that is about where New York State finds itself at

this moment. Rather than try to describe these partial systems or

processes or to relate how weakly the present activities key against

budget decisions at all levels, it is the intention of this presentation

to describe what New York State is developing now to meet its overall

needs and also be able to answer the critical financial questions.

New York State's occupational education program is located in 760

public school districts, 72 secondary level area centers operated by

intermediate districts (boards of cooperative educational services), 40

community colleges, 6 state operated agricultural and technical colleges,

approximately 300 private occupational schools and host of less easily

identified agencies, such as hospitals and other institutions as well as

industry-based apprenticeship programs.

School districts range in size from over a million students to

several with less than 600, community colleges have enrollment, ranging

from under 1,000 to well over 5,000, some private schools have fewer

than 50 students while others reach several thousand. Program size

ranges from schools offering a single course in shorthand and typing

to large diversified facilities with better than 50 occupational choices.

Both enrollment in occupational education and total expenditures have

doubled in the past six years.
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With a statewide program as diversified and as extensive as that

described, and with the rapid increases in size and structure, system

development outstripped any attempt at the establishment of an orderly

evaluation process. The era of "seat of the pants" evaluation with

respect to achievement of objectives and measures of effectiveness

prevails. budget decisions and resource allocations are made using

; 'experiencial" evaluation.

Initial Plannin*

Last year it was decided to stop and tike stock of what had been

accomplished and what the situation looked like. About 80 percent of

planned program development was in place. Sufficient quantity was

available and it was now time to concentrate on quality. Federal fUnds

have been held at constant level of appropriations. State and local

costs were increasing, sometimes beyond the limits of taxpayer acceptance.

Program data were spongy and less than at a reliable level. The evalua

tion process was unsatisfactory as a tool for program and budget decision

making.

It was found that evaluations:smsre primarily subjective. Long-term

data were not available. The process l'ackd clear targeted levels and

purposes. In many cases program objectives were not specified in

measurable terms and cost information was either totally lacking or

limited in relation to program purposes.

No decision maker, faced with evidence of this kind, could draw

any other conclusion but that there was a need for an orderly evaluation

system.
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With the assistance of a private research contractor, the design

specifications of an evaluation system for New York State were prepared

based on several guiding principles, including:

1. Program evaluation takes place at several levels and should

be tailored to the specific objectives to be achieved at

each level.

2. An effective program evaluation system, usable by teachers

and local administrators, should be built on an individual

student record system.

3. Bffectiventes df progiam operation can be measured in terms

of ultimate employment and should take into consideration

continued education beyond the first level of instruction.

4. Total measures of effectiveness o,f instructional programs

should be based on long term follow up as opposed to analysis

of initial employment of program completeTs.

5. Program evaluation should take into consideration those

factors which deal with measures that permit decisions to

be made regardiLg resource allocation and cost effectiveness.

In addition, a set of system objectives were established which

included the :allowing:

1. Permit continuous monitoring and evaluation over time.

2. Provide for an open-ended entry of data elements.

3. Be usable at the local, regional, and State levels.

4. Permit an unlimited number of optional evaluation procedures

without the requirement for pre-programming.
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S. While providing for the maximum in flexibility, the system

should not be burdensome to use and it must be cost efficient.

6. The data base for evaluation end monitoring should be usable

for other applications including required reporting and

analysis of data for planning.

The total evaluation system proposed for New York State was one

which would provide all the data necessary for evaluation activity to

take place at the State, regional or local level. The system had to

contain all data including measurements of instructional accomplishment

in order to do all that was desired.

The major elements of the planned reporting, evaluation and monitoring

system includes the following:

1. A data base built on individual student records which provides

basic informatio.: ainv.Z. a student is capable of maintaining

information and adding information over a long period of tint.

2. A system of predicting manpower needs in regions as well as

shifts in those needs and at the same time providing long term

follow-up of completer. of programs.

3. A system for sorting out and identifying cost and expenditures

at each level, attributable to achieving specific objectives.

4. A data bank consisting of behavioral objectives keyed to skills

necessary in performing a job for which training is being provided.

5. A curricular design which reduces each program of study for each

occupation into short modules of instruction based on measurable

achievement.
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6. A compendium of skills mastery check lists for various occupa-

tions keyed to behavioral objectives and modules of instruction,

supported by a criterion- referenced testing scheme to determine

the extent of accomplishment on the part of individual students.

Pria2matdAllutte,

During the preliminary developmental stage, several decisions had

to be made with regard to priorities in order to meet the ultimate goal

of an orderly and systematic evaluation system which would encompass

defined principles and meet specified objectives.

In view of the fact that the reporting, evaluation ane monitoring

system was to be student-based and the initial point at which the system

would function related to students in programs, it was decided that the

first concentrated effort should be on the development of a reporting

and information system capable of generating needed information about

programs at the State level, permit the utilization of the same data at

& regional level for planning purposes and, at the same time, be useful

at the local level for analysis of program accomplishments as well as

forming the base on which to build monitoring and evaluation activity.

It was agreed as well that two other activities could be conducted

at the same time, since their development was not dependent upon building

a data base in the State. These two activities were a bank of behavioral

objectives keyed to specific occupations and the modularization of

curriculums in all of the occupational areas. Both of these activities

are proceeding in an orderly fashion. Presently between 8 and 10,000

behavioral objectives have been classified and are clearly identified

with specific occupations and work functions within occupations. The

utilization of the behavioral objectives is presently being tested in
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several locations across the State at both the secondary and community

college level. While use of these behavioral objectives can be made by

individual teachers in the course of their instructional programa without

the need for a data base or the other elements of the evaluation system,

ultimately, this portion of the system will be built into the overall

operation.

In the same way modularization of curriculums can be utilized

independently of an organized monitoring system. On the other hand, the

ultimate design of the evaluation and monitoring system is dependent to

a great extent on using a moduler approach to instructional wits. At

this time, most agricultural occupation programa are modularized into

three week units each having a specific measurable objective and content

which does not require prerequisites. The system of modules has been

designed in such a way that entrance into an occupational program :A bu_

achieved by a student at any point during the year es opposed to the usual

semester or beginning of school year starting times. In conjunction with

the development of modules, each of the major occupations within the

agriculture field have been analyzed in order to identify the skills

required to prepare for entrance into a specific occupation. While it

is usual for a student to pursue a specific set cif modules in order to

achieve preparation for an occupation, it is also possible for a student

to move from one occupational area to the other, transferring skills which

are basic to another occupation.
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It is not important within the framework of this presentation to

dwell on the details of the modularization of curriculum. At this time

testing in the field of agriculture is complete. A similar analysis of

occupations is being initiated in other fields and development of modu-

larization for all other curriculums will begin shortly. Total modular-

ization of all curriculums is projected for three years hence, at which

time it will be possible to tailor an instructional program to the

specific career goal of an individual student. The completion time

for this phase will coincide with a projected Statewide installation

date for the total evaluation and monitoring system. While these two

activitiris, classification of behavioral objectives and modularization

of curriculum, are being developed independently of the main thrust, a

reporting and information system has been developed which will meet

state requirements for reporting, regional requirements for analysis
_ -

and planning, and local requirements for monitoring, accountability,

and reporting. As the system was generated, additional applications

conceived by local school officials were developed in several test areas.

The information Component

At this point, it would seem helpful to describe briefly the

information system and the way it operates.

The reporting system has as its base an individual student record.

This record, generated at the local level, contains basic information

about the student and his characteristics including an identifying

number (a social security number where it is available, otherwise a

unique identifying number can be generated by the system) and, in

addition, ete record contains a code number for the student's occupa-

tional program. The initial set of characteristics and bits of
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information maintained in the individual student record are those required

for specific reporting to the Education Department.. Much of this same

information can be used for planning purposes at the regional level as

well as for reporting back to local school districts participating in

regional programs. Beyond this essential information, a local district,

at its option, can add other data elements, including such things as

attendance reports, test scores, modules of instruction completed,

achievement as it relates to behavioral objectives and any other infor-

mation deemed necessary or useful by the local agency. Because of the

flexibility of the system, data elements beyond those which are required

for State use can vary from agency to agency. A student record of this

nature is generated for every individual enrolling in an occupational

program for the first time. School district, county and zip 'ode for

place of residence are oleo included in the record card.

A highly flexible computer software package, available exclusively

to New York State, is utilized to maintain the information on each

student in a centralized computer. Input of data from a local agency

can be made by shipping copies of the student records to the central

facility for input or remote data entry terminals can be used to input

information directly over telephone lines. All data are maintained in

the computer by the software package in a disaggregated form. An

arrangement of this kind permits local, regional or State level agencies

to utilize the information for whatever purpose they find necessary and,

at the same time, maintain confidentiality with respect to certain data.

County A, for example, cannot extract data about students in County B and,

at the same time, the State Education Department can only extract from

the system information of a basic nature required for its reporting and



planning purposes. In other words, the Education Department will not

be able to monitor the test scores or attendance records of individual

students or for that matter all students in a particular agency.

Two kis,' design elements permit complete flexibility on the part of

the users of this system. The first relates to the computer software

package itself. This software system does not require pre-programming

to extract any information needed at any particular point in time. The

second eleaant relates to the access system itself. The language for

accessing information is simple English. Therefore, it is possible for

any user, within the constraints of confidentiality, to ask any question

about a program without concern that there is a program written for that

information. It is a simple task to ask the computer to display, as an

example, by regions of the state, the number of disadvantaged students

who have completed a carpentry program and have been placed on jobs

related to the occupational program in which they participated. In the

same way, a local agency can ask for similar information but add an

element requesting that for each completer an attendance record be

displayed as well.

These illustrations are used in order to demonstrate the complete

flexibility of the reporting system and its data base so that later its

use can be demonstrated with respect to evaluation and monitoring

procedures. This reporting system has been tested in two major loca-

tions including New York City and is now being installed for use begin-

ning this month in approximately one third of the agencies in the State.

By September of 1974, all agencies offering occupational eA""t""

programs will be utilizing this data system.
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It should be pointed out that because the individual student

reporting system is computer maintained and utilises unique identifying

numbers for each student, it is possible for the record to be continued

beyond the secondary level by other educational institutions offering

occupational education programs, including community colleges and adult

programs. When a student appears for enrollment in a community college, it

is a simple matter for that institution to access the basic records of a

student who has completed a secondary level program and continue to input

additional information about that person. The same would hold true for

someone continuing in an adult education component of the occupational

education program after employment.

Manpower Needs and Follow-Up

Another subsystem in the overall evaluation package relates to

decision making with respect to manpower needs as well as establishing

a System7of i&ng terra follow-up of individuals who complete oicupationil

education programs.

A system has been designed which utilizes industrial development

information as well as State income tax files for the purpose of deter-

mining the extent to which certain occupational areas are maintaining

stability within a particular region or are being reduced in need. In

addition, information can be generated to tell whether there is an out-

migration of trained persons from a region or whether individuals are

coming into the region from other locations to seek employment in a

particular occupational field. Such information will be helpful in

making decisions regarding the extent to which services should be provided

in various parts of the State.
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A complete description of this system would be time consuming and,

therefore, it is sufficient to report that a system has been designed

which will permit analysis and assessment of manpower needs and make

decisions with respect to expanding, maintaining or phasing out specific

occupational programs. The system requires a minor legislative change

in order to become operable, but it is anticipated that this issue will

be settled in the next legislative session.

One other aspect of the targeting and follow-up system relates to

follow -up directly. At this time, follow -up studies are difficult at

best, time consuming, and in many ways unreliable because of a lack of

responses. As part of the overall evaluation and monitoring system,

another subset was developed which will utilise three numbers found both

in the student record data system maintained for occupational education and

in the State income tax files. These numbers are: social security number,
_

dictionary of occupational titles code number for the occupation of the

individual, and the zip code of residence. Utilizing the flexibility of

the computer software packaae, it will be possible to search both the

occupational education files and the tax files simultaneously and match

social security numbers, DOT numbers, and zip code numbers. Matching

numbers permits noiseless, burdenless, follow-up of conpleters over long

periods of time. From an evaluation point of view, long term follow-up

(three years - five years - or longer) is more significant than results

of a survey of initial employment. The use of zip code numbers permits,

as well, mobility studies to be instituted at any time. Studies of this

nature can be invaluable in planning programs, assessing the impact of
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programs in specific areas as well as becoming part of an overall evalua-

tion process. Until the targeting and follow-up system is operational,

there is available a semi-noiseless follow-up system built into the

reporting subsystem. Each local or regional educational agency can

request of the computer printed mailing labels preceded with some infor-

mation for use in a mail survey of completers. Rand analysis of returned

survey forms need not be performed, but rather data elements are added to

each student's file as part of his permanent record. At the close of

the survey, specific analyses cf the follow-up data can be retrieved in

any form required by the local agency or the State.

Cost Evaluation

One of the major portions of the total evaluation system relates

to cost data. As indicated earlier, this is an essential element and

is required to_meet_the original rationale presented for evaluation

programs. While it is believed that this is one of the most critical

elements, the decision was made to leave its development for a later time.

A solid data base and follow-up and a monitoring system that can measure

achievement in instructional programa is needed first. Adding the cost

elements will not be a complicated or time consuming process, again

because of the flexibility of the computer software used as the founda-

tion for operating the entire system.

Instructional MonitorinA

With this very brief overview of the elements of an evaluation system,

a mole detailed description of the monitoring activity is in order.
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Monitoring in this context is a method for continuous review of

accomplishments during the teaching-learning process. It permits

managers and instructional personnel to individualize the instructional

process so that the most effective delivery system is provided for each

student.

Essentially, the process permits periodic (daily if needed) reporting

of results of accomplishments on the part of students. In this way,

progress of each student can be checked against his own career objective.

At the same time, program managers can determine the effectiveness of

alternative methods of instruction, assign costs to instructional elements

and determine if budget mild:nations are required as well as maintaining

cost accounting for periodic evaluation of earlier resource decisions.

The process utilises the bank of behavioral objectives, the modular

curriculum units, and skills check lists described earlier. ,. addition,

A key elcmcnt Lc the use of criterion-referenced tests based on specific

effectiveness measures. In this way, accomplishments on the part of

individual students are determined against required skills and knowledge

performed on the job, as opposed to other measures such as norm-referenced

tests which might report on overall accomplishment as a percentage of all

the material covetsd in a particular course.

Utilizing objective mkbsurcs of accomplish-k±nr permits the teacher

to determine specific areas of weakness and make decisions about recycling

a student through all or part of a module of instruction, or changing the

approach or using some additional resource or alternate means of instruc-

tion. Examining results of the same nature for class groups provides the
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instructor with information sufficient to analyse his own choice of

instructional mode and permits decisions to be made for improvement of

the program for future groups.

The basic data system (the student information file) maintains the

results of criterion-referenced tests and other means of determining

individual student accomplishment. Items such as length of time needed

by students to master specific skills, or achieve objectives can be

included. Data of this nature permits a variety of analyses to be

accomplished simply by instructing the computer to generate the needed

data.

The system is usable as well as a guidance tool to assist in deter-

mining the abilities of students st any point in time in reference to

their employability at specific job levels. In addition, counselors

can use the data base and results of skill mastery tests to Ai-riot_ _

students in making decisions about changing career goals. With the

use of modules, it is possible to construct arrangements which indicate

d's: skills mastered that are transferable to another oe'Poll+erion. rte

a case where a change in occupational goal fs made, the student record

can be used to construct a new set of modules needed for the new occupa-

tional choice, building on what has already been learned.

Summary

When all of the subsystems are in place, New York will have a

comprehensive system for evaluation which can be utilized at the State,

regional, or local level for whatever applications are needed with respect

to evaltio- functions at each Level.
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The system should be cost-efficient based on initial review of

the cost of operating a flexible computer based bank of data elements,

each usable for a multitude of functional analyses.

Such a system will reduce extensively the need for periodic indepth

evaluations of the kind now performed. It will reduce or eliminate

entirely costs associated with maintaining records in the present mode.

Data vill be available at all times in an up-to-date fashion, New

data can be entered at any time to revise information already stored.

And, of course, the flexibility of the software package will permit an

infinite number of outputs.

The time frame for full implementation of the system still has two

years to go. However, the end result will outweigh the early time

consuming design and testing phases now being undertaken.

To return to the initip1 position taken with reePec/ to the ultimate

purpose of evaluation -- determining the cost effectiveness of the

occupational education system at every level -- ultimately the system

and approach described will be of significant benefit to New York State

and the future development &Ind improvement of occupational education.

It is only through hard data of the kind obtainable utilizing a total

evaluation system that successes can be used to generate continued and

increased support. At the same time, the willingness to clearly identify

weaknesses and take action to correct deficiencies becomes an additional

strategy for gaining the resources necessary to meet long term objectives.
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As technology fosters diversity, that diversity is reflected in our

labor force and complex economic system. Tools make jobs and jobs make

tools, so to speak. Job specialization is something we all live with today.

Certainly, if you will permit me an understatement, a young person looking

for a job today is faced with an ever increasingly difficult task. It is

hard enough for a high school student to know about the complex job market

structure, not to mention being sure he will like a particular job and

find it rewarding.

Over recent years several studies have described a high incidence of

floundering among recent high school graduates. Floundering is characterized

by frequently changing jobs, often into different occupations, and work

adjustment problems once on the job,. Some youth lack even the know-how to

be4n looking for work or to understand what special educational requirements

there may be for a particular job.

- while the overall problem is complex and may be attacked from several _ _ _

perspectives, Operation Guidance deals with career development problems at

the high school level.

A national survey of career guidance in 1968 reports that high school career

guidance programs appeared to be offering more guidance services than the

schools could possibly support with the resources they had. In effect,

the national survey and subsequent assessments have found high school guidance

programs, for the most part, to be inefficient in helping our youth to cope

with post-high school employment or further education.

The 1968 study reported that inadequate delivery systems for career guidance

services were a major factor contributing to ineffectiveness. In addition,

career guidance programs, by and large, were not equipped to assimilate

innovations in career guidance that might improve the effectiveness and

efficiency of career guidance programs.
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Operation Guidance uses a systems approach to upgrade high school career

guidance programs. It does not prescribe program content for any particular

high school. Content is determined locally. Rather, Operation Guidance

enables faculty, staff, and students to assess career guidance needs of

their Students, identify resources and determine what methods would work in

their local situation. Thus, content is determined locally.

Operation Guidance involves six major tasks: organizing the school

to use Operation Guidance; conducting a needs and resource assessment; formu

lating goals from needs; determining behavioral objectives to meet those

goals; selecting, implementing, and testing methods to enable the achievement

of these behavioral objectives; and establishing a system to monitor the

continued effectiveness and efficiency of the renovated career guidance program.

These tasks are accomplished by following the programmed instructional

materials and supplemental information provided in the Operation Guidance

package. Only minimal, if any, outside help is needed by the school.

How quickly a school gets through the Operation Guidance tasks depends

on the school. The materials allow for selfpacing, but a school can

get through the initial cycle at a reasonable speed, within one

school year once the product is finalized.

If a high school elects to use and complete Operation Guidance, these

results should be achieved:

1. Student career guidance needs will be documented.

2. Goals will be formulated to ameliorate student needs.

3. Behavioral objectives to meet the goals will be derived.

4. Career development units to accomplish the behavioral objectives

will be developed.

5. A system will exist to collect, analyze, and report evaluative
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information on student achievement of behavioral objectives and on

changes in resources or student needs.

Given these results, the career guidance program should have the following

Characteristics:

--School and community resources will have increased use, if previously

under-utilized.

--Career g-ldance services and counselor activities will be optimally

responsive to student needs.

The audiovisual presentation you are about to see serves two purposes.

First, it is an explanation of the overall program we now call Operation

Guidance and second, it is an entry level basis for discussion for any

comprehensive high school that may be interested in adopting the Operation

Guidance program.

(Show A/V 1-1)

Traditionally, career guidance has been viewed as only those activities

accomplished by counselors. By looking toward other parts of the school and

community agencies as sources for career guidance serivces, the school should

increase the resource base for its career guidance program.

Normally, the principal, with the advice of his faculty, chooses to use

the program in his school. Before a school should use Operation Guidance,

we feel that a majority of the faculty and staff members and students of

the school must be willing to participate in the developmental activities if

the use of the package is to be successful. It is important that all types

of individuals be included so that the unique perspective of each may be

considered in the resolution of some criAcal career guidance problems and

the accomplishment of difficult tasks. FUrthermore, this widespread involvement
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in the development of a career guidance program can facilitate the acceptance

by faculty, staff, students, and members of the community of changes to the

high school's career guidance program.

In summary, application of Operation Guidance can result in a career

development program that is student centered, makes optimal use of resources,

has an extended base, includes innovative career guidance methods, is

designed for each individual high school, and encourages decisions based on

current information from graduates, parents, teachers, counselors, and students.

Operation Guidance enables schools to derive behavioral objectives

that specify what students will be able to do, instead of how students

will achieve an objective or what teachers or counselors will do.

The chances of satisfying student needs should increase if the career

guidance services offered arc limited to only thooc that can

be adequately supported with available resources.

A school should consider career guidance as more than an assistance

provided to students by counselors and the school. The program should

include teachers, administrators, students, and public and private

agencies within the community.

A broad range of career methods and techniques should be considered

for inclusions in the program. This requires a purposeful search

to increase the probability of identifying and installing the effective

innovative cul-eer guidance methods.

Because each community and the high schools within it are unique,

each career guidance program will prc,bably be unique also, In view

of this, Operation Guidance permits each school to install its own

program to meet the needs of its own .±.,,riPntc, rather than imposing

a predetermined standardized program on a school.
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Operation Guidance enables each schoci to make decisions concerning

its own career guidance program based on reliable information that

it collects itself.

This has been a brief oNerview of Operation Guidance. We at The Center

for Vocational and Technical Education are currently developing this Operation

Guidance package which will enable individual schools to apply the previously

mentioned procedures. Six schools and five state departments of education

are currently working with us in the development of the Operation Guidance

package. These schools are: Agua Fria Union High School in Avondale, Arizona;

East Bank Senior High School in Kanawha County, West Virginia; Walter George

High School and Booker T. Washington High Schools in Atlanta, Georgia;

Jesse H. Jones High School in Houston, Texas; and Sunset High School in

Beaverton, Oregon. The development effort is now scheduled to be completed

in the Fall of 1974. When the entire product will be available to many more

schools on a national basis.

Operation Guidance's development into an efficient and effective package

is made possible only through the support and assistance of the cooperating

schools, school districts and state departments of education. In every

vise, linkage with a school has been and will be made through the assistance

of the state director of vocational or career education.

Very little information on Operation Guidance is available for general

diAribution at this time; however, if you want information as it becomes

available, please fill out one of these blanks at the back of the room, or

pick up a blank at The Center's booth in the exhibit hall.
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Program Evaluation: Problems, Pre-requisites,
Characteristics and Implementation

Evaluation and accountability are two of the major concerns of

educators today. These concerns have emerged as Congress and the

public have demanded evidence of the benefits obtained from the ex-

penditures of tax dollars on education. Additionally, other sectors

of society are making their demands for tax dollars and, in effect,

forcing a prioritization of the activities for which tax funds will be

appropriated. Even within the education community, one can envision

keener competition for these limited resources. As all of these demands

are made and priorities are established, it is essential that the educa-

tion community have the necessary information for use by decision makers

in order that the allocation and appropriation of tax dollars are as

equitable as possible.

Program evaluations are one source of information that decision

makers need to have available to them. However, information on program

evaluacions alone is insufficient for improved decision making in

education and aociety. Decision makers are also influenced by their

own philosophical values, societal pressures, other options available

to them, personality traits, etc. These influences are not subject to

control, however. Therefore, evaluation remains the only controllable

input that can be used to improve decision making.

The efficacy of evaluation for vocational education programs is

generally accepted in principle. However, the implementation of evalua-

tion in vocational education is a difficult and complex process for

several reasons. First, vocational education programs are widely



divergent in nature. Second, the presedt state of the methodology of

evaluation is inadequate to serve as the basis for determining program

effectiveness. Finally, a common definition of evaluation is not widely

accepted. For the purpose of this paper, Harris' (1) definition of

evaluation is used. This definition is as follows:

Evaluation is the systematic process of judging the worth,
desirability, effectiveness, or adequacy of something
according to definite criteria and purposes. The judgment

is based upon a careful co^arison of obeervation data
with criteria standards. Precise definitions of what is

to be appraised, clearly stated purposes, specific standards
for the criteria traits, accurate observations and measure-
ments and logical conclusions are hallmarks of valid
evaluation.

This paper will discuss the several dimensions of program evalua-

tion in vocational education. These dimensions include: (1) problems

with program evaluation, (2) pre-requisites of an evaluation system,

(3) desirable characteristics of an evaluation system, and (4) implementing

the result of evaluation.

Problems with Program Evaluation

Those individuals who have been involved with program evaluation

realize that there are certain problems that seem to be everpresent.

It is important that administrators be aware of and understand these

problems so that they can more effectively work with evaluation efforts.

This section will discuss some of the major problems with evaluation.

Unfortunately, evaluation, all too often, has the connotation of

something bad. This bad connotation is partly due to unpleasant

2ppripnopm thiit have. arisen as thy. of prPvinuft prilaram evalua-

tions. In many instances, vast differences of opinion have arisen as



a result of evaluations. In other cases, suspicion of those conducting

the evaluation by program personnel has been a problem and program

personnel have felt threatened by the presence of an evaluator. These

attitudes have resulted in less than enthusiastic support of evaluation

in practice.

Another problem is that little attention has been given to the

philosophical value systemz that affect ^f 1"..."^-.

The evaluator, evaluatee and administrator all have certain values and

beliefs that enter, either consciously or unconsciously, into the evalua-

tion process. Value conflicts can, and do, occur at many points during

the evaluation process. Those individuals responsible for evaluation

need to be aware of this problem and alert to ways of minimizing

serious potential conflicts.

Failure to specify the use that is to be made of the evaluation

reports is another major problem. Administrators need to specify the

purpose(s) of the evaluation and how it will be used. There are at

least two major ways in which evaluation results can be used in decision

making. In the first way, evaluative data are collected once and little

use is made of these efforts in improving the program. The major uses

that can be made of this type of evaluation are motivation and measuring

past performance. This method of evaluation is of particular relevance

to programs of short duration and are not likely to be conducted again.

The second way evaluation data can be used is in improving programs.

This method of eveuaticn is commonly used on programs that are on-going

and will be continued. This type of evaluation is helpful in planning

and budgeting future programs. Clearly, the same type of information is

not needed for each of these two methods. Historically, evaluation has
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been placed at the end of a program or fiscal year of operation. Many

times these reports have been available too late for use in influencing

programs and budgeting. Failure to distinguish the use that is to be

made r the evaluation report has often resulted in the wrong type of

information at the wrong time.

Little real incentive for conducting good evaluation has been another

problem. Both program personnel and evaluators have indicated that there

is little feedback on the use and usefulness of the evaluation report.

Information on the consequences of evaluation reports is practically

non-existent. Feedback on the result of evaluation could be used to

improve future evaluative efforts.

One could include a number of other problems with evaluation efforts.

However, the problems expressed should be of sufficient strength and number

to indicate the general problems that evaluation efforts have faced.

Pre - requisites of an Effective Evaluation System

Many problems considered in the previous section could have been

1f certain conditions had been met.eliminated or, at least,

The purpose of this section is to provide a list of suggestions that

should reduce potential problems.

One of the major pre-requisites for evaluation systems is that the

administrator must understand, support, and be committed to the concept

of evaluation. Administrators have been known, in some areas, to use

evaluation only as "window dressing." In the final analysis, these

administrators disregard evaluation results and rely on their own

professional in puking decisions that affect program operation.

In these situations the resources expended for evaluation are wasted.
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Once there is commitment to the evaluation concept, another pre-

requisite is that the administrator must have a well defined purpose for

conducting the evaluation. If the purposes are clearly understood by

administrators, then much of the confusion about evaluation can be

prevented.

As a result of establishing the purpose for an evaluation, another

pre-requisite is the administrator must formulate realistic goals for that

effort. After the goals hay ',een established, the administrator must then

communicate these goals to evaluation and program personnel. Evaluation

and program personnel are then responsible to develop clear, operational

objectives to accomplish these goals. This process should insure that

the information that is collected and analyzed will be relevant to the

original purpose(s) stated by the administrator.

Another pre-requisite is that administrators must provide an effect-

ive environment for conducting evaluation. This environment includes:

(1) role definition, (2) duties of evaluators, and (3) organizational

location of evaluation personnel.

First. the role of the evaluator is a critical issue that needs

attention. Evaluators, like anyone else, need to feel important and

needed in their job. In this regard, some caution should be token to

insure that evaluators are not just monitors. If they do become

monitors. there lb tul increasing danger that they will find their lot

leas than challenging and therefore, unimportant. Additionally, know-

ledge that the results of these efforts are useful and being utilized

in the decision making process is important. If the evaluation results

are not useable to the administrator, evaluators need to be told and

the type of information needs should be clarified, or the expertise

5



of the evaluator should be questioned,

A second pre-requisite that administrators need to consider is

that evaluation should be the major, if not only, duty of evaluators.

Evaluation personnel should not be viewed as a "catch-all" for other

duties and responsibilities that an administrator may need. Additional

responsibilities will reduct the amount of time available to the

evaluator and lessens the chances that the evaluator will be able to

provide information that will be useful in making decisions about program

operation. Furthermore, the evaluator's role must be legitimate and not

one of being a "yes" person to the administrator. The evaluator must

have the freedom to be objective and "tell it like it is." If this is

not the case, the resources committed to evaluation are being wasted

and should be utilized on other activities.

A third pre-requisite that should be discussed is the organiza-

tional location of the evaluation unit. Throughout the United States,

evaluation units are typically located (1) within the program to be

evaluated, (2) within a separate unit in the vocational education

division, or (3) outside of the vocational education division, but

within the state department. This author feels that evaluation should

not be located within the program to be evaluated. Location within the

program to be evaluated will lessen the credibility and objectivity

of the results. However, directors of vocational education should have

control over the evaluation unit, 1:r these efforts are to be useable in

decision making. Therefore, the most desirc.'z1° location would be within

the vocational administrative division.

A final pre-requisite discussed here is the expertise of the
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evaluation staff. Evaluators must be knowledgeable about evaluation

techniques. They should also be knowledgeable of the program they are

to evaluate. However, some provision should be made to provide appropriate

consultation when needed. Undoubtedly, funds expended to bring In

persons for short periods of time, to bolster any specific weaknesses

or inadequacies in existing staff, would be a wise investment.

This section has attempted to alert administrators to some of the

pre-requisites for the development of effective evaluation systems. This

list is not complete and each state department must adapt these require-

menta to their own individual situations.

Desirable Characteristics of an Evaluation System

There are a number of different methods that states use to evaluate

their vocational education programs. Each of these evaluation systems

have certain elements that make it somewhat unique. These systems

include such informational elements as, manpower demands, manpower supply,

student needs and aspirations, placement and follow-up of graduates,

local opinions of their programs, cost data, enrollment duta, etc.

Regardless of the particular evaluation system, however, certain

characteristics are desirable if the system is to be useful and effect-

ive. This section will discuss desirable characteristics of an evaluation

system.

The first desirable characteristic of an evaluation system is that

realistic objectives should be formulated. The formulation of these

objectives should be realistic and involve both program and evaluat 1

personnel. If there is basic agreement on these objectives, many mis-

understandings can be avoided at a later time. However, it should be



noted that mutual objective setting is not a panacea for avoiding con-

flict. In a practical sense, program people have to believe in what they

are doing; evaluation personnel, on the other hand, have to question

what vocational education programs are doing. Both of these points must

be reconciled in conducting the evaluation.

Secondly, a sound basis for measuring these objectives must be

established. In some cases appropriate measurement techniques may

already exist. In other cases, these techniques may require modificatio.i

to be developed or modified. In still other cases, development of new

measurement techniques may be required. A caveat is necessary; thei*e is

often a tendency to measure those items that are easy and ignore the

more difficult ones. For example, information on the number of students

completing a program may be collected, when information on the students

job performance after completing a program should be included. The

objective to be measured should dictate the type of information to be

collected.

A third desirable characteristic of an evaluation system is that

of clear and immediate feedback. Feedback, in this instance, is

considered a two-step process. First, the administrator needs to inform

the ,
Aluator and/or program personnel on the adequacy of the evaluation

results to meet his decision making needs. Secondly, the evaluation and

program personnel need to provide information to those programs from

which the data sere collected. All too often, evaluation has been a

one-way, upward flow of information. However, a two-way flow of informa-

tion is necessary. People at all levels of the education community

resist filling out forms and providing data. Some procedures must be

provided to insure that those who complete the forms understand the

- 8 -



reasons for the collection of and use of the information. For example,

local schools should have a summary of the information they submitted

returned to them. Perhaps a comparison of their results with tt

comparable state figure would be helpful. It is also important the

information should be summarized in a manner that is easily understood

and as brief as possible. If the evaluation feedback is voluminous,

chances are it will be ignored. Certainly, all of the information needed

by a state will not be the same type of information needed by a local

educational agency. Whenever possible, these requirements should sup-

plement one another.

A fourth characteristic is that the information collected by an

evaluation system should reflect the original purpose(s) of the evaluation.

In this regard planning and budgetary information should be future oriented.

Information on performance factors and motivation can be present and/or

post oriented. The major problem has been, as specified earlier the

administrator did not develop clear purposes for the evaluation initially.

This results in information that is not relevant to the administrator's

decision making requirements. Given that the evaluation results are

relevant, evaluation reports should include the negative, as well as,

the positive effects of the programs. Evaluation results should also

include suggestions for potential alternative courses of action for

decision makers. Additionally, both the advantages and disadvantages of

each alternative should be specified by the evaluator. The administrator

must realize that both the alternatives and advantages and disadvantages

will undoubtedly reflect the biases of the evaluator. Therefore, these

must be interpreted in that regard.

Involvement of personnel interested in, and affected by the program

9



to be evaluated is a fifth characteristic of a desirable evaluation system.

Many evaluations have encountered problems due to apparent misunderstand-

ings that have arisen due to the non-involvement of personnel. It is

important that program evaluation reflect a concensus of the opinions

of these personnel on a number of issues. Weis (2) has stated that if

evaluation is to be relevant, these issues should include:

1. The goals of the program,

2. The nature of the program service (and any variants thereof),

3. Measures that indicated the effectiveness of the program in

meeting goals,

4. Methods of selection of participants and controls,

5. Allocation of responsibilities for participant selection,

data collection, descriptions of program input, etc.,

6. Procedures for resolving disagreements between program and

evaluation, and above all,

7. The decisional purposes that evaluation is expected to serve.

Although total agreement on each of these points will not remove all the

problems, they should be minimal.

A sixth, and final, characteristic to be discussed in this section

is that an effective evaluation system must be reasonable in cost.

Administrators need to be aware of on-going evaluation efforts and

their cost in order that realistic budgets can be prepared. Typically,

evaluation studies range from approximately five to ten percent of the

program budgets. As a general rule, the larger the program budget,

the smaller the percent that will be required for evaluation. It has

not been uncommon for some personnel to think that evaluation can be

conducted for as little as one percent or less of total budgets.

- 10 -



Personnel costs alone make it extremely difficult to conduct meaningful

evaluations, for most programs, at this rate of funding. Again, any-

thing less than a tctal effort is a waste of resources.

There are many factors that will affect the cost of conducting

program evaluation. Administrators need to examine what the purpo&as

for program evaluations are ar.d then insure that the funds budgeted

foi this activity are realistic.

Implementing the Results of Evaluation

Within the past few years, there has been an increasing demand

for evidence to indicate the relative effectiveness or ineffective-

ness of various educational programs. This trend has caused some

administrators to develop organizational capacities for conducting

evaluation. Other administrators have had, within their organization,

capacities for evaluation and have relied upon their services for

conducting evaluation. Still other administrators have contracted

evaluation to an outside agency or group.

Regardless of the way in which evaluation is conducted, the

administrator is then faced with the problem of utilizing the results

in future decision making. The purpose of this section is to give

direction to those responsible for implementing the results of evalua-

tion studies. At least three major factors seem to have relevance if

evaluation results are to be used by administrators in decision making.

These factors include: (1) understand the conditions under which the

evaluation study was conducted, (2) recognize the limitations of the

study, and (3) be certain the conclusions of the study are appropriate.

First, administrators should understand the conditions under which



the evaluation study was conducted. It is not uncommon for busy

administrators to read only the summary and/or conclusions of research

and evaluation studies. This overview provides the administrator the

basic information needed in decision making. This cursory approach,

however, has caused problems for those individuals who did not fully

understand how the study was conducted and how the conclusions were

roar.h.A. Tr: argnub es. ..a the ev,.1"-ti^h report haz been so lengthy that

individuals directee their interests to the results and disregarded the

methodology and procedures. In still other cases, the format of the

evaluation reports has not been conducive to easy reading and the

methodology sections were ignored.

Some questions that the administrator should ask about the conditions

surrounding an evaluation study include, but are not limited to:

1. What criteria were used in the evaluation process?

2. Who conducted the evaluation?

3. How was the information collected?

L. Was a sampling procedure used?

5. What was the response rate?

If an administrator asks questions like these as an evaluation report

is reviewed, the decisions made as a result of the report will be more

realistic and appropriate.

Recognition of the limitations of the study is a second factor

that should be considered if evaluation results are to be utilized in

decision making. All evaluation studies should have certain restrictions

stated about the generalizability of the results. Anyone examining

evaluation reports should seek and/or determine these restrictions prior

to making decisions utilizing information presented in the evaluation

- 12 -



report. Furthermore, most evaluations are charged to do more than the

limited resources make possible. The reviewer of evaluation reports

needs to assess that which was evaluated to determine if realistic

priorities were established. Finally, the present methodology of evalua-

tion is often inadequate to provide all of the information required.

Questions administrators might ask that indicate the limitations

of the study includes;

1. Were responses obtained from representatives of all those

involved Ln the program?

2. Were the assumptions listed in the study appropriate?

3. Were the objectives of the study within the resources and/or

capabilities of the evaluation?

4. Were the measurement techniques appropriate for the stated

objectives?

These questions are not meant to be inclusive of all those that an

administrator should ask about the limitations of the study. The

individual evaluation study itself will, undoubtedly, raise additional

questions. As long as administrators determine the limitations of the

study, the decisions made as a result of the evaluation should be enhanced.

The third condition that needs attention if evaluation results are

to oe used in decision making includes the appropriateness of the

conclusions. The appropriateness cf the conclusions is determined by

examining the data that served as the basis for the conclusions that

were reached. Any conclusion should be supported by evidence collected

during the evaluation study. Although evaluations often contain sub-

ctive conclusions, some caution should be demonstrated by the evaluation

-13 -



reviewer in interpreting these conclusions. Conclusions supported only

by subjective information should be viewed with skepticism. Few

evaluators are able to plan and conduct evaluation studies with a

completely detached attitude, and an administrator needs to question the

framework, assumptions, criteria, and data that enable the evaluator to

make conclusions. Perhaps evaluation studies need labels similar to

LLgaLci.uc paLachisco 1Asrat, ovok.c

Warning: It has been determined that the results of
this study may be dangerous if interpreted incorrectly.

Questions that an administrator might ask about the conclusions

include:

1. Why vas the study conducted?

2. Are he conclusions consistent with the original objectives?

3. Have the personal biases of the evaluator been minimized?

4. What additional information would have been helpful in making

administrative decions?

Again, this list is intended to be illustrative of the tyyp . of questions

that administrators should ask about the conclusion. Careful examination

of the study will probably suggest additional clit.stions.

For those concerned with improving vocational education programs,

evaluation activities seem to promise at least a partial solution.

However, application of evaluation findings without (1) understanding

the conditions under which the study was made, (2) recognizing the

limitatios, and (3) being certain the conclusions are appropriate, may

le worse t:lar, NO evaluation activities at all.
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Abstract

A review of Fiedler's Contingency Model of leadership effectiveness

is presented. The paper covers the development of the model and recent

validation evidence cited by Fiedler (1970). Some criticisms of the model

are discussed, as well as the practical implications of the model in the

areas of leader selection and leadership training.
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LEADEaSHIP STYLE AND OPGANIZATInNAL EFFECTIVENESS
1

Toro:-.ce 7. "itchell

rn!verity of Washinytor.

Most people would agree that the success or failure of a group is

largely determined by the effectiveness of its leader. Vhen a business or

a military campaign is successful, it is the top manager or general who

receives the rrO,4if IP" .20hall -r football teams have a losing season,

the manager or coach is the first to go. Most organizations recognize the

importance of leadership and have therefore, devoted a great deal of time

and energy to the task of identifying mid developinx good leaders.

The research in this area has concentrated on two main questions;

First, what kind's of people will rise to leadership positions? What makes

the man in a leadership position effective?

Review of Past Research

The attempts to find personality traits which can be utilized to dif

ferentiate the potential leader from the follower have typically failed

(Stogdill, 1948: Cibb, 1954). All folklore and isolated anecdotes to the

contrary, there seem to be no distinct leadership traits, although such

attributes as higher intelligence, greater physical size, etc., are sore-

what more characteristic of leaders Clan non-leaders. As a result, there

are also no effective or practical leadership selection tests. Who becomes

a leader depends in part on personality factors, such as intelligence and

ability to get along with people. However, in large part, it also depends

on economic, political, and social factors, and on the academic background

and experience which a man happens to have, and the skills a job happens to

require.
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A sirilar problem ex1sts when we try to distirpuish by means of person-

ality tests between effective and ineffective leaders. A certain trait may

be useful in one situation, but not in another. For exarple, interpersonal

skills might be important in organizations which emphasize tasks that 7,-..uire

cooperation and interpersonal contact. These same traits might not be

related to performance in organizations which emphasize individual ability

or aggressiveness.

Attempts to measure leader behavior have also produced discouraging

results. Leadership research has identified two mayor behavioral styles

which leaders use to interact with their group members (Bales, 1958 Stogdill,

1948; Kahn & Katz, 1960). One of these has been identified as a human

relations-oriented, considerate, permissive, or non-directive type of leader-

ship. The other is a directive, task-oriented, and structuring type of

leadership we associate more commonly with orthodox supervisory and military

trnininr. However, the (IAA of these styles to nredict effective performance

across situations or to help in the prediction of a rise to leadership status

has not preven to be fruitful , Tht.co styles are helpful in clone situations

and not in others.

What I am saying is not new. Different situations require different

leadership. This means that the same type of leadership style or the same

leadership behavior will not be effective in all situations. The question is,

what Liads of situations require what kinds of leadership? If we want to

predict leadership performance, we must learn how to match a man's leader-

ship style with his leadership situation.
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Develnprcet of the Contingency Model

An extensive research program by Fiedler since 1951 has resulted in t;le

development of "The Contingency ','oriel of Leadership Effectiveness." This

model suggests that an effective leader must match his "style" with the

demands of the ituaticn. To provide support for this model it was neces-

sary to define effectiveness, leadership style, and the situational demands.

The rest of this paper will describe the model, the data on which it was

based, validation evidence, and the implications of using such a model.

Effectiveness

By effective leadership, it is meant that the leader's group has per-

formed well, or that it has succeeded in comparison with other groups. In

other words leadership effectiveness, as the term is defined here, is measured

on the basis of group nerforrance. An orchestra conductor has to be evaluated

on how well his orchestra performs! a general I effective to the extent to

which his troops perform well.

Leadership Style

7telationship-oricnted versus task-oriented leadership styles are

measured by means of the Least Preferred Coworker Scores (LPC). The score

is obtained by asking the individual to think of all the people with who he

has ever worke.i. He then describes his Least-Preferred Coworker (or LPC);

that is, the person in his life with whorl he has been least able to work

well. The items follow the form of Osgood's Semantic Differential (1957).

For example,

Intelligent:
8 7 64

Friendly
2

:

8 7 6 5 4 3 2 1

Not
:Intelligent

Not

'Friendly
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A favorable description of the Least Preferred Coworker indicates a

relationship- oriented style; an unfavorable description indicates a task-

oriented style of leadership. Since this Least Preferred Coworker does

not need to be a merher of his task group, the LPC score can be obtained

before the leader is assigned to his group.

This leadership style measure, or variants of it, has been used in a

wide variety of interacting groups, ranging from high school basketball

teams and surveying parties to military combat crews, research and manage-

ment teams, and hoards of directors. The results, however, failed to

indicate that one type of leader was consistently better than another.

To interpret the results it was necessary to have some sort of assessment

of the situation.

Factors Determining Situational Favorableness

Fiedler has argued that the basic component of leadership is

influence. That is, leadership is defined as a relationship in which one

person tries to influence others in the performance of a common task.

Therefore, his situational assessment consists of one underlying dimension:

The d to which the leader can influence his members.

This dimension is composed of three factors. The first and most

important is the degree to which the leader is liked and accepted by his

members. The better the interpersonal relations, the more influence the

leader has.

The second factor 19 the leader's formal power. The more positive and

negative actions that he can use, the more influence he will have. The

final factor is defined by the degree to which the task is structured or

unntrurtured. The 2reater the structure, the easier it is for the leader to

tell his men what to do.
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These are at least three of the major factors which determine leader

influence. These threa dimehsi.Ins lead to a classification of group situa-

tions shown in Figure 1. Just as there is no one style of leadership

which is effective fJr all groups, so there is no one type of situation

that ma;:es a group effective. liked leaders do not on the average perform

more effectively than do disliked leaders: and powerful leaders do not

perform better than leaders with ley pocition power.

Please note that this says nothing about how intrinsically difficult

the task itself may be. A structured task, say building an electronic

computer, may be much more difficult than an unstructured job of preparing

an entertainment program. But the leader's problem of influencing the

group will be greater in the 1/4,1unteer committee than in the task of

building a computer. It will obviously be easier to lead if you are the

liked and trusted sergeant of a rifle srzuad (Cell 1) than if you are the

informal leader of a recreational basketball team (Cell 2), and it will

be very difficult indeed to be the disliked and distrusted leader of a

volunteer group which is asked to plan the program of an annual meeting

(Cell 8) . In other words, we can order the cells on the basis of how

favorable or unfavorable the situation will be for the leader.

The Continrcncv "odel

We arc now able to ask what kind of leadership styles various situa-

tions require. To answer this question, the leadership style score has

been correlated with the performance of the leader's group in each of the

situations on which there was data (Figure 1).

The correlafon hortJeen the leadership style score and group performance

is shown on the vertical axis of this graph. The difficulty of the situation
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is shown or the horizontal axis. There are over 500 different groups

represented on this plot.

What does this figure show? Positive correlations; that is, points

falling above the midline of the graph, indicate that the relationship-

oriented leaders performed better than did task-oriented leaders. Negative

correlations, represented by points falling below the midline of the graph,

indicate that the task-oriented leaders performed better than did the

relationship-oriented leaders.

Taken as a whole, the plot shows that the task-oriented leaders are

more effective in situations in which the leader has very much influence

as well as in situations in which he has relatively little influence. The

relationship-oriented person is most effective in situations which are only

moderately favorable for the leader. In effect, these data reconcile the

two major viewpoints in leadership theory.

Fiedler argues that in the very easy or very difficult situations,

strong task- oriented 1.2adership is needed to be effective. In situations

of moderate difficulty, the leader who spends time being concerned about

the interpersonal relationships in the group will be most effective.

Validation Evidence

ClasEification of Studies

A number of studies designed to test the model have been conducted

by various independent investigators as well as by Fiedler and his asso-

ciates. Some of these investigators, b? design, and others, by oversight,

have not followed the methodology originally described. Different operation-

alizations of situational favorableness were used in some studies, while

others extended the model to co-acting groups (Hunt, 19677 Hill, 1969;

Bates, 1969), and some used leadership style measures unrelated to LPC (Shaw
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and Blum, 1966). These differences in methodology and divergences from

the model are, of course, quite appropriate and desirable. However, studies

which do not conform to the explicit methodology of the earlier work cannot

be used as exact tests of the model.

Therefore, four independent judges were given information rFout the

methodology of the earlier work and asked to choose from about twenty

studies those which conformed to these procedures. Nine studies were

selected that at least three of the judges agreed upon.

Table 1 summarizes all the correlations from these acceptable studies

and shows that the median correlations for six of the sever. octants are in

the predicted direction (Octant VI was not predicted). Of these the joint

probabilities of the correlations in Octants I, III, and IV are significant

below the .05 level. Also, 34 of the 45 correlations are in the predicted

direction, a finding significant at the .01 level by binomial test. These

results permit the conclusion that we are not dealing with random effects:

Group performance appears to be contingent upon leadership style and

situational favorableness. A more detailed description of these studies

is presented in Fiedler (1970).

A recent set of validation studies has taken a different approach

(Fiedler, 1973: Csoka & Fiedler, 1972). The argument is that training and

experience could also eaange the amount of influence attained by a leader

and therefore change the favorability of the situation for him. Under

these circumstances the model would predict that training would he good

for some people and not for others. For example, let's say we had a

group of managers working in a situation of moderate favorability. Normally,

high LPC interpersonal types would perform best. We proceed to give
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extensive behavioral and interpersonal training to this group. If Fiedler

is correct, then the situation becomes more favorable for everyone. In

terms of performance, however, we have a problem. The high LPC leaders

are now in a favorable situation; one which is no longer an optimal match

for their style. The low LPC task-oriented types have moved into a

situation which is better fit for their leadership style and consequently

they perform better. Thus, training is only heli ful for some people.

Hypotheses such as those above have now been empirically supported in a

number of settings. These results also provide predictive validity for

the model as well as suggest some interesting questions about traditional

training practices. We will return to this point later in the paper.

Brief Critique of the Model

Recently a number of critiques and evaluations of the model have

appeared (Fiedler, 1970; Mitchell, Biglan, Oncken, & Fiedler, 1970; Green,

Orris, & Alvares, 1970). A brief summary of the major points of these

reviews is presented below.

LPC

Attempts to relate this measure to other personality meamures has met

with repeated failure (Bass, Fiedler, & Krueger, 1964; Fishbein, Landy, and

}latch, 1969). Only recently have some suggestions gained support. uitchell

(1970) has shown that the LPC variable is related to the leader's ability

to make numerous distinctions within his leadership role (cognitive

complexity). These data have been reconciled with the model in a paper by

Foa, Mitchell, and Fiedler (1970) which suggests that situational favorability

may also be related to the complexity of the situation. This interpretation

suggests that cognitively simple leaders (low LPC) perform better in simple

situations which are composed of all good aspects or all bad aspects. More
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complex leaders (High LPC) would perform better in situations of moderate

favorability which have some good and sane poor aspects.

Favorability Dimension

One of the major problems wir.h the model has been the incomparability

of studies. It is difficult to equate studies using different measures of

interpersonal relations, task structure, or position power. A recent

report by Posthuma (1970) has attempted to provide normative data for the

LPC and Group Atmosphere stales. Also, in a study by O'Brien an

independent index of influence was generated using Structural Role Theory

and groups were placed in three situational categories (high, medium,

and low leader influence). The correlations for the high and Loa

situations between leader LPC and performance were negative as was

expected. In situations of medium influence, these correlations were

positive. These results provided some support for the validity of the

favorability dimension.

Methodology

A number of methodological issues will be discussed. First, as can

he seen in Table 1, Fiedler has not "0" the usual tests of statistical

significance to test the model. Since the number of cases per octant in

any one study tends to be very small, the more lenient criterion of being

in the hypothesized direction was used. This results in an alpha level

of .50 for a spedific correlation. To use this lenient criterion as

support for the model, it is necessary to generate almost the entire

sampling distributicn of correlations in an octant before the null hypothesis

can be rejected. The question of whether 500 groups are sufficient is

debatable.



TABLE 1

Summary of Field and Laboratory Studies
Testing the Contingency ::odel

Field Studies

I

-.64

-.51

II

-.10

-.21

-.46

III

-.80

-.29

Octants

V

.21

VI

-.24

.67*

-.45

VII

.30

-.30

.62

VIII

-.51

.14

Hunt

Hill

Fiedler, et al.

IV

.00

.47O'Brien, et al.

Laboratory T:xperiments

Belgian Navy -.72 .37 -.16 .08 .16 .07 .26 -.37

-.77 .50 -.54 .13 .03 .14 -.27 .60

Shima -.26 .71*

::itchell .24 .43

.17 .38

Fiedler Exec. .34 .51

FkrzYPok -.43 -.32 .10 .35 .28 .13 .08 -.33

::edian, all studies -.69 .17 -.22 .38 .22 .10 .26 -.35

l'.edian, Field studies -.59 -.21 -.29 .23 .21 -.24 .30 -.33

::edian, Laboratory
Experiments -.72 .24 -.16 .38 .16 .13 .J8 -.33

:_edians in original
studies -.52 -.58 -.33 .47 .42 .05 -.43

Number of correlations in the expected direction 34
1

Number of correlations opposite to expected direction 9

2 by binomial test .01

1
exclusive of Octant VI, for which no prediction had been made.

* p < .05

* *
Studies not conducted by the writer or his associates.



A final methodological difficulty with the Contingency Model has to

do with the partitioning of the situational favorahility dimension Into

homogeneou ,ubsets of groups (Graen, et el., 1970). Fiedler states,

"The basic hypothesis of the Contingency Model...is not tied to the

definition of the favorableness dimension in terms of group climate,

position power, and task structure...The main question is always how to

order situations in terms of their favorableness." This implies a research

strategy involving partitioning the groups on a number of variables until

meaningful results (i.e., supporting the model) are obtained. This type

of research strategy has two consequences. First, with continued

partitioning, the number of groups within any octant is reduced to a

level where meaningful statistical tests cannot be performed, Second,

this approach will inevitably lead to a rejection of the null hypothesis

over a series of studies. The rejection of the null hypothesis of no

systematic relationship would, in this case, be due not to any true

relationship, but rather to the systematic treatment of the data (Graen,

et al., 1970). Obviously, what is needed are more independent tests of

the model.

Implications for Further Research

individual Characteristics

The use of the LPC scale is not a necessary condition for pursuing the

ideas suggested by Fiedler's model. Other individual traits or characteristics

may be found which are more systematically related to performance in a given

situation. Perhaps the most important question here is "what is the leader

doing." That is, given the situation, what behaviors lead to effective

performance? If, indeed, motivation is Lied to need fulfillmet (as
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suggested by Maslow, 1954; Herzberg, 1966; or Vroom, 1964), then what

needs are being satisfied in these various situations, and how this is

accomplished must be discovered.

Situation Characteristics

It was mentioned that only three characteristics were used in Fiedler's

model.. These factors are certainly not the only factors related to the

leader's influence. P ... stress or similarity of group mpreherm

are also important. Tt In necessary, therefore, to construct a different

method of measuring the favorableness of the situation which will incorporate

these factors. It is sw.gYsted here that the use of structural role theory

or some other technique might be better than using the type of division

currently demanded by Fiedler's approach. This suggestion is made because

the addition of one new variable to Fiedler's model gives you 16 situations;

the addition of two variables gives you 32, etc. These partitions would

mako the model very cumbersome and certainly are not required by its

underlying theoretical assumptions.

Implications for Improving Leadership Performance

What ere the major implications of the model for understanding

leadership and supervision, and what does the model tell us about leadership

selection and training and the more general problem of improving group

performance?

Leader Selection

Traditionally, psychologists have used a rather simple Ilodel of

selectioh. Dunnette points out that "this model has sought to link

predictors (that is, various measures et individual differences) directly

with so-called criteria (that is, various measures of organizational

consequences or job "success) through a simple index or relationship,
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the correlation coefficient. This traditional validation model directed

that persons on any given job be divided on some global measure (such as

sales volume, overall rating of "success," or potential for promntin-)`

into successes and failures and that they be compared on test scores,

biographical information, or any other personal measurements available."

Such an approach overlooks at least two major considerations. First,

numerous behavioral styles might be used to acquire success, some of which

would be more in line with the position of company policy. That is, two

salesmen might have equally good sales records but one might be diligent,

courteous, and highly motivated while the other might practice various

forms of deception. A second problem is that certain characteristics

might be helpful in most situations but not in all. There are data for

example which show that hiring bright people for certain kinds of routine

jobs leads to a high level of turnover. Yet, it would be hard to convince

an employer to hire the applicant who is not as bright as another, equally

qualified candidate. The result of this process is that most selection

devices correlate with performance at best in the 20s and low 30s.

What is needed is s thorough analysis of the lobs and the behaviors

required to be successful on that job. Various selection techniques can

be used to determine what types of people are most likely to display these

behaviors. Sucn a model has been suggested by Dunnette anal is presented

in Figure 2. Some recent research using this approach has been completed.

Dunnette discnsses research with managers at Standard Oil, with a small

electri al goods company, with district marketing managers and with Farmers

Mutual Reinsurance Company. All of these studies showed support for the

model. However, it is also true that people and jobs change over time and
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people frequently change positions. To match people with positions when

both might change has implications for training.

Insert Figure 2 about here

Leadership Training

The second method for improving performance has been through leadership

training. In fact when we talk about improving leadership, we immediately

think of training. And yet, after all these !years we have no convincing

evidence that leadership training improves organizational performance.

Let me stress that we are not speaking here of training military

leaders or business executives in administrative procedures, in personnel

methods, or in the technical aspects of their lobs. Training of this type

is obviously important, if not essential, to organizational performance.

Our remarks concern the training of leadership ability or leadership

behavior per se, and our criterion of effectiveness is organizational

performance.

This is clearly a crucial problem. Yet accordinst to Chimer (1966.

p. 245), "A rigorously controlled study of the value of executive training

has...never been conducted." More recent studies have not settled the

problem. But as we mentioned earlier, the Contingency Model has explained

why these results are so poor. Training is good for some managers and

not for others.

If the theor, is correct, training can be effective only if it teaches

the individual first to diagnose the situation correctly and then either to

modify his leadership style to fit the situation, or to modify the situation

to fit his leadership style.
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lowever, it is very difficult to change leadership style. When we

talk about leadership styles we are not dealing with surface behaviors,

but with deeply ingrained patterns of relating to others. It seems doubtful

that these patterns of relating can he switched on and off at will. Would

it not be easier, therefore, to teach the executive to fit his for to his

leadership style than to change his personality to fit each of his successive

jobs?

How might this be done? Well, we could change a man's power through a

variety of procedures. The decision making could be allocated to him alone

or to him and his subordinates. Titles can be changed, people of various

ranks can be assigned to him, or we can control certain powers that he might

have (raises, firing, etc.).

Interpersonal relations are changed by the character of our group

members. For example, racial and cultural heterogeneity is related to

group cohesiveness. We can assign troublemakers to him, or other types of

individuals.

The task structure can he modified in terms of the specificity of

instructions, the latitude of decision making, or through other proceduterio

which influence the amounts and kinds of information that the leader has

about the job.

These changes in supervisory jobs which we are discussing are relatively

small and do not require reorganizing the entire unit. Our research does

not suggest something brand new, but rather it hopefully provides a rationale

and a better basis fcr making these organizational engineering decisions.

Finally, we might suggest that a policy of job rotation be adopted.

This is a fairly common prJ_ctice in many organizations both to promote an

individual or to familiarize him with other aspects of the organization. In
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many cases rotation in an integral part of a long term management

development proprnm.

Historically, however, most rotational decisions have been made on

an intuitive basis. The Contingency Model may provide an empirical

rationale for these decisions. Thus, individuals could be rotated to

positions that best matched their style. In this way, the changing

dynamics of any situation may be dealt with appropriately. Since

situations are constantly changing, if we couple rotation policies with

training policies that teach an individual how to manipulate the setting

in optimal ways we are better able to maximize the fit between the

irdividuul and his job.

In summary, there can be no question that new approaches to leadership

are required. We are facing increasing shortages of highly trained,

highly intelligent executive manpower. We can no longer afford to discard

a highly qualified specialist just because he may not perform effectively

in a particular leadership position, nor should ire expect that a man will

be an outstanding leader no matter what the situation. Ratter we need to

learn how tD engineer the organization to make the leader effective.
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Footnotes

1
Research conducted under Office of Naval Research Contract N6-ori-

07135, and ARPA Order 454 under Office of Naval Research Contract 177-472,

Nonr 1834(36) and Contract DA-49-193-MC-3060 with the Office of the Surgeon

General.

2
Other items were: confident--not confident; impatient -- patient;

hardworking--not hardworking; close--distant; lazy--ambitious; warm-cold;

productive--not productive; sociable--not sociable; casual--formal;

consideratenot considerate; dependable--not dependable; agreeable--not

agreeable; creative--not creative; sympathetic--not sympathetic.
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INDIANA'S STAFF ORGANIZATION FOR EFFECTIVE MANAGEMENT

Several major changes have taken place in the administration of

vocational education in Indiana during the 1960's and early 70's --

a new State Board of Vocational and Technical Education, a new State

supported technical c'llege, a new State Advisory Council, a new

Higher Education Commission, and the development of an area vocational

school system--just to name a few. The ideas presented in this paper

are not intended to be new, but are a combination of goo.; management

practices that have worked in Indiana for the past three years.

In the late 1960's, the Division of Vocational Education was infiaxible,

regulatory in nature, and used a tracrtional approach to administration

of vocational education programs. There was very little contact with

other segments of education, and each of the six program areas operated

as autonomous divisions within a division. Over 75 report forms were

used in asking local educational agencies report necessary data for

program management.

Early in 1970, the administration recognized that a complete service

could not be provided until the vocational family was unified. This

caused the administration to take a close look at the philosophy,

organization, and State administrative ttructure for providing a

service to the local educational agenciaa.
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Indiana has a long history of vocational education programs, getting

its first legislative support in 1913. Indiana is the thirteenth

largest state. It runs from a very industrialized community to farm-

ing operations to large manufacturing businesses. Indiana is approach-

ing a population of 6 million and receives over $12 million of federal

vocational education funds.

During 1973, we are serving over 120,000 high school students in voca-

tional education programs and over 170,000 high school students in

industrial arta and non-reimbursable business education programs. Of

the 360,000 high school population, more than 2(:0,000 students ire

being served in occupational related programs. We are serving over

50,000 adults and 10,000 post-secondary vocational students. The

restructuring of the administrative system has developed these improved

management functions.

Staff Management System known as Indiana's Management by Objective

System

State-Wide In-Service Training Program

State-Wide Area School System

State-Wide Post-Secondary Technical System

State VOCED Data System

State System of Career Education Programs

St-Ite Self-Evaluation System

.Combined Youth Leadership Programs

State Technical Assistance Progrem

State Staff Professional Development Program



3

Communications System with other Education Agencies and the State

Legislature

In all, our professional staff of 28 people is providing a service to

over 345 local educational agencies. An administrative service plan

was developed to coordinate, combine, And review the many different

functions to be served by the State Vocatioaal Staff.

workshops, training programs, and input from local educational agencies;

the basic functions, goals, and objectives of the State vocational sys-

tem were identified. The principle used in outlining this portion of

the system: a good staff management system is dependent upon having

clearly defi:.ed, measurable goals and objectives at all revels of

operation. (Attachment A)

It was acknowledged early in the planning of this new approach to State

administration that a total commitment, understanding, and involvement

of the staff was essential. It was imperative all people involved in

the system have an understanding of the system, be involved in the

planning and development of the system, and have a total commitment to

its implementation. Using the input of the State Staff and the local

educational agencies, the Indiana Management by Objective System was

developed. Input from the various segments of -vocational education

was important, but sometimes trying. As a well-known philosopher said,

"The trouble with good advice is that It usually interferes with our

plans."

The previous administrative structure, allowing for complete autonomy
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of the different program areas, could not be used if a unified system

of service was to be implemented. After much discussion, an adminis-

trative structure was developed. (See Chart - Attachment B)

The administrative structure called for vocational education to be

part of 0:2 total educational system of the State. The structure uses

input from various abtncies involved in planning for vocational educa-

tion and stresses service versus regulatory functions of the State

Vocational Staff. The administrative structure of the State Staff is

broken into two major service areas -- Program Service Unit and Adminis-

trative Service Unit. The functions asP4gned to each unit are outlined

in the organizational table. The structure uses new approaches to

providing service in our State. A team service approach and the use

of task forces have been initiated to accomplish the common objectives

of the Division of Vocational Education.

As the system developed, centralization of statistical, financial

information, and other operational procedures became essential for its

success. The services of computer experts were utilized to develop a

completely automated system of data collection, retrieval, and dissem-

ination. Titles of program supervisors were changed to program con-

sultants. It was also realized chnging the names was not necessarily

enough; much in-service education, indoctrination, and in some cases

some real "head knocking" was required before the system was underOtood.

It was important each staff member develop the philosophy of providing

service as opposed to regulatory functions.
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Another major administrative decision was staffing the system. With

non-expanding resources for the State Administrative Staff, the

decision was reached to reduce the program area personnel and expand

the overall or total vocational positions with people within the

Division. staff members with broader perspectives than just one pro-

gram area and who had a total vocational education philosophy were

used 'or the new positions. Job descriptions were de :cLoped, and

again in-service education for the enure staff wee necessary.

(Attachment C) Of paramount importance was the principle of a balance

of program specialists and total vocatior-Al oriented personnel.

Although this was not developed without prCzlems, I believe the system

is stronger because we used our people, who had an interest in provid-

ing a more total service to local educational agencies.

The total implementation stage took a commitment and perseverance on

the part of the aciministration. As Franklin D. Roosevelt said, "New

ideas cannot be administered successfully by men with old ideas, for

the first essential of doing a job well is the wish to see the job

done at all." The job has not been easy; easy jobs never last long,

the competition is too keen. The administration made a commitment,

.., that commitment, and the system ., provide a service was

implemented and has been successful. (Attachment D)

During the planning and development stage, the principle adopted was

any good staff management system contains elements of review, evalua-

tion, and renewal. The management system was developed to Allow 4r

1
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continuous updating and revision. Weekly staff meetings were planned

for communication purposes and review of activities.

The evaluation segment included weekly, monthly, quarterly, and yearly

individual and total staff reports and reviews, allowing for input

from all people involved for success of the system. Periodically, the

services provided are evaluated by ad hoc committees representing the

local educational agencies of vocational education in Indiana.

As earlier stated, the system is a collection of administrative prac-

tices and procedures. When coordinated together, .hey have developed

into a staff management system that has workee for three years. At

the present time, there are few plans for changing or revising the

system. Two areas under consideration are the development of a

centralized filing system for the Program Service Unit and a more

coordinated centralization of youth activities.

In summary, w were faced with a given amount of resources to provide

the most efficient and effective services to local educational agencies.

We have met the challenge with a unified staff management system that

has proven not only successful but also very rewarding for all.

(Attachment E) Making this change was not easy, but we cannot be

afraid of change if we are going frs provide the services needed by the

various agencies. The five major principles developed and implemented

in our staff management system ere:

1. A total commitment, understanding,and involvement of the

State Staff
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2. Centralization of data, fiscal information, and other

operational processes

3. Clearly defined, measurable goals and objectives at all

levels of the operation

4. A balance of program specialists and total vocational

personnel

S. Contains elements of continuous review, communication,

evaluation, and reneval

With the above outlined program, our servii.es just seem to multiply.

(Attachment F)



Attachment A

1973-74

DIVISION OF VOCATIONAL EDUCATION

GOALS AND OBJECTIVES FOR PROVIDING SERVICE TO LEA'S

The Goals r.,d Objectives for Providing Service to Local Educational

Agencies are available upon request to the State Director of Vocational

Education, Room 10.1, State Office Building, Indianapolis, Indiana 46204.

1
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l
 
d
a
y
 
a
n
d
 
m
a
k
e
 
o
u
t
 
r
e
p
o
r
t
s
 
a
l
l
 
n
i
g
h
t

a
n
d
 
a
p
p
e
a
r
 
f
r
e
s
h
 
t
h
e
 
n
e
x
t
 
d
a
y
,
 
l
e
a
r
n
 
t
o
 
s
l
e
e
p
 
o
n
 
t
h
e

f
l
o
o
r
 
a
n
d
 
e
a
t
 
t
w
o
 
m
e
a
l
s
 
a
 
d
a
y
 
t
o
 
e
c
o
n
o
m
i
z
e
 
o
n
 
t
r
a
v
e
l
i
n
g

e
x
p
e
n
s
e
s
 
s
o
 
h
e
 
c
a
n
 
e
n
t
e
r
t
a
i
n
 
f
r
i
e
n
d
s
 
i
n
 
t
h
e
 
n
e
x
t
 
t
o
w
n
.

M
u
s
t
 
b
e
 
a
b
l
e
 
t
o
 
e
n
t
e
r
t
a
i
n
 
w
i
v
e
s
,
 
s
w
e
e
t
h
e
a
r
t
s
,
 
a
n
d

s
t
e
n
o
g
r
a
p
h
e
r
s
 
w
i
t
h
o
u
t
 
b
e
c
o
m
i
n
g
 
t
o
o
 
a
m
o
r
o
u
s
;
 
d
a
t
e
 
w
a
i
t
-

r
e
s
s
e
s
 
a
n
d
 
a
t
 
t
h
e
 
s
a
m
e
 
t
i
m
e
 
k
e
e
p
 
o
u
t
 
o
f
 
t
h
e
 
l
o
c
a
l
 
b
a
s
-

t
i
l
e
;
 
i
n
h
a
l
e
 
d
u
s
t
;
 
d
r
i
v
e
 
t
h
r
o
u
g
h
 
s
n
o
w
 
t
e
n
 
I
n
c
h
e
s
 
d
e
e
p

a
t
 
t
e
n
 
b
e
l
o
w
 
a
n
d
 
w
o
r
k
 
a
l
l
 
s
u
m
m
e
r
 
w
i
t
h
o
u
t
 
p
e
r
s
p
i
r
i
n
g
 
o
r

a
c
q
u
i
r
i
n
g
 
B
.
O
.

M
u
s
t
 
b
e
 
a
 
m
a
n
'
s
 
m
a
n
,
 
a
 
l
a
d
i
e
s
'
 
m
a
n
,
 
a
 
m
o
d
e
!
 
v
:
a
n
,

a
 
g
o
o
d
 
h
u
s
b
a
n
d
,
 
f
a
t
h
e
r
l
y
 
f
a
t
h
e
r
,
 
a
 
g
o
o
d
 
p
r
o
v
i
d
e
r
,
 
a

p
l
u
t
o
c
r
a
t
,
 
a
 
d
e
m
o
c
r
a
t
,
 
a
 
r
e
p
u
b
l
i
c
a
n
,
 
a
 
n
e
w
-
d
e
a
l
e
r
,
 
a
n

o
l
d
 
d
e
a
l
e
r
,
 
a
n
d
 
a
 
f
a
s
t
 
d
e
a
l
e
r
.

A
 
t
e
c
h
n
i
c
i
a
n
,
 
a
 
p
o
l
i
-

t
i
c
i
a
n
,
 
m
a
t
h
e
m
a
t
i
c
i
a
n
,
 
a
n
 
o
l
d
 
a
i
r
p
l
a
n
e
 
a
n
d
 
e
n
a
i
n
e
m
e
-

c
h
a
n
i
c
,
 
a
n
d
 
°
,
,
!
.
2
.
 
a
n
 
a
u
t
h
o
r
i
t
y
 
o
n
 
t
r
u
c
k
s
,
 
b
u
s
e
s
,
 
s
t
r
e
e
t
-

c
a
r
s
,
 
a
n
d
 
i
n
d
u
s
t
r
i
a
l
 
m
a
c
h
i
n
e
r
y
.
.

A
.
c
b
m
o
e
t
e
n
t
 
s
t
e
n
o
 
a
n
d

t
y
p
i
s
t
,
 
a
b
l
e
 
t
o
 
'
d
o
 
1
5
0
 
w
o
r
d
s
 
a
 
m
i
n
u
t
e
 
a
n
d
 
k
e
e
p
 
a
 
c
i
g
a
r

g
o
i
n
g
 
f
u
l
l
 
b
l
a
s
t
.

A
t
t
e
n
d
 
a
l
l
'
i
n
e
e
p
i
n
g
S
;
 
c
o
n
v
e
n
t
i
o
n
s
,

f
u
n
e
r
a
l
s
,
 
v
i
s
i
t
 
h
o
s
p
i
t
a
l
s
,
 
a
n
d
j
a
i
l
s
,
 
c
o
n
t
a
c
t
 
a
n
d
 
s
o
o
t
h
e

t
h
e
 
f
e
e
l
i
n
g
s
 
o
f
 
e
v
e
r
y
 
c
u
s
t
o
m
e
r
 
i
n
 
h
i
s
 
t
e
r
r
i
t
o
r
y
,
 
a
n
d

t
a
k
e
 
t
i
m
e
 
f
o
r
 
m
i
s
s
i
o
n
a
r
y
 
w
o
r
k
 
a
n
d
 
g
o
o
d
w
i
l
l
 
w
o
r
k
.

D
r
i
v
e

a
 
c
o
m
p
a
n
y
 
.
c
a
r
 
a
n
d
 
b
e
 
r
e
a
d
i
l
y
 
a
b
l
e
 
t
o
 
c
o
m
p
u
t
e
 
m
i
l
e
a
g
e
,

d
r
i
f
t
,
 
g
r
o
u
n
d
 
s
p
e
e
d
,
 
g
a
s
 
c
o
n
s
u
m
p
t
i
o
n
 
p
e
r
 
b
l
o
c
k

p
e
r
 
m
i
n
-

u
t
e
,
 
w
e
a
r
 
a
n
d
 
t
e
a
r
 
o
n
 
t
h
e
 
t
i
r
e
s
 
a
n
d
 
d
e
p
r
e
c
i
a
t
i
o
n
 
o
n
 
t
h
e

p
a
i
n
t
 
j
o
b
.

M
u
s
t
 
h
a
v
e
 
u
n
l
i
m
i
t
e
d
 
e
n
d
u
r
a
n
c
e
 
a
n
d
 
f
r
e
q
u
e
n
t
 
o
v
e
r
-

i
n
d
u
l
g
e
n
c
e
 
i
n
 
w
i
n
e
,
 
w
o
m
e
n
,
 
a
n
d
 
w
i
n
d
 
a
n
d
 
g
a
b
;
 
w
i
d
e
 
r
a
n
g
e

o
f
 
t
e
l
e
p
h
o
n
e
 
n
u
m
b
e
r
s
 
a
n
d
 
l
a
t
e
s
t
 
s
t
o
r
i
e
s
.

M
u
s
t
 
b
e
 
o
w
n
e
r

o
f
 
t
h
e
 
l
a
t
e
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t
 
c
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r
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d
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e
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h
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c
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c
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d
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'

9
.

F
t
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t
 
b
e
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e
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t
 
h
i
s
 
n
e
c
k
 
b
y
 
a
n
s
w
e
r
i
n
g

i
r

q
u
e
s
t
i
o
n
s
 
o
f
 
c
u
s
t
o
m
e
r
s
 
a
n
d
 
p
u
l
l
 
i
t
 
b
a
c
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b
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h
o
p
p
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f
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p
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i
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p
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p
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c
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e
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i
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c
k
 
t
h
e

f
i
r
s
t
 
t
i
m
e
 
i
t
 
i
s
 
s
u
m
i
t
t
e
d
.



. .

Attachment D





BEST COPY AVAILABLE
Attachment F



STAFF ORGANIZATION FOR EFFICIENT MANAGEMENT

By

Carl F. Lamar
Assistant Superintendent
for Vocational Education

The Center for Vocational and Technical Education
The Ohio State University

Presented At The

Sixth Annual National Leadership Development Seminar
For State Directors of Vocational Education

September 18-21, 1973

The Sheraton-Nashville Hotel, Nashville, Tennessee

THE CENTER FOR VOCATIONAL
AND TECHNICAL EDUCATION

THE OHIO STATE UNIVLISITY
MO Kenny ftd..Caumbus, Ohio 43210

1..

014



STAFF ORGANIZATION FOR EFFICIENT MANAGEMENT

Scope of the Discourse

I have been asked to discuss "Staff Organization for Efficient Manage-

ment." In attempting to intelligently deal with this topic, it has been

necessary to make certain basic assumptions, establish the scope of the

presentation, and clearly define the significant terms used. The theme

of the overall conference is "Improving Administrative Activities of State

Vocational Education Agencies." Thus, our major interest is vocational

education. The scope of our concern is improving administrative activities

of the state agency which is responsible for vocational education. The

significant administrative activities of the state agency are staff organi-

zation and management.

Staff organization and management of the state agency must be closely

tied to the statewide program of vocational education. There must be a

clear understanding regarding its orientation and operation--its under-

lying philosophy, purpose, goals, and objectives; and the decision-making

process involved. Each of these categories should be fully conceptualized

-ith respect to the needs of the people to be served and the people employed

to provide the services. My remarks will be centered largely on experiences

in my state in the areas of organization and administration. Emphasis shall

be given to: (1) the philosophy, purpose, goals, and objectives that have

provided the basis for the development of the present organizational structure

in Kentucky; (2) the Kentucky organizational chart and principles of operation;

(3) changes which have been made in the organizational structure in the past

ten years; and (4) projected changes foreseen in the organization of the state

vocational education agency over the next ten years.
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In a study of the organization and administrative procedures in other

states, I have not been able to find any two states with the same structure.

All of them operate according to a "State Flan for the Administration of

Vocational Education" which follow the same basic guidelines and are structured

along a similar pattern, but the details of their operation vary considerably.

I have not attempted to compare differences among the states. I have limited

my discussion to what has happended in Kentucky and what changes are

anticipated for the future.

nizational Structure for Vocational Education in Kentuc.

Kentucky is oriented to a statewide system of vocational education. It

has been 1ar,7jely developed as an integral part of the total educational

system. The state vocational education agency is located in the State

Department of Education. It operates under the management and control of

the State Board of Education, which is also the State Board for Vocational

Education. The state vocational education agency is called the Bureau of

Vocational Education. Its administrative officer is designated as the

Assistant Superintendent for Vocational Education. The organizational

structure of the Bureau of Vocational Education is shown in Figure 1.

The Bureau of Vocational Education is now divided into six divisions

which have been organized largely on the basis of functions to be performed.

However, the planning function designed to identify program needs, develop

curriculums on the basis of the program needs, and determine the appropriate

means of implementing the instructional programs is done primarily on the

basis of major occupational areas or categories.

In the planning process, increased attention is being given to the

broad scope of occupational clusters in assigning responsibilities for

program development. Yet, we realize that considerable research, exemplary
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efforts, and program evaluation must be accomplished before we will be fully

confident in our approach to determine what pattern of program planning will

best serve our needs--what clusters of occupations should be included; what

should be emphasized at each level of the educational process; and how the

overall curriculum pattern should be structured.

The basic divisions that we now have operating in the Bureau are:

(1) Interagency Relations; (2) Vocational Program Development; (3) Vocational

Program Supporting Services; (4) Vocational Facilities Construction and

Maintenance; (5) Fiscal Control and Finantial Accounting; and (6) Vocational

Program Management. Vocational-technical information services are organized

as a separate auxiliary unit which operates closely with the State Depart-

ment of Education's Division of Information and Publications.

The Bureau of Vocational Education in Kentucky relates to institutions

of higher education and local educational agencies through contractual

arrangements. It secures their assistance in providing certain programs and

services through reimbursement contracts. It also has cooperative agreement,

with other state organizations, institutions, and agencies which have mutual

interests in programs pertaining to vocational education, manpower develop-

ment, economic development, and institutional accreditation.

The Bureau of Vocational Education in Kentucky is responsible for all

vocational education programs administered under the Vocational Education

Amendments of 1968; Appalachian Redevelopment Act of 1965; Economic Develop-

ment Act of 1965; Manpower Development and Training Act of 1962; other

manpower programs administered through the State Department of Economic

Security; and all adult education programs administered under the Adult

Education Act of 1966.

The Bureau of Vocational Education serves as the state agency for the

approval of institutions that offer training under the Veterans Rehabilitation
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Act of 1966. It is responsible to license private proprietary schools

offering vocational and technical education programs in the state which

are not under the jurisdiction of other state licensing boards.

As shown in Figure 2, the State of Kentucky is divided into seventeen

(17) education development districts. They follow the same pattern as the

fifteen (15) area development districts which were established by the State

Legislature for the organization and development of programs operated by

other state agencies. The Bureau of Vocational Education has followed this

same pattern in dividing the state into fourteen (14) vocational education

regions (same as the area development districts, except that area develop-

ment districts 8 and 9 are combined to form vocational education region 9).

Each vocational education region has a regional staff which is employed

through the Bureau of Vocational Education as state employees. The regional

vocational education staffs are directly responsible to the Bureau of

Vocational Education in the State Department of Education for the operation

of all adult, vocational, and technical education programs offered in the

different vocational education regions under the management and control of

the State Board of Education.

Kentucky, basically, supports two kinds of organizational arrangements

for adult, vocational, and technical education which come under the manage-

ment and control of the State Board of Education. It has a system of

state-operated vocational-technical schools and area vocational education

centers. They are directly managed by the Bureau of Vocational Education.

The state vocational-technical schools are owned, financed, and operated by

the state. They are established primarily to serve postsecondary students

and adults. However, they may serve some secondary students during the

regular school day. This is the practice where the secondary students do

not have ready access to an area vocational education center. We now have
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fourteen (14) state vocational-technical schools approved by the State Board

of Education. Each area vocational education center is owned by a local

school district, but it is financed and operated by the state to serve two

or more secondary schools in one Or more local school districts. The area

vocational education centers are established primarily to serve secondary

students during the regular school day. They may serve postsecondary students

and adults in the late afternoons and evenings. We now have sixty-four (64)

area vocational education centers approved by the State Board of Education.

Five of these centers are in correctional institutions.

Kentucky also supports adult, vocational, and technical education

programs on a reimbursement basis through a variety of local educational

agencies, including 319 secondary schools in 189'local school districts

(A single school district may have a vocational education department.);

thirteen (13) community colleges in the University of Kentucky System;

seven (7) state universities; and one (Wfour-year state college. The

Bureau of Vocational Education staff, in cooperation with the regional voca-

tional education staffs, provides consultative assistance and supervision

for all local educational agencies that operate reimbursed adult, vocational,

and technical education programs.

Philosophy of Vocational Education

In the development of a staff organization for efficient program manage-

ment, our most significant task has been to conceptualize a statewide system

of adult, vocational, and technical education; determine how it should be

meshed into the total educational program of the state; and determine the

other programs or systems with which it needed to cooperate or coordinate its

efforts. It is believed that vocational education, same as any other viable

system, needs to share its resources with other related systems. These we
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call available inputs to the syster,!. vhich need to be organised and handled

through a process designed to attain certain desired outputs. The expected

outputs are intended to satisfy the purpose, goals, and objectives of the

statewide system. Together, the inputs, processes applied to the inputs to

produce the desired outputs, and the outputs are intended to produce a

dynamic system of vocational education for the benefit of Kentucky.

If one is to assess the viability of a vocational education system in

order to improve its performance and the quality of its outputs and to

'intelligently plan its future course, the relation of its important components

must be continuously examined as interacting entities or as a unified whole.

The components in such a system constantly interact on each other and dictate

any far reaching changes that need to be made to satisfy the ever changing

purposes of the system. Decisions should be made to change the staff

organization and the system's strunture, revise the curriculum and teaching

methods, alter facilities and equipment to satisfy the curriculum changes,

reassign responsibilities of staff personnel, and adjust educational programs

to satisfy the needs of individual students whenever they are justified as a

means of improving the effectiveness of the system. Systems analysis may

dictate new program purposes, goals, and objectives which call for changes

in the basic staff organization and management procedures.

We need to look at the internal components of the state vocational

education system to make sure that it is properly organized, staffed, and

managed to satisfy the basic purpose for which it was established, However,

it must 'be clearly understood that the general public--the people--supplies

the basic resources by which the system is enabled to function. The voca-

tional education system must make a significant contributor to the welfare

of society if it can expect to receive the public support which it needs in

order to attain its intended purpose. This basic fact requires a careful
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examination cithe inputs, the proceqs, and the outputs of the system with

respect to their external relationship in meeting the needs of the people.

An understanding of the relationship of these aspects of the system should

reveal the resource limitations that impede the system and the factors that

will ultimately determine its productivity in terms of its goals and

*objectives. This implies that there is a basic need to identify the

significant elements that will indicate the probable effectiveness of the

system's-.inputs on the quality of the system's outputs.
v.

It shouillbe clearly understood that the people to be served--the

students--rep(-resent the primary input of the vocational education system.

Their proper:development is the educational system's primary reason for

existing. Their attitudes about the school and the program in which they

are enrolled greatly aft ect the operation of the system. In the final

analysis, the students become the primary output or product of the educational

process. It can be assumed that the general public will expect the educational

expericncetkprovided by the school to bring about a wholesome change in the

,lives of the people who have participated. Society has a right to expect

the students' educational experiences to develop the knowledge, attitudes,

and skills needed which they cannot get elsewhere. the programs offered by

the school are-expected to make a significant difference in the lives of

the students--in their ability to assume productive roles in the "world of

work" and in other areas of social responsibility.

It is also important to recognize that, after the students, teachers

constitute the largest and most important inputs in the total educational

system. Teachers are the most expensive inputs. They play the'central

role in determining results--the value of the educational experiences.

Their cost, as measured by student achievement, demands close analysis and

continuing evaluation. An important goal of the educational system should
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always be to hold down costs in relation to student achievement so as to

maximize learning results. This is the basic challenge to efficient educa-

tional management. This is the real reason why "Staff Organization for

Efficient Management" deserves constant attention by those responsible for

"Improving Administrative Activities of State Vocational Education Agencies."

Vocational education is fundamentally a "teaching-learning process."

Teaching is directing the learning process--the activities of the learner --

so as to bring about the maximum amount of desired learning and a minimum

amount of undesired learning. Learning is a self-active process on the

part of each learner. It is a process by which the individual learner

through his own activities--through what he does--becomes changed in behavior.

Productive behavior or performance of the individual student is the intended

output of the experiential process provided by the school.

This experiential process involves and impacts on the cognitive, affective,

and psychomotor domains of the human organism. They interact and reinforce

each other during the learning process. A soundly conceived and well planned

educational program must be based on the significance of these domains to

desirable individual -thievement in the socioeconomic environment. As we

consider "Staff Organization for Efficient Management," our basic goal must

be'the achievement of success with the "teaching-learning process" in

vocational education.

Expansion in the functions of vocational education has led to signi-

ficant changes in its basic orientation. More attention is now being

given to the special problems of individuals and groups who were ignored or

neglected during the years before passage of the Vocational Education Act

of 1963. Increased emphasis is being focused on the needs of the disad-

vantaged, handicapped, and gifted. It is becoming increasingly apparent

that vocational education needs to be an integral part of a sound comprehensive



educational system that serves a majority of the population. More attention

is being focused on problems of the unemployed, underemployed, and under-

privileged- -those living in poverty, minority groups, and females.

More interest is now being ;given to the role of vocational education as

a part of career education and an integral pIrt of the total educational

process. It is becoming accepted by more leaders in education as a vital part

of each individual's total life, career development which must not be overlooked

or neglected. These new horizons for vocational education have placed greater

significance on the social and:plychological foundations of education as they

relate to vocational educatioilrind life career development. What the individual

wants to do with his life should be determined through a well planned and

effectively implemented experiential process--the total educational proces,.

It should purposefully maximize individual development in terms of one's

social and economic interests, needs, and capabilities.

A shift in the emphasis of vocational education and a redirection in

the programs and practices has resulted in rather extensive changes in

organization and management at practically all levels of operation. There

has been a significant shift in emphasis from Ln orientation on specific
4

occupational program areas baSaon the manpower requirements of the labor

force to an orientation toward the development of comprehensive vocational

education programs and program supporting services based on the vocational

education needs of the people to,be served. These shifts in emphasis were

made for the expressed purpose of causing leaders in vocational education

to recognize and accept the emerging new responsibilities for vocational

education at different educational levels and the need for expanding

supporting services.

The changes recognized for vocational education have placed increased
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stress on the need for a stronger and more dynamic leadership role for the

managers of vocational education programs.and s4vEces.

Purpose of Vocational Education -- The Vocational Education Act of 1963,

as amended in 1968, provides an excellent statement of the purposes of

vocational education. As quoted from the Act: -

"It is the purpose of this [Act] to auttoohie Federal grants to
States to assist them to maintain, exte , and improve existing
programs of vocational education, to deve p new programs of
vocational education, and to provide part ime employment for
youths who need the earnings from such ent to continue
their vocational training on a full-time lliais, so that persons
of all ages in all communities of the Stai# -those in high
school, those who have completed orsdiatOttinued their formal
education and are preparing to enter theI2abor market, those
who have already entered the labor market but need to upgrade
their skills or learn new ones, those with,special educational
handicaps, and those in postsecondary sett pi have

ik

ready access to vocational training or re, inning which is of
high quality, which is realistic in the li.ht of actual or
anticipated opportunities for gainful employment, and which is
suited to their needs, interests, and ability to benefit from
such traininz."

This Act clearly indicates that the purpose of vocational education is

to prepare persons of all ages who are preiariagcto enter the labor market,

or who have already entered the labor market for vocational training or

retraining which is of high quality, and which is realistic in the light

of actual or anticipated opportunities foegainful employment.

Goals and Objectives of Vocational Education -- Basically, the goal of

vocational education is the preparation of persons of all ages in all communi-

ties of the state for gainful employment so they can attain self-fulfillment

as productive indivlduals in the "world of wqrk" and as responsible citizens

in important social endeavors.

It is the objective of the Bureau of Vocational Education in Kentucky

that through its leadership, planning, andClinistration, the statewide

system of vocatiAlal education will serve the occupational education needs

of all the people. It is intended that thele:ople throughout the state will
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have ready access to high quality vocational instruction which is realistic

in the light of actual or anticipated opportunities for gainful employment.

The planning will be done to provide instructional programs and services which

are suited to the people's needs, interests, and abilities. Occupational

competence of each individual is the expected objective. Promotion of the

work ethic through the vocational education system is emphasized to convey

to each individual the challenges and opportunities open to him.. Provisions

will be made for each individual to adequately prepare himself for the

occupation or career of his choice. This will be reinforced with provisions

for continuing training or retraining as the need arises so that occupational

competence may be achieved and maintained. Thus, the significant objectives

which have been identified for attainment in vocational education are to:

1) Understand the contribution of occupations to the welfare
of each individual and to society.

2) Understand the variety of career opportunities available
to each individual.

3) Provide adequate opportunities for acquiring appropriate
occupational skills for job entry and maintenance by per-
sons of all ages in all communities of the state.

4) Cope with changing occupational requirements and demands
on a continuing basis.

Principles of Operation

The basis for planning, developing, and implementing a sound statewide

system of vocational education in Kentucky is the sincere belief that there

must be mutual understanding, cooperation, coordination, and financial support

from the federal, state, and local levels of government if desirable results

can be expected. It is believed that vocational education must be a national

concern and responsibility expressed by federal leadership, technical

assistance, and financial support; a state function and responsibility

expressed by state leadership, planning, administration, and financial
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support; and a local operation expressed by local financial support,

effective program planning, program development, and the implementation

of a sound comprehensive instructional program. The program should be

based on the needs of the people and the manpower requirements of the

labor market and reinforced by the essential program supporting services

and the assistance of an active advisory committee composed of lay citizens.

The basis of a sound statewide program of vocational educStion is a

soundly conceived, well planned, and effectively implemented comprehensive

vocational education program in each local community throughout the state.

Such a program needs leadership, guidance, and technical assistance from

the state vocational education agency; institutions of higher education; and

other related institutions, organizations, and agencies with mutual interests.

A comprehensive local vocational education program has as its base a

sound instructional program which is managed to satisfy current occupational

demands for manpower and the vocational education needs of the people. Such

a program needs the services of a full-time director and a competent staff

which is capable of providing such essential ancillary services as: short-

term and long-range program planning; operational research and related

activities; curriculum development; vocational guidance services; inservice

personnel development; exemplary or innovative program activities; facilities

planning and maintenance; personnel recruitment, placement, and follow up;

and program evaluation. Such a staff needs to be organized to work as a

team in carrying out these functions and to provide viable local leadership

in carrying out an effective program.

If a well rounded and competent local vocational education staff is to

be produced, the institutions of higher education need to develop compre-

hensive teacher education programs which will develop in the personnel that

they train the competencies needed to properly function in a comprehensive
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program at the local level. This challenge is expressed in the Vocational

Education Amendments of 1968. It states that:

"The Commissioner shall approve the vocational education leader-
ship development program of an institution of higher education
upon finding that -- (1) the institution offers a comprehensive
program of vocational education with adequate supporting services
and disciplines such as education administration, guidance and
counseling, research, and curriculum development; (2) such
program is designed to further substantially the objective of
improAsig vocational education through providing opportunities
for graduate training of vocational education teachers, super-
visors, and administrators, and of university level vocational
education teacher educators and researchers...."

Improvement to get a well balanced comprehensive vocational education

program implemented at the local level and improvement to get a comprehen-

sive program for vocational education personnel development in institutions

of higher education represent the areas where state vocational education

agencies now have their greatest challenge. Effective programs at the

higher education level are vital to the success of programs offered by local

educational agencies. Competent personnel are essential to the success of

local vocational education programs. Much of their orientation, basic

development, and commitment to professional excellence are acquired in their

preservice vocational training which is secured in institutions of higher

education.

Changes that have Occurred in the Organizational Structure

The organization of the Bureau of Vocational Education has been

gradually changing in its orientation and organizational structure during

the past decade. Since passage of the Vocational Education Act of 1963, it

has been reorganized three times. The changes have occurred because of a

shift in the emphasis of vocational education; addition of new responsibilities

assigned to the Bureau; and expanded programs and services assumed by the

Bureau.
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The initial reorganization was due primarily to the changed emphasis

placed on vocational education in the new federal legislation and the new

provisions in the State Plan for the Administration of Vocational Education.

The change in emphasis from primary attention on specific occupational areas

to primary attention on special program functions and expanded support for

vocational education to include all publicly acceptable occupations resulted

in a complete reorganization of the Bureau of Vocational Education in

Kentucky. The second reorganization placed increased emphasis on functions

as a means of delivering programs and services to local educational agencies.

The Bureau of Vocational Education was reorganized for a third time in

1972. This was done with the intention of developing a staff organization

which would acquire the competencies needed to manage the Bureau on the

basis of clearly formulated goals and objectives. The present organizational

structure in shown in Figure 1.

Basically, the Bureau of Vocational Education is organized into divi-

sions, and the divisions are organized into units. The units are organized

on the basis of specific occupational areas and program functions. To date,

we have not been able to conceptualize a delivery system for implementing

adult, vocational, and technical education programs and services in local

educational agencies which would be more effective than doing it through

the occupational program areas; such as, agriculture, business and office,

marketing and distribution, health occupations, home economics, industrial

occupations, public service occupations, and practical arts. The primary

emphasis on practical arts is at the middle school or junior high school

level (usually in grades 7, 8, and 9). The practical arts are organized on

the basis of occupational clusters. The curriculum emphasis for the practical

arts is on: (1) introduction to the economic system and its structure;

(2) orientation to the different occupational clusters in the economic
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system; and (3) exploration of the occupational clusters which are of interest

to the students with appropriate opportunities for hands-on experiences. It

is desired that these experiences in the practical arts will lead to,special

or specific occupational preparation programs.

The occupational program units are located in the program development

division. Adult basic education and manpower programs are located in the

interagency relations division. The other divisions are organized to assume

responsibility for the implementation of the various vocational education

functions provided for in the State Plan for the Administration of Vocational

Education.

The staff in the Bureau of Vocational Education is organized so that

it can relate to the institutions of higher education and, through the

regional vocational education staffs, to the local educational agencies on

a collegial or pluralistic basis in carrying out their assigned responsi-

bilities. Basically, this is done through the division structure and in

terms of functions to be performed.

To properly relate the different program functions to be carried out

with the different occupational program areas, we have developed an organi-

zational structure within the Bureau which has all professional personnel

assigned to task forces. The task forces have the responsibility for planning

and developing the various functions of the state program of vocational

education. The functions are largely implemented through the appropriate

occupational program areas. The task forces are organized so that personnel

from the different divisions in the Bureau and from the different occupational

program areas are represented on a given task force so they can help plan and

develop the particular function assigned to the task force. It is the

responsibility of the task force to determine how the function is to be

developed; who is to implement it; and who will be responsible to monitor
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the on-going program. The representative from a given occupational program

area who is working with a particular task force has the responsibility to

keep the personnel in his unit properly informed of actions taken by the

task force. He also has the responsibility to assume the leadership role

in getting the people in his unit organized to appropriately carry out this

particular function as it pertains to this particular occupational area.

The pattern for organizing the task forces to plan, develop, and implement

the various functions in vocational education is shown in Figure 3.

Projected Changes Anticipated in the Organizational Structure

In Kentucky, we have been experimenting with several exemplary programs

and projects during the past decade in an attempt to develop the kind of a

vocational education system that would effectively serve the occupational

education needs of the people and the manpower requirements of the,lahor

market. We have attempted to organize the vocatioral education program so

that it would be a viable force in improving existing industries and

attracting new industries so as to improve the economy of the state and

thereby enhance the employment opportunities for the people. The record

will show that significant progress has been made in these endeavors.

We have recognized that a sound comprehensive vocational education

system must depend upon a sound organizational structure supported by the

appropriate administrative tasks which are properly planned, supported, and

implemented. Attention has been given to the organization and development

of the different administrative tasks into a viable management system with

the essential supporting components and services.

Our efforts have included cooperative activities with many other

organizations, agencies, and institutions. We are convinced that practically

all of these experiences have been highly beneficial to the program of
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vocational education in Kentucky. We are not completely satisfied with our

accomplishments, but we feel confident that we are now at the threshold of

pulling things together so we can have an effective and efficient management

system for a well organized state program of vocational education.

State government in Kentucky has been studying the feasibility of

making certain basic changes in its organizational structure for more than

four years. The possible changes would involve the State Department of

Education and the Bureau of Vocational Education. The basic purposes of

the recommended changes are to consolidate like functions and services so

as to improve efficiency and effectiveness of state agencies in providing

the essential programs and services to the people. Emphasis is being

placed on "management for results." The intention is to eliminate dupli-

cation of efforts and waste in providing an effective management by

objectives system which will be sound from a cost-benefit point of view- -

one whereby state government can be held more accountable to the general

public for programs and services which it has promised to deliver.

State government is moving to organize all state agencies on the basis

of Management by Objectives. To implement this concept, we are now in the

process of developing the basic components required to support such a system.

The Bureau of Vocational Education in the State Department of Education has

been designated as one of the units within the state system to develop a

Management by Objectives system for the state program of vocational

education. It is expected that some of the components to be developed by

the Bureau will also support other bureaus in the State Department of

Education and other agencies of state government.

In our efforts to conceptualize, develop, and implement a viable

Management by Objectives system which would satisfy the needs of the state-

wide system of vocational education, we have sought technical assistance,
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financial support, and cooperation from all possible sources where we

thought promising exemplary programs were being conducted and expertise

would be available to reinforce our efforts. We believed that such

assistance would possibly accelerate the full implementation of the system

that we have conceptualized.

Stevenson has defined Management by Objectives in terms that explain

rather clearly the ideas which we are attempting to conceptualize and

implement in Kentucky. He has said:

"Management by Objectives is a system which enables an organi-
zation to plan its course of action, to assist individuals with
contributing to that course, and to determine progress toward
mutually accepted goals. It provides a mechanism whereby an
organization may concentrate its efforts upon a set of priorities
which have been mutually determined and broadly accepted. This
system allows every individual in the organization regardless of
level and responsibility to know what is expected of him, where
he may look for guidance and assistance, and who he is expected
to coordinate with in his work. The system provides for the
progress of the organization toward certain goals and keeps
disruption due to both outside and inside changes to a minimum."1

It is believed that a sound Management by Objectives system which is

properly implemented will provide for accountability by the state agency;

supporting institutions, agencies, and organizations; and individuals in

the attainment of organizational goals and objectives.

As we view Management by Objectives, it is a system where managers

at all levels of operation assist their subordinates in planning their

work, meeting their objectives, and reviewing their performance so they

may achieve opti.muu results from their efforts. In following this practice,

they will assist in the accomplishment of the overall goals and objectives

of the organization.

'Management by Objectives, "Foreword" by Dr. William W. Stevenson,
State Department of Vocational and Technical Education; Stillwater,
Oklahoma; January, 1973.
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The Bureau of Vocational Education has been involved in several exem-

plary projects during the past few years striving to develop the essential

components which are needed to v:upport an effective organization for managing

the administrative tasks assigned to the Bureau. As we now view it,

Management by Objectives is the approach that we want to take in managing

the state vocational education agency in Kentucky. It gives each program

manager in the agency responsibility for planning on the basis of goals and

objectives; administration of programs, services, and activities required

to attain his goals and objectives; and leadership in seeing that subordinates

are properly oriented, trained, and managed to carry out their assigned

functions.

At the core of the total organization are the administrative tasks

that must be performed in order to carry out the purpose of the organization.

In vocational education, we have identified these tasks to be:

1) Effective: ..ommunications within the Bureau, between the
Bureau the operating units within the statewide system,
and between vocational education and other organizations,
with which it needs to maintain good working relations.

2) Staff personnel development for all personnel in the Bureau,
and in all other operating units within the statewide system
of vocational education designed to produce appropriate
understanding, commitment, and competenci' in all employees.

3) Curriculum development and instruction for all programs and
services to be offered.

4) Facilities planning, construction, and maintenance to
accommodate the statewide system of vocational education.

5) Student personnel services.

6) Business management, including probzam budgeting, financial
accounting, and fiscal control.

7) Program supporting services; such as, problem definition,
operational research, program evaluation, and a management
information system.

If Management by Objectives is to facilitate the implementation of a
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sound teaching )earning process in vocational education, it is essential

that the maitir administrative tasks be properly planned and implemented.

There needs to be developed a reinforcing relationship among the adminis-

trative tasks which is well understood and supported by each program manager.

The proper fianization of the different administrative tasks into opera-

tional areas should bring a desired order and cohesiveness to the vocational

education system which will prove beneficial to the entire staff through its

management capability and to the students enrolled in the program.

At the center of the process of Management by Objectives are people,

ideas, and things. They are the basic components of the organization with

which the managers must work. People create the need for leadership; ideas

create the need:for conceptual thinking and planning; and things create the

need for administration. The management process involves three basic

functions. They are problem identification and analysis, decision making,

And communications. Howcver, there ere_ other functions which must be_

performed in the management process. They are planning, organizing, staffing,

directing, Coordinating, and budgeting. The manager must strive at all

times to sense the pulse of his organization and take appropriate action

to keep it dynamic in working toward its goals and objectives. To do this,

he needs certain basic management tools at his command. When he has them

properly organized and functioning, he has a viable system. He has an

efficient staff organization and an effective management process.

In Kentucky, the Bureau of Vocational Education is in the process of

developing these components of its management system:

1) Education Resources Development Unit which will be responsible
for operational research, program planning, exemplary programs,
program evaluation, and information dissemination. This unit
has the major responsibility for providing the leadership in
getting developed the goals and objectives for the Bureau and
for the state program of vocational education. This is being
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done by involving the entire staff in the process. Basically,
the "Delphi Technique" is being used to secure agreement on
goals and objectives for the Bureau and the divisions and units
within the Bureau, and for other operational subdivisions in
the state system.

Each operational unit is being trained in the use of the Program
Evaluation Review Technique (PERT) in program planning, alloca-
tion of resources, and program implementation.

2) pscupational Information Collection and Utilization Unit. This
unit has the major responsibility to develop and operate a
management information system for the benefit of the Bureau and
all local educational agencies that are required to produce an
annual and long-range program plan for vocational education.
The unit will produce and maintain an up-to-date "Manpower and
Occupational Information Handbook" for each county in the state
and for the state as a whole. It will include manpower demand;
manpower supply; educational resources; and student enrollment,
placement, and 011ow-up information.

3) Fiscal Control and Financial Accounting Unit. This unit has the
major responsibility to coordinate the development of a program
budget for vocational education in the State Department of Educa-
tion. All divisions and units in the Bureau will be involved in
this operation. The Programming, Planning, Budgeting System
concept will be followed in producing the annual and biennial
vocational education budgets for the state program.

47 Education Personnel Development Unit. This has the
responsibility to provide leadership and coordination in
assessing the needs of all personnel employed in vocational
education in the state for preservice and inservice training
to keep them up to date with the responsibilities of their job.
Through the support of the Education Professions Development
Act, the Bureau has deveoped a statewide plan for personnel
development.

5) Program Development. This function will be largely carried out
through the program development, interagency relations, facilities
construction and maintenance, program supporting services, and
program management divisions. This will require cooperation and
coordination by the directors of these divisions to get an effective
job done. Each of these divisions has a significant contribution
to make to program development. They are expected to maintain a
collegial or pluralistic relationship in performing their assigned
responsibilities.

6) Program Management by Objectives. The Assistant Superintendent for
Vocational Education plans to use the directors of all divisions
in the Bureau of Vocational Education as a coordinating committee
to provide the leadership in organizing and implementing the
Management by Objectives system in the Bureau and in all vocational
education regions of the state.
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It is believed that all activities of management in Kentucky, whether

they involve the professional staff, the State Board of Education, the

State Advisory Council on Vocational Education, or the general public, should

contribute to the attainment of the intended results of the organization. In

8._
vocational education, the intended goal is an effective teaching-learning

process which will benefit allA3ersons who desire to enroll in the program.

An effective staff organ4ation and efficient management process

should accomplish these basic functions:

1) Identify and influe.ac<,, the formulation of appropriate policies,
goals, and objectives for the organization.

2) Stimulate and direct the development of programs and services
designed to achieve the purpose. goals, and objectives.

3) Organize and coordinate those responsible for planning,
developing, and imptementing the programs and services which
are essential in attaining the goals and objectives of the
organization. .

4) Secure and manage the resources which are needed to supp-rt
the organization and it.. programs and services.

Ad';'
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DEVELOPING PERFORMANCE BASED OBJECTIVES

You and I are here for an important reason this afternoon; to help

improve the quality or operations of your state vocational education

,,encies. There are obviously many different aspects or this broad topic

area we could discuss, but this afternoon we are going to concentrate on

the use of objective-based systems of administration as tools for the im-

provement of individual and organizational performance. Before the day is

done, all of you will have had the chance to work in seminar groups on

direct applications of these systems to vocational education, so I am not

going to try to cover the same material. Rather, I'd like to make my con-

tribution in terms of giving you the basis for understanding how and why

these systems do or do not work and why---though I must caution you to

beware of academicians bearing simple solutions to complicated problems

---they appear to be one of the most fruitful approaches to the complicat-

ed job of administering organizations.

Let us begin by looking broadly at the things you as an administrator
I 41.M. 40. 41.1. AM.

can manipulate as you attempt to improve the vocational education effort

in your state. If you are dissatisfied with the performance of a part of

the organization you supervise, one possible area in which the search for

solutions to the problem can be begun is that of technology. You may ask

yourself, "Is there any piece of equipment---a computer, a typewriter, a

car, microfilm or you name it that could solve the problem for me?" So

far as western society is concerned, indeed, our most frequent response

to any social or organizational problem is to assume that a new piece of

equipment is the key to solving it.

A second possible source of solutions to the problems of performance

in your agencies lies in the area of structure. If this Leadership Devel-

opment Seminar does nothing else, it will have made a contribution to
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the quality of vocational education if it alerts you to the possibility

of structural difficulties within your organization and leads you to ask

questions such as, "Is the problem in Instructional Services due to fail-

ure on my part to provide adequate communication channels or to provide

the Supervisor of Instructional Services with the kind of authority he

needs to do Ms job properly?" Again, I cannot downgrade the importance

of structure as a possible source of solutions to problems of agency per-

formance, if for no other reason than the fact that I have seen structur-

al solutions work in numerous on-going organizations.

Finally, we came to the area of peoR12 as potential sources of sol-

utions to performance problems. We may look at the individuals who make

up our organizations and ask, "Can we handle this problem by replacing

particular individuals or groups with others or by changing their behavior

through education, training or other techniques ? "It is with this third

moor 41mm.

area that we are primarily concerned today, not becaule we feel tie' others

are unimportant, but because it is a topic area in which I have some ex-

pertise and one that was assigned to me for the program. Let's begin our

discussion by looking at possible sources of individual performance prob-

lems in much the same way we looked at organizational performance problems.

The framework we'll use is one developed by Porter and Lawler (1964) as

part of a broader analysis of individual performance. Though the entire

model has some problems of its own, the segment we are using here is a

useful tool for taking problems of individual performance apart.

If an individual employee in your agency is not performing well, one

source of the problem may be a lack of the traits and abilities necessary

to perform well in his assignment, All of us at one time or another have

seen organizational problems created by mismatches of people and jobs. The
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assignment of individuals to positions for which they lack the necessary

skill or personal make-up can create major problems for organizations. They

can be solved in three different ways (1) By changing the individual so he

better meets the requirements of the job---a task that ranges from the sim-

ple to the impossible, (2) By changing the job so it better fits the mix

of abilities and personal characteristics of the incumbent or (3) By re-

placing the individual with someone who better fits the position require-

ments, something that is easier to do in some organizations than in others.

Problems of individual performance may also stem from lack of effort

on the part of the individual employee. All of us are familiar with the

underachiever syndrome among employees as well as among school children-- -

the individual who has all the potential in the world, but somehow puts

forth only the minimum amount of effort. Here the solution to the problem

lies in the nebulous area that we call "employee motivation," a topic we

will discuss in a It more detail in:afew moments.

Finally, we have the possibility that poor individual performance may

stem from neither lack of traits and abilities necessary for the position,

nor substandard effort. It may be that the individual's role peception---

his understanding of what is expected of him---is incorrect; that is, he

does not see his duties the same way his boss does. He can do the job and

he is trying hard, but his priorities are wrong. In such cases we normally

start thinking about job descriptions, indoctrination programs and communi-

cation programs as ways of dealing with the problem.

Thus far, then, we have established that effective individual perform-

ance requires three things: (1) Appropr ).ta traits and abilities, (2) Effort

and (3) Accurate role perceptions. At this point it is heluful in our task
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of understanding how to deal with employee performance problems to lay out

the approaches commonly used by administrators in dealing with them. Given

the time limits we're operating under, I'll be able to treat only the ex-

tremes of the total range of approaches to such problems. Thus Approach A

and Approach B are really more caricatures than actual ways in which admin-

istrators deal with problems of individual performance.

Approach A flows from a stream of thought which has pretty well domin-

ated teaching about individual employee performance since the beginning of

the study of management as an independent field.Those who follow this way

of handling employee performance problems seem to deal with each of the

areas we have discussed---abilities and traits, effort and role perceptions

---in aconsistant way. Their "knee-jerk" response to problems of traits

and abilities is to look for improved selection techniques or to institute

various forms of formal training programs. Thus we would expect to see a

S'at-LDi...cctcor cfAtoeetiona4 EdtAc,..tion ^nnmPrnod with pmrDerlormaqg on

the part of his office staff to institute to classes in clerical skills,

office procedures and the like and to call upon the State Department of

Perttonnel for improved selection procedures and higher standards in screen-

ing applicants. If the problem were limited to a few individuals, he might

begin steps to terminate their employment or to get them transferred, a

process we refer to as "rotation of the rejects."

Typically followers of this approach deal with problems of low effort

through what have been called extrinsic factors. These are things such as

pay, promotions, special privledges and awards which are related to but

are not actually part of the individual's work itself. Problems of role

perception are dealt with through formal job or position descriptions

which list in detail the activities the employee is expected to perform.



Followers of Approach B, on the other hand, have their own'set of

more or less automatic responses to problems of employee performance seen

as stemming from the various sources. The problems of traits and abilities

are dealt with in much the same manner as under Approach A, with one major

exception. Advocates of Approach B normally place far less emphasis on for-

mal training programs than do their Approach A counterparts. Instead they

place far greater weight on informal coaching by the employee's superior.

Formal pvograms are frequently seen by these individuals as irrelevant to

the day-to-day problems of the organization. Frequently the individuals

sent to formal programs by the advocates of this approach are those he can

spare, rather than those who have the greatest need for it, from an ob-

jective point of view.

Lack of effort is seen as stemming for the most part not from poor

use of extrinsic factors, but from the failure to build intrinsic sources

of satisfaction---interesting work ,'-'1ange,achievement, opportunities

to earn rr'cognition and the like---into the individual employee's job it-

self. The administrator deals with problems not primarily through pay and

the like, but through job redesign aimed at providing the employee with

a meaningful, interesting, challanging job. Performance problems coming

from poor role perceptions are typically handled not through listing of

activities to be performed in position descriptions, but rather through

process of mutual goal-setting in which employee and boss jointly est-

ablish priorities, targets and deadlines. The individual learns what is

expected of him indirectly through this process, rather than by having

his superior's expectations spelled out for him in a position description.

The evidence is certainly not all in regarding the relative effect-

iveness of these two approaches. A great deal more research, needs to be
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done before I can Stand up in front of you or any other group of admin-

istrators and say, "This approach is the answer to problems of employee

performance." Yet, if I were a betting man, I'd have to put my money on

Approach F. The results of the studies performed thus far, limited as

they are, point in that direction. As Carroll and Tosi point out,

We have...evaluated the research relevant to certain aspects of
(Approach B), such as goal setting, feedback on performance, and
participation. This research supports the idea that (Approach B)
should result in higher level of performance than those of man-
agement approaches that do not involve the establishment of per-
formance goals, the provision of feedback relevant to performance
as it relates to such goals, and subordinate participation in the
setting of such goals. (Carroll and Tosi, 1973, p.

Further, the B Approach makes considerable conceptual sense as well.

So far as the improvement of traits and abilities are concerned, the

day-to-day guidance of the boss should provide more directly relevant

information for the employee than formally developed classroom proced-

ures. Similarly, then: i. iikLie question that intrinsic sources of mot-

ivation are more potent than their extrinsic counterparts, if for no

other reason than the fact that Civil Service regulations and union con-

tracts severly constrain use of extrinsic factors as means of increasing

employee eiTort. Similarly, there is little question that the silting of

:3p,c j is concrete goals with firm deadlines for their accomplishm,nt can

clarify an employee's role perception far more completely and clearly than

can the vague listing c' generalities that the typical position desrrptin

contains. The mutual goal-setting process advocated in Approach B also makes

considerable sense, because it provides both a sense of personal committment

to the goals on the part of the subordinate and also is frequently interpr,,t d

as a compliment, reflecting favorably on the respect in which the employee

is held by his boss.
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Yet, despite the evidence in support of this type of approach to prob-

lms o1 employee performance, there is considerable .7.,ffiou1ty 01 the part

or many administrators in makim the system work as well they would lik,,

There are several reasons for this, but in my mind one star-ids out. Adminis-

trators find it diffiult to open the direct communication with their sub-

ordinates which is necessary for the effective operation of such a program.

Specifically, they tend to fall into three traps:

1. They tend to talk primarily in terms of individual traits or char-

acteristics such as reliability, trustworthiness, cooperativeness

and the like. These terms, when used in a critical manner,ara al-

most certain to generate defensive reactions that hamper communic-

ation. Discussion should be organized about behaviors, rather than

traits.

2. They t-nd to get involv::,-1 in long-winded debates with the subord-

-- inane r wnat- h e 7 Zr 111.3--na cloiTe -in- t he past ;The-- admi`n s -

trator should use the past performance of the Employee as a spring-

board for discussion of the future. The typical administrator has

no time to waste on d sollssion of the past. What s done is done

and cannot be changed. Only the future is subject to management

control.

i. They often take the position of judge, telling the individual

employee their verdict, a process which also generates defensive

reactions and cuts of free discussion. The superior should take

a problem-solving attitude, rather than acting as judge.

Taken together, performance based objectives provide a major advance over

m re traditional methods of dealing with employee performance proble--
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They provide a means through which an individual administrator can more

directly and effectively influence the performance of his subordinates.
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Introduction

Cr/itics of American education oft'n appear to believe that the

educational system possesses modest aspirations and even more modest

achievements. This may be an unjust vtewpoint but it serves to point

up the fact that the educational, system has been providsd with ineffec-

tual devices for planning activies and reporting accomplishments to the

public. The problem is compounded by a lack of consensus as to what

constitutes educational output. With uncertainty surrounding educational

produCtivity, schools have suffered because of problems in designing

their programs, assessing their performance, and developing suitable

allocative strategies (or means to determine how best to utilize limited

human and non-human resources in the learning process).

What is lacking is a general framework for educational planning that

is appropriate for educational agencies. Planning is formulating a

system-wide philosophy, general goals and objectives; organizing relevant

data, determining personnel, space and material requirements; examining

alternative procedures and establishing priorities; providing for communica-

tions and information retrieval for the system; analyzing financial

resources; evaluating how well objectives are being met; looking to the

future and reviewing the system containually to ensure that objectives

are being reformulated and that the system is dynamic and innovative

rather than static and rigid. If properly condvcted, systematic planning

can provide educators with a more complete basis for rational choice. It

is a way of attempting to control the future instead of merely reacting

to it. (1)



The Management Process

In his book, Planning and Control Sistems: A Framework for Anal sis,

Robert Anthony views the management process as occurring at essentially

three levels of the organization. His definition of these levels is

accomplished by statifig the general type of management process which

occurs there, to wit: strategic planning, management control and

operational control. (2)

Strategic planning is defined as "the process of deciding on

objectives of the organization, on changes in the objectives and the

policies that are to govern the acquisition, use and disposition of

resources." This process is obviously and necessarily accomplished at

the highest levels within the organization.

Management control is defined as "the process by which managers

assure that resources are obtained and used efficiently and effectively

in accomplishment of the organizational objectives." Operational control

is "the process of assuring that specific tasks are carried out effectively

and efficiently."

Every organization, formal or informal, by its own nature of being

an organization, will have objectives. It is essential, especially to

formal organizations in education that these objectives be firmly

established, clearly defined, attainable and communicated throughout the

organization. This is not to say that objectives cannot change, but that

they must not be vague, indefineable or uncommunicated. This becomes the

first step in the management process, establishing objectives. This

establishment has the effect of providing a framework in which all manage-

ment action takes place. It channels planning and is indeed a prerequisite.



The decision-making process cannot effectively operate unless oriented

toward objectives.

Objectives are not, however, peculiar only to the organization as

a whole. There are several types and levels of objectives. Long-

range objectives are, in effect, a statement of where the organization

is going, or intends to go. In a means-ends situation, they are the

ends If long-range objectives are the ends, then short-range object-

ives are the means, the way in which long-range objectives are intended

to be met. It follows, therefore, that short-range objectives must

support long-range objectives.

Objective breakdown results in a so-called hierarchy of object-

ives. Once organizational objectives are established, they can be

broken into more operable segments and assigned to sub-units of the

organization. This breakdown process can be carried out to the lowest

level of the organization, the individual. The obvious advantages of

this breakdown are to give each sub-unit or individual a definite goal

to work toward. Also, it facilitates greatly the control process by

providing a framework for progress analysis.

As stated previously, objectives provide a framework for planning.

Logically, then, planning is the next step in the management process.

Planning, once again, is defined as essentially a process by which

future courses of action are defined, evaluated and selected with

reference to organizational objectives. As objectives provide a frame-

work for planning, so does planning provide a framework for control.

As there is a hierarchy of objectives, so also must there be a

hierarchy of plans. Planning must pervade all levels of the organization,



becoming increasingly more detailed toward the lower management levels.

Y
The progress of the organization will inerease greatly as more individuals

from all levels of the organization beciime involved in the planning and

decision-making process. It only seems natural to state that an individual

will become more involved and interested in that in which he has taken part

in developing.

The next step in the management pAcess is scheduling which is

essentially "putting the plan on a calendar." Current planning and

control systems such as PERT and CPM emphasize the condition of a plan,

that is the network, without reference to a schedule. It is only after

the completion of the network that a schedule of start and completion

dates is developed. This does not mean that time is not applicable to

plan development. As a plan is divided into its constitutent parts, time

estimates (duration estimates) are made r each, but start and completion

dates are not set. The purpose behind t is technique is to avoid biasing

time estimates in favor of calendar dates. Once schedules are established

end implemented they become an extension of the plan for purposes of

control.

Several factors combine to influence scheduling, a few of which

will be mentioned here. The availability' of resources is probably the

single most important factor. Resources in this context include per-

sonnel, both quantity and quality (technical ability), money, facilities

(to include make -or -buy situations) and time. Time becomes increasingly

important whEn plans have an assigned completion date. An important

point in this situation is to maintain independence between time estimates

and scheduled (assigned) completion dates. Time estimates should be made

and then assigned dates applied. At thispoint, if it is seen that the

4



time estimated will result in a time overrun, then replanning must be

done, but this has hopefully avoided biasing time estimates in favor of

assigned dates.

Other factors influencing scheduling are the desire for efficient

IfAlization of personnel and facilities; that is, reducing idle time ,

and evaluating time estimates made by other personnel to account for

tendencies to either "pad" estimates or to overestimate abilities.

Once a plan is finalized and implemented, management needs some

method for determining if progress is as planned. To be effective, this

control process must be flexible and dynamic. A plan seldom remains

unchanged throughout its implementation. As it changes, the control

process must adapt to it. Corpletion of the control process leads back

to the first step in the cycle and sets the stage for another journey

through it. (3)

Systems Approach

The study of organizational activities such as planning, controlling

and evaluating may be called systems analysis. The term systems analysis

has a great number of definitions and should be used carefully. It is

part of the new generation of interrelated management procedures that

seek to enhance organzational rationality. In education, a system may

be defined as "The sum total of separate parts working independently and

in interaction to achieve previously specified objectives." (4)

The system approach is a methodologlcal approach to decision-making

and is genertlly described by the term system analysis - "a generalized

and logical prvuvo for identifyina and breaking down, into as many care-

fully distinguishable parts as possible, the structure, parts and



interactions of a system," (4)

1. Where are we going and how do we know when we have

arrived?

2. What are the things that will keep us from where we are

going and how do we eliminate them?

3. What are the major milestones along the way to where

we are going?

4. What are the "things" that must be done to get to each

milestone?

5. Of what specific tasks are the "things" composed?

E. What are the possible ways of getting the "things" done?

In the educators' language theme questions may be proposed as the

steps in educational system analysis.

1. Determine mission objectives and performance requirements.

2. Determine and reconcile constraints.

3. Determine mission profile.

4. Perform functional analysis.

5. Perform task analysis.

6, Perform methods-means analysis.

In summary, system analysis should yield, in precise form, a col-

lection of data which tells us what is to be done, in what order it must

be done. what are the feasible performance requirements at each level

and what possible ways are there to get the mission performed. (5)

System Analysis Steps

System analysis, in education, can be reduced to four basic tasks

6



consisting of:

1. Mission analysis

2. Functional analysis

3. Task analysis

4. Method - means analysis.

Mission analysis consists of defining the overall mission objective

and determining mission performance requirements, constraints and profile.

Thy purpose of mission analysis is to define and express ta concise, explicit

measurable terms the tangible end product to be produced, defining:

1. Product specifications representing terminal success

of the mission objective

2. Performance restrictions or limits representing the

operational tolerances measuring acceptable final

achievement.

3. Performance characteristics and restrictions.

System analysis should not only assist in deriving a concise,

operationally stated mission objective and specific performance require-

ments, it should also determine the "hurdles" which make the production

of the end product infeasible. As such, a primary requirement for the

system analyst will be to identify constraints which can jeopardize the

achievement of the mission objective.

Functional analysis shows what must be done in the order that it

must be done. Each top level function may be analyzed into constituent

lower level functions and as the analysis moves down the problems and

functions are defined and identified in greater and greater detail.

Each analysis afpp r0gultS in the determination of additional performance

requirements for that level allowing the identification of additional



constraints for that level. Thus, at each levsl functions are identified

and analyzed and each functions performance requirements and constraints

are identified. The resulting data is used to determine lower order

functions.

lotnctions are collections of "things" to be done to meet a perform-

ance requirement. The analysis continues until all are identified for

complete problem definition. This "vertical" analysis continues until

further analysis starts to yield units of performance called tasks. Task

analysis identifies the units of performance for each function which, when

sequenced in the order in which they occur, will "add-up" to the functions

which they constitute.

Method-metwas analysis identifies the total array of methods and means

for meeting the performance requirements at successive levels of analysis

for each and all functions and tasks. It determines for each performance

requirements or family of performance requirements.

1. What is available

2. What are the advantages

3. What are the disadvantages

Method-means analysis provides data to be used in determining the

final methods-means decisions during system synthesis. Upon completion

of the total checking between the steps of mission analysis, functional

analysis and task analysis, the method-means data bank will contain all

of the method-means which could meet the total array of performance

requirements at each and every level of the system analysis.

In summary, system analysis may be used at each step in system

development. - any place where logical problem-solving is relevant.

System analysis may be used to determine what the final product is to do



and/or look like and/or perform as well as produce the desiwn procesr

for producing the final system product.

Information System

Underlying and permeating the use of system analysis is the develop-

ment of an information system that provides accurate and sufficient data

for defining the problem or mission and evaluating progress or lack of

progress toward attaining mission objectives. The best way to iff!mtify

real problems is to perform a need assessment or obtain data from a valid

need assessment. A need assessment will show the discrepancies between

what is and what is required. A total array of discrepancies will provide

data which will allow the selection of the problems with highest priority.

Education will probably never have the resources to deal with all of its

problems, so it must derive and apply criteria to select those with the

greatest urgency or highest criticality from the total array of needs.

MISVE

The Center, in response to the expressed need of many states for an

information system for use both in planning and evaluating vocational

education programmatic efforts, and for meeting, reporting requirements,

is undertaking the development of a transportable management information

system for vocational education. This system is expected to be an improve-

ment over systems currently in use by the states because it operationalizes

a core set of goals and objectives common to most states' priority plan-

ning, evaluating, and reporting concerns, yet provides procedures,

tr,4e1Alinon, and software for adding goals, objectives, and data to the

system to insure responsiveness to unique state needs and requirements.

9



sTsrEm OBJECTIVES

The primary objective of the Management Information system for

Vocational Education (masvE) is tc provide comprehensive analysis of data

essential to education decision-makers in the allocation of resources for

vocational programs. The analysis will be designed to (a) assist in

identifying those who might benefit from vocational education, (b)

identifying programs/training best suited to prepare students for a

changing job market, (c) provide an information base for developing a

more cost-effective training progran 71x, and (d) provide a central

source of data for encouraging inter-a, cy based manpower planning

efforts. Secondary objectives include, (a) assistance in facilititing

the accountability of vocational-technical education to its clientele,

advisory groups, and administration boards and, (b) the provision of data

required for Office of Education (OE) reporting and for the state plan

for vocational and technical education.

CONCEPTUAL DESIGN

The overall thrust of the MTRVF tieftign is to integrate a number of

data collection and analysis elements to meet the above objectives.

Primary users of the system are expected to be state directors of vocational

education and their planning and evaluation staffs. Analyses desired

include those pertaining to manpower requirements, program effectiveness,

cost analyses, student characteristics, student program preferences and

post-schooling motility patterns. It is intended that these analyses be

packaged into separate feedback reports to students, teachers, and

co-naclors, s^h^ol*, enhool districts, state agencies, employers, and

human resource data banks.

-10 -



The data and analyses anticipated are considered to to crerIrreh^nRive,

in the sense that specific kinds of data (e.g., output of trained manpower)

will not be limited to the public sector (public vocational education

system), but will include data from private schools and industrial situa-

tions to the fullest extent practicable. Because such comprehensive data

collection will involve new levels of inter-agency cooperation, this in

itself is an expected outcome of the project, and necessary to its success.

(4.0nceptually, the system divides into two subsystems (see Figure 1)

with the following functions:

The Evaluation Subsystem will collect/process and
analyze data useful to program administrators,
clients, and potential clients. Although initially
categorized and collected within seven data elements,
analysis of the data goes beyond the mere aggregation
of data within elements to include inter-element
analyses.

11112aallgLabsalmvill provide mechanisms fur
utilization of information from the Evaluation
Syboystem in the identification of goals and object-
ives of vocational education, and iu identification
and analysis of alternative strategies for achieve-
ment of these objectives.

Data collected for the Evaluation Subsystem are initially categorized

into seven information elements: Manpower Supply, Manpower Demand,

Under-developed Human Resources, Student Follow-up, Program Cost, Resources

Inventory, and Program Characteristics. The information aggregated and/or

analyzed in the Evaluation Subsystem, while useful in itself for reporting

and accountability purposes, is utilized further in the form of essential

inputs to the Planning Subsystem. The total system provides mechanisms for

utilizing the evaluative information for setting goals and objectives, and

determining alternative resource allocation strategies. Goals and object-

ives and Resource Allocation Strategies are the two. element, of the

Planning Subsystem.
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Goals and Objectives

The Goals and Objectives element will provide a mechanism by which

management and advisory group personnel can identify goals and objectives

and weight them as to their relative importance. Goals are considered to

reflect the underlying philosophy of the occupational education system,

while objectives represent specific measurable benchmarks against which

achievement can be appraised. Goals and Objectives are critical to the

analysis of program effectiveness and, as weighted, also critical tc the

avocation of alternative resource allocation strategies.

Resource Allocation Strategies

The Resource Allocation Strategies element will provide a set of

alternatives consisting of program enrollment and financial outlay

structures, each designed to satisfy an alternative set of priorities.

The strategies will be designed to implement the objectives, and, hence,

will be developed for procedural compatibility. Information required to

formulate strategies (e.g., relative efficiencies of alternative vocational

education programs, program cost, labor market requirements, and student

interest) will be supplied by the Evaluation Subsystem.

Manpower Supply

The Manpower Supply element will collect/analyze and report data

pertaining to the projected output from the vocational education system

(including priate schools), classified by the United States Office of

Education (U.S.O.E.) program codes. In addition, other supply data such

as apprenticeships will be collected insofar as such is feasible.

Exemplary data includes breakdown by geographic area, age, and sex.

- 13 -



Manpower Demand

The Manperer Demand element will collect/analyze and report on current

and projected occupational employment. It will rely basically upon three

sources of information: The U. S. Department of Labor's new Occupational

Employment Statistics program combined with techniques in Tomorrow's

Manpower Needs, existing Employment Security Information, and follow-up

surveys of graduates and dropouts. It is designed for states that are

participating in the Occupational Employment Statistics (OES) program,

which is envisioned to eventually include all states.

Underdeveloped Human Resources

The Underdeveloped Human Resources element is intended to collect,

analyze, or use data which will identify the training needed of persons

who are unemployed, or underemployed. It will also include a model for

forecasting the needs for vocational training by the total population

within a specified region, by age group, socio-economic background, and

geographic location based on census data.

Student Follow a

The Follow-up element will collect/analyze and report information

on the post-schooling experiences of graduates and dropouts from

vocational programs. Data collected will include information of former

students' occupations and their relationship to training programs, income,

geographic mobility, job satisfaction, and need for retraining.

Resources Inventory

The Resources Inventory element aims at compiling an inventory of

all physical and human resources available to decision-makers at local,



regional, and state levels. Included in this inventory would be the kinds

of data pertaining to current and potential use of such resources as (a)

staff, by age group, sex, education qualifications, work experience,

program, and school; (b) buildings; (c) equipment; (d) curricular

software; and (e) other non-fiscal resources.

Program Costs

The Cost element will collect/analyze and report the cost base for

cost-effectiveness analysis (useful in designing more efficient programs),

as well as the data necessary for estimating resources required for program

expansions. This element will assess the feasibility of generating, on a

continual basis, past and future costs of specific programs (e.g., the cost

of a nurse aid program per graduate in a specific institution) rather than

the average state cost for aggregations of occupational programs (e.g.,

health programs).

Program Characteristics

Program Characteristics data will be collected to provide-administrators

a clear understanding of the general design of their education system. In

addition to traditional service area classifications, data will be collected

by United States Office of Education program codes on characteristics such

as day versus evening classes, institutional versus cooperative modes, and

whether the program is modular or not in its format. Included in the

program data to be collected, analyzed and reported will be such indicators

of program quality as staff qualifications, advisory committee involvement

degree to which planning exists, program duration, special and regular

needs being served, utilization of facilities, out of class experience

provided, utilization of guidance services.

15 -



Each element in the evaluation subsystem will yield data which

combined with the yield from one or more other elements will result in

three levels of data analyail. Figure 2 indicates the anticipated types

of yield from the management information system.

Specifically, the anticipated data collection would be:

1. Student enrollment/termination

2. Current Occupational Employment

3. Student follow-up

4. Demographic

5. Disadvantaged needr

6. Program financial data

7. Resources inventory

8. Program characteristics

The level A Analysis expected would include:

1. Manpower supply projections

2. Manpower demand projections

3. Student characteristics

4. Projected needs for vocational education

5. Program effectiveness

6. Program cost analysis

7. Program resource utilization

Tetl !,-.37.49 would include:

1. Net manpower requirements projections

2. Cost effectiveness of current programs

3. Population to be served (regular and special needs)

- 16 -



WEVEI S nF ANALYSIS
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Level C analysis would consist of Alternative Resource Allocation Strategies

utilizing A and B level analyses

Instruments Available Pow

Means for collecting data for three'instruments are available

presently. Instrumentation is on the Statewide Evaluation System which

will provide llmited data an (1) stud;nt enrollment/terminations, (2)

student follow,4, and (3) program characteristics.

Some of the specific data items provided on student enrollment are:

1. Enrollment by sex and grade level

2. Number of handicapped enrolled in each program

3. Number of socio-econamically disadvantaged persons enrolled

in each program

4. Numbr with educational deficiencies enrolled

5. Number of campletions/dropou6 placed by placement services

A representative sample of the specific data items produced on student

follow-up are:

1. Percent of persona who :ought full-time employment

2. Percent of persons who sought part-time employment

3. Specific title of first full-time job

4. Relation of training for first full-time job

5. Beginning hourly wage for first full-time job

6. Relation of training to last job.

Program characteristics sample data yield includes:

1. Advisory ccomittee involvement

2. Duration of time in weeks to-complete each program

- lP -
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3. Number of courses in each instructional program ti

4. Types of out-of-class laboratory experiences provided

5. Number of staff vacancies both current and anticipated for

total vocational program and each individual program

6. Other agencies involved in each instructional program

Components Under Development

rromnimimitn fruyilitntiv under development include:

1. Goals and Objectives

2. Resource Allocation Strategies

3. Manpower Demand

4. Underdeveloped Human Resources

5. Resources Inventory

6. Cost

7. Follow-up*

8. Manpower Supply*

Instrumentation and analysis techniques are presently under develop-

ment in these eight components and should be available for pilot testing

during calendar year 1973. Following f1g14 testing and revision of these

components in 1974 the total management information system should be

available.

*Although follow-up and manpower supply are a part of the currently
available state-vide Evaluation Beaten, additional instruments will be
developed, including instruments designed to collect data on (1) manpower
supply from sources other than the public school system and (2) a long-
term follow -up of program termibees.
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TECHNIQUES FOR AtKINISTRATIVE DECISION-MAKING

You carry authority, but are not its source....your authority
is confined strictly within a prescribed orbit of occupational
actions, and such power as you wield is a borrowed thing
You are the servant of decision, the assistant of authority,
the minion of management. You are closer to management than
the wage workers are, but yours is seldom the last decision?

Saminar orouo Objectives:

The specific objectives of this seminar group on "techniques for

administrative decision-making" are:

1. To provide you with an opportunity to examine your own

decision-making behavior internally and objectively.

2. To provide an opportunity for you to became bettor

acquainted with emerging theory and concepts useral

in guiding your decision making behavior.

In order to meet these objectives, it is important to review some

cc* the existing theories related to decision-making and problem-solving in

bureaucratic organizations.

A Communication-Influence )del:

Shartle2 has developed an interaction model for the making of admini-

strative decisions which can be adapted to the situations found in many state

vocational education agencies. The forces, both internal and external, which

'Mills, C. Wright. White Collar: The
Oxford University Press, 1953.

2ghartle, Carroll L., "An Interaction
Decisions." Prakseologica (Published in the

American Middle Classes.

Model for Adninistrative
USSR) ROK 1971.
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are acting upon these agencies require organizational adjustments, and

therefore, place complex problems before both members and leaders in the

organization. "These pressures are often described as 'political' and

require responses which are also 'political'." Political in this context

relates to all external forces as opposed to partisan politics which is

only a part of the external environment. The state director is in a

unique role in that he is both a "decision maker" and a source of decision-

meting information. His role and limitations in decision-making are de-

fined at a higher level in the organization. Obviously, the scope and

power delegated to each agency head varies fraa state to state, and there-

fore, it is not always the state director who makes the final decision.

The psychoiphysiological abilities of the agency head "makes it

possible for him to receive and give information, to respond internally,

that is to think, and to act with the belief that he has at least limited

latitude to choose among alternative strategies."

Shartle classifies alternative strategies in a decision-making

situation into three categories:

1. Acts against the force of threat such as denial of
charges. verbal attacks on adversaries and expelling
or threatenting attackers who may be within the
organization.

2. NO action that Appears significant to the threat,
except as a tactical delay.

3. Acts of recognizing and yielding to the force,
including concessions to those advocating change,
and making organizational adjustments to prevent
farther difficulties.

Shartle's model suggests that there is communication among at least

eight identifiable components or open subsystems in an organization. The

intensity and quality of communication will vary according to personal and

organizational differences. The subsystems are as follows:
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A. Intimates: Family members, close friends, and intimate
colleagues. These are persons with whom the agency
head discusses mutters in confidence and often in detail.

B. Superiors: Persons of higher authority in the organi-
zation, including boards of control. Discussion of
matters is usually more or less guarded depending upon
the degree of social distance suggested by the situation.

C, Subordinates: Persons on the agency head's staff.
Decisions of importance usually involve intereaction
with subordinates to a considerable degree. The
intensity and quality of communication is determined
by the degree of social distance among communicants.

D. Colleagues: Persons who are usually in the same
orgnization and with whom the agency head interacts
less frequently and less intimately but on the same
status level as intimates. These persona are usually
of equal status with the agency head but not in a line
relationship. This is generally a much lower social
distance situation.

Z. Consultants: Paid and unpaid advisors who may perform
as individuals or in a group.

F. Constituents; Persons or groups that the agency head
serves or to whom he may have obligations.

O. Political Bodies: Organizations that have an avowed
political mission. Includes both partisan and non-
partisan groups.

H. Mass Media: Television, radio, movies, newspapers,
periodicals and books.

These subsystems interact and function in patterns that relate to the

nature of the problem. In attempting to predict or to influence administrative

decisions of high importance the agency head must have a knowledge of the

organizational power structure andcommunication network in order to obtain

information for the ultimate decision-maker. The agency head must also be

knowledgeable cbout ether variables in each subsystem, including information

about the goals of the group or individual, their economic or political strength,

their public image, and their value orientateons.



The successful state director of vocational education should

develop a similar communication-influence model for his own situation.

Once these agents of influence and Channels of comemmdcation have been

identified, he can concentrate on establishing a desirable relationship

'with them. It is important that feeling of mutual understanding and

respect be established before a problem situation arises.

The development and maintenance of this communication-influence

netvork is probably one of the greatest challenges faced b7 the cogency

head. Organizations ultimately feel the impact of the environments

'which they have helped to create. Vocational education agencies are

striving to produce changes and improvements in the social and economic

lives of people that 'will ultimately result in closer involvement of

these individuals in the decision-making process.

Oroenizing For Decision - Makin(:

The basis of a successful and sound system fur decision-making

is the development of an organization which encourages and facilitates

collaborative and creative problem solving. Several constraints may

limit an agency head's freedom to organize in a fashion .hick is ,.rwornietelw

acceptable to him. Some of these are:

1. Restrictive policies and procedures of the parent
organization (State Education Agency).

2. Limitations in the capabilities of existing staff
personnel.

A great deal of emphasis today is placed on participatory or collab-

orative decision-making; the involvement of others, including subordinates

and constituents, in the solving of problems is often advantageous for

both the individual and the organization.
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Schmuck3 claims that by changing organizational patterns to

increase reliance upon participatory decison-making, many sources of

conflict, both external and internal, can be uncovered before severe

hostilities develop. He further states ....organizational structures

can be built through which these groups can communicate effectively

with one another, and skills and norris can be established within and

among these groups for joint problem-i.oging and decision-making." One

of the goals in organizing for particip4ory management should be to

bring administrators, supporting staff and subordinate staff members

into the same cycle of decision-making. Schmuck does not believe that

every staff member should participate in every decision. Instead, he

suggests "one of the important tasks (of the agency head) is ascer-

taining criteria for assigning some decisions to particular staff members."

Thus, the agency head can either make a decision himself, delegate it to

subordinate, or assemble a group of individuals who will collectively

solve the problem.

A number of new and variations of old methods are currently being

advocated for implementing programs of participatory management. One such

idea is called the "Panel Consensus Technique".4 This technique fur

instance, could be applied in state vocational education agencies in the

selection of funding priorities or the choosing of problems to be chal-

lenged in a particular year.

3Schmuck, Richard A. "New Procedures for Collaborative Decision-
Making" R and D Perspectives, The Center for the Advanced Study of
Educations' Administration, litiversity,of Oregon, Nugene, Spring 1973.

14Taylor, Charles W. "Panel Consensus Technique: A New Approach To
Decision-Makibg" Journal of Creative la!ArLEE, vol. 6, so. 3, Third
Quarter, 1972, pp. 187-198.
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The Panel Consensus Technique contains five distinct action levels:

1. Ideate level - "At the ideate level, individuals with

knowledge: of the problem subject supply ideas for

solving the problem."

2. Screen level - "The screen level is the first review

level...the task of the screen panels is to begin

the process of narrowing dawn or shtinking the nueber

of ideas, by repeated review and assignment of weighted

values, to obtain a predetermined number of the but

ideas submitted."

3. Select level - "The select action level is made up of

three panels, each with five action members and a

monitor....the task at the select action level is for

each panel to select five (for example) of the pre-

ferred good ideas passed on to it from the screen level."

4. Refine level - "The refine level, the first level of

executive decision-making, is staffed with five action

members and a monitor...the task of the refine panel

is to select the five (for example) best ideas from the

fifteen preferred ideas of the select panels."

5. 2ecide level - "The actual decision as to which idea will

be implemented is made at the decide action level. The

decide panel, like all others consists of five action

webers and a monitor. It is staffed with the top managers

of the organiestion and, if broad perspective is desired,

could include individuals of equal position from outside
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the organization...Abe decide panel it not bound to

accept any of the ideas and may return them to the

controller for reconsideration by appropriate panels."

It is obvious .rat one of the limiting factors associated with using

this method is the amount of turn-around tine involved. Taylor states,

"Under optimum conditions the final selection of ideas can be completed

in a week's time." This limits its use to those decisions about matters

which can be anticipated aad which are of ra4'.'..+ 41....tnrtanno and scope

to involve a great deal of staff time and effort.

To understand how decisions are actually made, we need knowledge

about environments in which decision-makers work, about individuals and

groups as decision-makers, and about the complexities of interpersonal

and intergroup relations in decision-making.5

The organizational environment or the features of environments in which

decision-makers work consists of the following characteristics:

A. Problems which are presented for solving are ambiguous
and not clearly defined by the external environment
which presents them for solving. Both agenda-building
and search activities may have greater effects on the
future of an organization than *ha actual choice,

B. Organizational environments are factorable. Most
environments provide strong cues that help organi-
zations build simplified models of what their
environments demand and what the outcomes will be.
These cues are:

1. The source of environmental inputs.

2. The manner by which the inputs are
transmitted to the organization.

5Adapted from Dill, William R. "Decision Making" in Behavioral
Science and Educational Aftinietration. Ed, Daniel E. Griffiths, Sixty-third
yearbook of the ESSE Part II University of Chicago Press, Chicago, Illinois
1964, pp. 199-222.
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3. The clarity of the information and the
frequency with which it is repeated to
the organisation.

C. Organisational environments are heterogeneous in that they
present a set of overlapping environments. It, therefore,
matters who discovers that a decision needs to be made,

D. The environment's long-run impact on the people who make
up an organisation and on their approach to decision-
making can be significant.

Problems which require decisions in vocational education organi-

zations are generally of three types:

1. Operational problems: Those dealing with the

management, operation or structure of the

working body (finance, personnel, etc.).

2. Specific problems: A content area or field

relating to an individual discipline.

3. General problems: Curriculum, special needs, etc.

Once a pattern of organization has been determined and established

to deal with these problems in the state vocational education agency, it

is necessary to implement practices for the maintenance of organisational

effectiveness and efficiency. These practices may very simply be broken

down into two classifications: individual and group involvement. Each

of these classifications will be discussed separately.

The Individual In Decision - Making

The prime function of state level leadership in vocational education

is decision- making which leads to policy setting and program implementation.

Man is distinguished from lower forms of animal life in his abilities to

reason, to male considered and intelligent decisions and to communicate
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those decisions to his fellow man. Thus, as Miller and Starr claim

"the executive is a decider and not a doer."6 Griffiths, also perceives

of administrative decision-making as an important function.

the central ranction of administration is directing
and controlling the decision-making process. It is not
only central in the sense that it is more important
than other functions....but it is central in that all
other functions of administration can belt be interpreted
in terms of the decision-making process./

Most managers who make informed individual decisions go through

the following five stages of activity:

1. Agenda-building phase (intelligence activity) - covers

the activities of the administrator in defining goals

and assigning priorities for their completion.

2. Search phase (design activity) - encompasses efforts to

find or invent alternative courses of action and to find

information that can be used to evaluate them.

3. Commitment phase (choice activity) - involves testing

proposed alternatives to choose one for adoption or,

as is often arpropriete, to postpone making the choice.

4. Tun-lamentation phase includes clarifying the meaning of

a decision for those who are to carry it out, elaborating

new tasks or decision problems that the commitment leads

to, and motivating people to put the commitment into effect.

5. Evaluation phase - involves examining the results of

previous commitments and actions in order to find problem

7driffiths, Daniel K., Administrative Theory. New York: Appleton-
Ceatury-ri-efts, Inc., 1959.
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areas for the agenda and to help the organisation learn

how to make decisions more effectively.8

In order to make adequate decisions the administrator should

carefUlly think about the answers to the following questions:

1. Haw are decisions made?

2. Who should make decisions?

3. has can I make better decisions?

Individual decision - rakers in a bureaucracy generally have the

following three common properties:

1. They make most decisions in a wey which is satisfactory

for the present, rather than "optimising" for the long-

range, futurt effect. (The immediate effect is of

greatest concern.)

2. Overall, an individual's decision - making behavior can be

described effectively in terms of strategies or programs

for action. That is, we can predict what an individual's

rev once will be, if all the facts are available. (Decision-

making activities are predictable.)

3. The decision process is a sequence of fairly simple elements;

the thought processes of skilled and less skilled decision

makers are not necessarily dissimilar. The difference be-

tween them lies in how basic strategies are combined to

change goals, how they '.interpret the environment, and how they

develop and evaluate alternative courses of action.

A
Dill, William R. "Administrativt Decision-Making," in Concevits and

Issues In Administrative Behavior, pp. 29-48. Edited by Sidney )lailick

and Edward H. Van Mess. Englemod Cliffs, Now Jersey: Prentice -Hall, Inc. 1962.
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(Skilled and less skilled decision-ea kers vary greatest

in the way they organize for and gather information for

making decisions.)

Group DecisionMaking

The United States has sometimes been referred to as a melting pot

because its people originated from a variety of races and cultures. The

growth of the country has been assisted because groups worked together

toward common goals.

State Vocational Educative Agencies need such working together too.

Each professional employee has special talents and abilities. It is man-

agement's role to identify the capabilities and abilities of each individual,

and to provide uses for them.

Individuals, who have discovered and developed their individual

talents, ge work together cooperatively toward a common goal. With so

aany kinds of abilities existing within the organization, each member con-

tributes unique insight and commitment to the other members of problem-

solving group. One result of using the special talents and abilities of

individua ls in a Ercimp decision-asking situation is a continual gtuiith

and understanding of the agency and its purposes.

In a group situation each individual may provide a unique contribution,

yet each remains incomplete without the other. Each employee needs to ful-

fill his own duties, but they need at the same time, to help other members

of the agency in the full use of their talents. To this end they need

to reflect on the purposes of the organization and to evaluate their tasks

in this context.
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Group education experiences can take the form of encounter groups,

sensitivity groups, T-groups (training groups) and others. Sociologists,

psychologists and psychiatrists have an occasion, been rather critical

of these techniques and the individuals who propose than is a means of

changing people in organisations. Back9 regards encounter groups which

are conducted outside the realm of strict social control as potentially

dangerous. He implies that so little is known about the conduct of such

grogp exerience* and the outcomes of than on certain type* of iniytem=1:

that it is difficult to justify their use as a training technique for the

purpose of changing human behavior.

In the past state leadership personnel have approached the use of

group decision - making on an intuitive basis and have "flown by the seat

of their pants." Little formal preparation has been offered to them in

this area, and even less has been written about the application and tech-

niques in vocational books and periodicals. Nevertheless, successful

leaders in vocational education have long recognised the value of certain

group staff activities such as staff meetings, task forces, and committees

to solve problems or plan retreats, workshop' and other unique events.

A !study reported by Koile and Draegerl° attling with an analysis of

T-Group member ratings of leader and self in a human relations laboratory

found the following:

9Eack, gat W. "Stimulus/Response" in Psychology Today. Vol. 6, No. 7,
December 1972, pp. 28-35.

10Koile, Earl A. and Draeger, Carolyn, "T-Group Nether Ratings of
Leader and Self In A Moan Relations Laboratory" The Journal of Psychology,

Vol. 72, 1972, pp. 11-20.
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1. T-Oroup members and leaders did not rate themselves more

nearly alike at the end of the sessions compered to the

beginning of the group experience. Therefore, members and

their leaders did not become more like each other as the

sessions progressed.

2. Members saw their group leaders more positively in the

last session than in the first session. However, the

shifts in members' perceptions of the leaders from one

session to another were not continuously positive.

3. It yea found that members came to perceive the leaders

more like the leaders perceived themselves by the last

sessions.

4. T-Oromp members saw themselves wire positively at the

end than at the beginning of the sessions.

5. Group Lemberg did not tend to become more similar in

their self-ratings after the last session.

A management technique *doh capitalizes on some of the positive

effeete of grasp problem solving is the task force approach. Task force

operations can be very effective for an organization, however, many

individual managers have said "We tried task forces in the pest but

they didn't work because the mismanagement of one element of a task

force caused its failure."

It is extremely important that 1011100434 in the organization be

assigned the pesponsibility for seeing to it that the task force com-

mittees function properly. This overseer's job coLaists of:

A. Receiving problem to to attacked from top management

personnel.



b. Assigning the most appropriate persons to each task

force group.

c. Briefing each task force group on its mission and

function.

d. Insuring the maintenance of task force records in-

cluding membership lists, objectives, time lines,

milestone achievements, outcomes, etc.

Pram the standpoint of subordinate meeibera of the organization,

it is eztrememly important that someone in management be responsible for

seeing that certain organization members are not overutilized and others

underutilized in committee or task force assignnto. This individual or

task force manager, must have thorough knowledge of each member's personal

capabilities, characteristics and capacities. The task force manager must

also be thoroughly schooled in systems design, personnel management, evalua-

tion techniques and modern problem solving methods. It is the basic

responsibility of the agency head to select and prepare his task force manager.,

?he following potential problem situations may occur when task forces

are usod to make dicisions:

1. InvolrIng individuals from outside the immediate

organisation in task forces.

2. Relying upon the expertise of the "loner" in task

force deliberations.

3. Differences of opinions or philosophical

differences within the group may be difficult

to resolve.

4. The group may be reluctant 4,o reach decisions about

possible solutions and a solution may be dictated

by other people.
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5. Melberg may disagree in their solutions and reach an

impasse leading to confusion and frustration.

6. Solutions may become so complex and involved so as

to be impractical to ipplement.

The potential strengths of using the task force approach in

solving problems are:

1. pr.....v.a irmart fros neveml discitolines. content

areas, philosophies, viewpoints, etc.

2. Spreads the burden of advisement to several individuals.

3. Increases the acceptance of decisions by involving more

individuals in the decision-making process.

The agency head most insure that the following critical requirements

of task force management are met:

1. Identification of problems to be studied by task forces.

2. Selection and preparation of the task force manager.

3. Assignment of the task force manager to an advantageous

pcsitinn in the organisational hierarchy.

4. Selection and preparation of task force leaders and members.

5. Keeping teak force on schedule.

6. Evaluating the work of task. forces,

In so far as is possible, the people who are affected by decisions

should be involved more fully in the process of defining the problems,

developing alternatives And the making of choices. This insures are

cooperation in implementing the decisions as well as gives better quality

decisions. These axlicipative methods can also lead to greater production,

increased efficiency and higher morale.
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If participatory management is to be used, the organization en-

vironment must be adaptable. There cannot be conflicting elements in the

environment which neutralize or interfere with the effects participation

is to produce. For example, the decision to use participatory management

cannot be nonparticipative. This in effect becomes a democratic- dictatorship.

"You will participate regardless of whether you want to or not." The bulk

of needed advice should come from sources internal to the organization with

only a minimum amount coming from extiernal sources, and then only as setter

of supplementing inadequate internal sources.

Some negative aspects of participatory methods are:

1. Managers sometimes make decision, and consult with staff

members under the pretense of seeking help in slaking a

decision which has already been made. This, in effect,

becomes brain-washing or the seeking of reinforcement.

It is often interesting to observe the reaction of managers

who are confronted with invited participants who refuse to

support a decision which has already been made.

2. Managers sometimes only consult *Wm their staff about

impossible or highly difficult situations. A favorite

ploy of an autocratic manager is to pass the very diffi-

#Tult or almost impossible decisions to the lowest level

of the organization. The logic behind such action is that

if things don't work out well, the blame will be placed at

ft lower level.

3. Participative management techniques should not be used by

all managers. For example, a manager who is easily threat-

ened or who needs constant reinforcement may feel uncaa-
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fortable mince this form of deoision-making elicits

open and frank criticism and evaluation by subordinate

staff. In other words, the manager and anyone who

participates must be able to take criticism.

In deciding upon the strategy to use in solving a particular

problem an administrator shol-ld always consider the fact that inviting

wider involvement in making decisions does not always bring positive results.

It should be kept in mind that the decision - asking process can pro-

duce many side benefits, some desirable and some undesirable. Participative

decision-making can be used as an 1n-service development program for

strengthening and improving staff. It can also be used as a technique for

observing an individual's readiness for promotions or assignments re-

quiring increased reaponsiblity. In these situations, the superordinate may

not relinquish his responsibility for the final decision, but rather becomes

a filter through which the decisions his subordinates make are passed and

evaluated. This process must be so structured that the subordinate does

not perceive it to be simply a simulated procedure.

Some people are not interested in participating in the making of

decisions. In fact, some people are not interested in taking !Er respon-

sibility. Many studies show employees are willing to let employers make

decisions for them.

What are the reasons for this condition?

1. EMployees are conditioned to having someone else make

their decisions for them.

2. Their personality characteristics are not conducive

to making decisions.
1;L

3, They do not trust or respect their superiors.
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4. They perceive their role as being one where they do

not make decisions.

Perhaps the time is at hand for experimentation, demonstration

and learning about some of the following unanswermi questions underlying

the use of group problem-solving:

Whet are some of the successful methods and techniques

which can be applied to using groups to being about

desired changes in state divisions of vocational education?

What are the roles of the group leader ald followers in

these group experiences?

Under what situations should groups be used and when will

they be less than successful?

What methods should be used in selecting group members?

How should groups be structured for most effective operation?

The main question is "Should the principles of sensitivity training

techniques be categorically ignored by the leadership in vocational education

or are there usettl aspects which can be adapted and used to bring about

desired changes ?"

One of the areas state directors of vocational education frequently

are called upon to meAre decisions about is "personnel management". The

following is a short attitude assessment exercise concerning your opinions

about personnel adminiattation which will be usefUl later.



Opinions About Personnel Adminietratidall

Please indicate if you agree with, disagree with or are undecided about

the following:

1. Staff personnel policy and prectiCes
should seek to enhance the dignity,
integrity, and self-respect of the
state supervisory staff.

2. Staff personnel policy and practices
should generally encourage the
creativity, individuality, and self-
realization of the supervisory staff.

3. If one must decide between equal
treatment of state supervisors of
permitting variations in personnel
practices to accomodate individual..
differeacee among state super-
visors, the state director of
vocational education should generally
favor the former.

4. If a serious conflict arists between
two state supervisors, it is usually
a good idea for the state director
of vocational education to node, ate-'
a discussion between the two in an
effort to reduce the conflict.

19

Agree Undecided Disagree
A

The following are simulated situations requiring decisions about

personnel management. Please review,tach situation and determine how you

would resolve it.12 4 1

a

11Adapted from: Wynn, Richardr Simulation Metericls on Decision-Making
rin]gbmmtsshos!iActllRlaIrstA2R. The University Counal for Education

Aftinistration, Columbus, Ohio, January, 1966.

12ibii. Wynn, Richard



SITUATION 1

TO: All Division Directors

FROM: James Long, State Superintealaut

DATE: January 3, 1973

SUBJECT: Sick leave provisions

As you know, the Personnel Committee of the State Board of
Education is reviewing certain aspects of our personnel policies.
Presently under consideration is our provision for up to five
days absence annually, cumulative up to thirty days after six
years, for absence with par because of illness. There is good
reason to believe that a few state supervisors are taking ad-
vantage of this generous provision by claiming illness while
absent for other reasons.

Please indicate below how you would feel about our requiring
a doctor's certificate certifying illness for all such absences of
two or more consecutive days duration.

I favor the requirement of a doctor's certificate.

I disfavor the requirement of a doctor's certificate.

20
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SITUATION 2

TO: All Division Directors

FROM: James Long, State Superintendent

OCR: January 4,

SUBJECT: Reconsideration of retirement policy

I tend to favor division directors having a mm$or respon-
sib:lity in deter ining the prapir time for the 17etirement of
state supervisors. If the board were to delegate this authority
to division directors, would you generally favor

the automatic retirement of all state supervisors
at e predetermined compulsory retirement age for all?

the retirement of state supervisors at various ages
beyond, say 65, as deterained by the merits of the
individual case?

Please check your preference and return it to re. There
will, of course, be opportunity for farther discussion before
any change of policy is undertaken, if consideration of such
change seers appropriate from your responses.



SITUATION 3
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In September, you receive these throe items in your mail.

#1

TO: All Division Directors

FROM: James Long, State Superintendent

SUBJ2CT: sesse.r.4s4infiRpaw.

For the past eleven years, our state education agency has
taken pride in the ino percent membership of our staff in NBA
and IAEA. We regard uembership in education associations as the
hallmark of the truly professional person. I hope that division
directors will initiate appropriate action among their super-
visors tc encourage our continued perfect membership in these
important associations.

* * * * * * * * * * *

Dear Prat:

September 20, 1973

As you know, 1051Y1 had 100 percent membership of our aL9er-
visory staff in cur professional associations. But this year,
five supervisors on your staff (Davis, James, Rubin, Jeffco, and
White) have failed t.) submit their applications for membership
despite some nudging fror our state membership committee.

Would you take a moment at your next staff meeting to
speak of the bonefits which derive to us and of the prestige to
our state education agency membership in our professional
associations? Perhaps you will want to speadk to these super-
visors individually.

Bill Dodridge, President
Li ller State Agency

Eduqation Association

f
* * * * * * * * * * *
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#3

Dear Fran:

Several of us are interested in the possiblity of establish-
ing a state education agency affiliate of the United Federation of
State EMployees (UFS). Could you make conference room #2 of the
John Dewey building available to us for a meeting on October 1,
1973 at 8:00 pia., to explore this possibility further? Since
we'd like to get out the notices soon, could you give my secretary
your reply befor., the ead of the day please?

* * * * * * * * * * *

I WOULD

Tours truly,
Chuck Radosovitch

....



SITUATION 4

You ars the state director of vocational education for the
State of Limbo and you are due in a state snperintaudent's cabinet
meeting in fifteen minutes. You find two telephone memos fray pour
seeretery in your In-bask-at on your desk lemon '4;4m-fling from a
meeting of the State Apprenticeship Council. You have time to deal
with only one of them before leaving for the meeting. Place an "X"
lig the space before the one matter which you veuld attempt to handle
before your departure.

1. A telephone call from the Chairman of the state advisory
council on vocational education asking that you return
his call.

2. A telephone call from your state supervisor of he
economics education requesting to see you and telling
you she had a matter which she wished to discuss wIth
you.

24



SITUNTION 5

Mr. Kunkle, your state supervisor of vocational agriculture,
sent you this note yesterday:

While visiting in the Mtadowbrook Consolidated High
School today, I discovered that the principal, Mr. Enbright
is planning to drop the vocational agriculture program
next year. I discussed the matter vith Xr. Witty, the
teacher of Vocational Agriculture and he and I had it out
with Mr. Enbright. I vented you to know of this in case
Mr. Enbright iecidos to make an issue of the case,

Donald Kunkle

Sure enough, the next morning you get a phone call from
Dr. Langdon, Superintendent of Schools in Meadowbrook proclaiming
the district's right to drop the agriculture program and protesting
Mr. KUnkel's action. He requests you to intercede in the matter.

* * * * * * * * * *

In such circumstances, when I can't establish the tact
for myself, I WOULD

Support the state supervisor.

Support the principal and superintendent.

Ask the state euperviaor to apologize to the prieeipal,

Ask the state supervisor to conduct a thorough study of
the situation.

Take no stand, simply try to pacify both parties.

25
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SITUATION 6

Borough of Maplewood
Homewood, Limbo
July 15, 1973

Dear ?ran:

I noticed in yesterday's Times Herald that Mr. Jeffco, one
of your state supervisors wrote a shameful letter to the editor
disparaging the whole equal employment movement in labor unions.

Just when we gees to be making rea/ progress in tbis state,
ve get this gratuitous slap in the face from -- all persons --
a state employee. I hate to think of a man with those views
leading our teachers.

Would you point out to Mr. Jeffco how a letter lika that
from a man in his position weakens our hard von progress and try
to discourage him from any more publl: pronouncements of this
sort' Could you follow up appropriately glad let me know how you
make Nut? Tbruks.

We missed you at bowling on Tuesday.

* * * * * * * * * *

I WOULD

Sincerely yours,

Jack Powers, Chairman
The Governor's Labor
Relation Council
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SITUATION 7

In looking at your calendar for this afternoon, you note
that you should be doing three things at the same time and that
you are tied up in other meetings late afternoon and during the
evening.

1. An ad hoc committee of state instructional super-
VilOra wants you to meet with them to hear come
complaints from local educational agencies about
insufficient fund? for conducting needed vocational
education programa and to help them plan for con-
ducting public bearings on vocational education
prior to the next session of the state legislature.

2. State superintendent Long has called a meeting of
division directors to plan programs for National
Education Week Mit month.

3. You ham a reminder to youiself to rrite An article
for the American Vocational Journal on the reed for
improved personnel development programs in vocational
education.

* * * * * * * * * * *

Since I can handle only one of these is the time remaining
this afternoon, I WOULD undertake # this afternoon and deal
with the other two in the following ways:
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SITUATION 8

TO: All Division Directors

THOM: James Long, State Superintendent

DATE: August 15, 1973

SUBJECT: Volunteers for Committees

I wish to appoint three ad hoc committees this year to study
acme special problems and to r'ort their recommendations to the
Adminietrative Council later. I want to have representation from
our division directors on each of the committees and prefer to have
you working on committees whose assignments interest you most.
Would man please indicate which ''ne of the following committees you'd
prefer to work with?

1. Committee to study the feasibility of automatic data
processing equipment for use in handling pers.ana4
records, financial accounting, enrollment projections
and other tasks.

2. Committee to prepare a position paper on our relations
with the State Board of Education and revise outdated
sections of the Policies and Procedures Handbook.

3. Committee to study the task force plan of organization
and consider 'to appropriateness for our state agency
before we get too far slot* in via. plans for a DPW
office building.

* * * * * * * * * * *

I WOULD PREFER to serve on committee #
following rearonS:

for the
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Discussion of Problem Situations

In reflecting upon yllur responses to the previous situations, you
may consider the following:

1. Situation 1 and Situation 2 - In looking back on your
responses you may wish to reconcile your choices of
alternatives with your preferred values on items 1 arid
2 of the exercise "Opinions About Personnel Admini-
strstioe. These two situations illus -ate the phe-
nomenon of making decisions based upon administrative
convenience rather than upon expressed values.

2. Situation 3 - Again, reconcile your response to this
situat- 1 in light of your expressed opinions in the
earlier survey.

3. Situation 4 and Situation 5 - Situation 4 demonstratas
the common disposition of administrators to respond to
outsiders rather than to insiders and Situation 5 shows
a common failure to back up supervisory staff.

4. Situation 6 This situation has relevance to personal
freedom and he civil liberties of professional employees
of state governments. It also relates to the second item
in the opinion survey.

5. Situation 7 - This situation requires a choice among
(1). Appellate (response to subordinates),
(2). Intermediary (response to superiors),
(3). Creative (response to self-initiated) stimuli to
action. The tendency is for administrators to respond
to superiors in preference to subordinates and to neglect
creative decisions.

6. Situation 8 - This situation prompts the consideration
of decision among (1). Technical concepts (2). Human
relations concepts, and (3). Conceptual problems and
skills and reveals the administrators' disposition to
neglect the latter.

Decison-Making As Conflict Reduction

Adminstrstors should strive for the resolution of conflict through
integrative decisions as much as possible, turning to compromise or domi-
nation only when integration is impossible. The acid teat of administration
is its ability to handle conflict. Here are some common sense and humane
strategies for handling conflict that make both the experience and the so-
lutions sore civilized.13

13ibid. Wynn, Richard
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1. Regard conflict, not as an annoyance to be smoothed over as quickly
as possible, but as an opportunity to resolve an issue, to be creative.
Most of man's greatest contributions to civilization have been borne
out of conflict.

2. Anticipate problems early before positions are fixed.

3. Talk with conflicting parties privately first to assess possibilities
of negotiating agreement. Don't bring them together until such pos-
sibilities look fairly good.,

4. Kesp.a posture of open-mindedness. Avoid prejudging conflicts. Get
all the evidence. Hear all opinions. Ask questions. Listen carefully.
Give people plenty of time to talk since often all they want is an
opportunity to have their side heard. Try not to put people on the
defensive since this often serves only to entrench them in their
position.

5. Make sure you know what the issue really is. A person might say
"I don't think his plan will work": when he really means "I think
he's getting too mach power around here." Identify other problems
tied in with it, then try to get those involved to deal with them
one at a time.

6. EncOurage conflicting parties to state others' position. Carl Rogers
said: "You are never ready to argue with someone until you are able
to state his position to his satisficAlon,"

7. Avoid being in a hurry to reach solutions to difficult problems. It

is often better to postpone a decision than to wake a rash uninformed
one.

8. A decision that splits the group down the middle may be worse than
no decision at all. Avoid the either-or proposition. Try to find
an "integrative" decision that includes as much as possible the
expectations of both contenders.

9. Don't overlook the poasiblity of mediation by an outside, dis-
interested, but knowledgeable person.

10. Don't try to reach a decision when anger is evident -- either your
own anger or that of others. When feelings run high, summarize,
clarify the issues, take a break, tell a story, or recess thg, meeting.

11, Make sure the group has all the information it needs before deciding.

12. In dealing with a conflict, keep reviewing areas of agreement. Stress

agreement. There are usually large areas of agreement in any conflict
that are ignored in preoccupation with smaller areas of disagreement.
Keep trying to extend areas of agreement rather than belaboring dis-
agreement, although the disagreement must be clearly defined and under-
stood also.
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13. Small groups are usually better the large groups for reaching tough
decisions, but avoid triads.

14. Try to disassociate ideas free: personalities. Don't say "Mr. Emith
has argued that "but rather say "We have said that 11

15. Establish grievance procedures and use them when necessary.

16. Satisfaction of the affected people with the decision is more impor-
tant than getting your own way.

17. George Bernard Shaw said: "The supreme test of a man'a breeding is
how well he behaves in a quarrel." The supreme test of an admini-
strator may be how well he handles conflict.

A Ikseision-Making Checklist14

The following checklist may sw,ve as a helpful guide to making the
decision process en organized and clxAitive procedure.

BEFORE THE DECISION

Is there really a problem?

Is the problem clearly defined?

Are other problems tied in with it? Can they be factored out?

What kind of problem is it?

Policy? Executive? Intermediary? Appelate? Creative?
Human Relations? Technical? Conceptual? Personal?
Organizational?

Is it one in which I should take action?

Who should decide?

If it is me, am I willing to accept responsibility for the
decision?

If I contemplate "passing the beck", do I have Justifiable
reason?

What values are involved?

What do I wish to accomplish through the decision?

14ibid. Wynn, Richard
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REVIEW

Are all necessary facts at hand and properly verified?

Is the environment ready for a decision?

Have all possible alternative courses of action been care-
fully weighed?

Which course of action in rat integrative, least coercive
or compromising?

AFTER THE EECISION

Has the decision been communicated clearly to all essential
persons?

Have I provided for implementation and follow-up of the
decision?

Have I arranged for feedback, review, and evaluation of
the decision?

Have I established a process, policy, set of criteria,
etc.., that can serve me in making other decisions? That is,
what have I learned from this decision that will help me in
future decisions?

1, The function of administering the decision making process may be
viewed as both the essence and the genius of administration.

2. It is not the funciAon of the administrator to make all important
decisions, but rattier to create the environment and the procedures
which will permit the best possible decisions to emerge from the
total organization.

3. Decisions in educational administration should harmonize as much
as possible with the values indigenous to a free society and the
purposes of an educational system therein.

4. The preeminent consideration in reaching decisions in educational
administration is the beet interests of the clientele to be served:

5. The effective administrator refuses to backup subordinates in
deference to outsiders only when he has very substantial reason.

6. Administrators may need to protect themselves from a natural
preoccupation with intermediary decisions at the expense of
appelate, and more especially, creative decisions.
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7. Administrators may need to protect themselves fram a natural
preoccupation with technical and human relations problems at
the expense of conceptual problems. The latter may often be
more fruitful in the long run.

8. There is an emerging theory and science of decision-making
which helps to illuminate the problem- solving process and
to yield more rational and effective decision.4making behavior.

The agency head should provide the leadership for establishing a

mechanism in the organisation which will allow for a dynamic process of

problem - solving and which will produce sound decisions. Included in

such a mechanism must be the following provisional

1. Procedures for the collection and processing of relevant

data about the problentunder study.

2. Procedures, which include those involved in the decision

and those affected by the decision, in the decision-making

process.

3. Procedures for holding the decision-makers accountable for

their actions.
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