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SYSTEMS RESEARCH IN CAREER EDUCATION IN CQRkECTIONS
T. Antoinette Ryan

° . - Uniyetnity of Kpwail |

onetview
This paper describes the implementa:ion'bf systeﬁh research in career
"education in correétione. The process af developing a generalized model

for planning and evaluation of career,education in corrections is degcribed,
A generalized model of adult career education in corrections is pr;aented,
vand'the tesui:s of nsing a genetalized model for problem-solving in eleven
cbttectinnal set;ings are compated. -

A

Develog_ng a- Genetalized Cateer Education Model

System reseatch is concerned with syatematic and scientific testing
oﬁ alternatives for Optimizing outcones, Systems tesearch produces answers
to hypoﬁhesized queBtions, ;hich can bg conceptualized in relation to a de- &
fined ny9téms. ,The basic cnncept in ;ystema-tesearch is.ihe gigggg, tbat
is, 4n otéanizntion or ntructute comprising an orderly whole made vp of&re-
lated patth.whinn individunlly and in their totality work tngethet to ac~
complish a speciiied.mission. Systems tenearch involves the application
nf four basic techniques: kl) analysis, (2) syntﬁeéis, (3) modeling, and
4) sinulation. '

Analysis is the process of btéaking wholes into component natts, iden7
tifying the partse, determining relationships awong the parts, sepntating
the pwrts, and iimiting thn p%oiess ;hen it no longer is efficient to break
down into smaller units. ngthe;is i? thg process of creating new wﬁoles.

This is accomplished by identifying the elements, determining the relation-

ships anong the elements, combining the elements? and limiting the process.

.
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; Synthésis_is not to be qqsfssed‘wiph assembly, whish‘réfers to éhe combining
of elements 1nA@§e sam¢ way they were combined before, Modeling reférs to
the p:ocgnsgsf cs;ating sfmélified versions of real'iife eituations, Silvssn
(1972) specifies the purpose of model-construction as the provision of a
means by which sffectivsqsss can be ptsdicted without actual implementation
sf the system. The sssesce of systems research 1s the testing of alterna-
tives~fot accbhplishihg behaviorally defined objectives, so that the Best\

. possible configuraﬁion for optihiging outé@ges'ban be'selected. Systems
. research emplovs s&stema;ic evaluation and comparison of alternatives be-
fore, during, and after implementatios. Model'development }s accomplished
by producing and testing models. It is through this process of model p;s~
‘ducing and testing that chances are optimized fd& seleccing the best pos-'
sible cqnfiguration o€ accomplishing a specified mission. Stmulstion is

the process of testing a model under conditions mads to resemble sﬁe real
life situation as éloselyﬁas psasibls..‘Sllvern (1972 points out that sim-
ulation serves two purposes: " |
4 1. Testing a model and debugging it until is hag a very high‘corres-
pondence with reality. 1In this pfocess, problems are 1npdt,'proéessed, and
reptscessed-until all elements of tss model and fﬁé in%er:elstionships among
the elements in the model are identified and are embedded in the apptopriste
.place. At that'point the'design is fixed.

2. Using a ftozen model, which has fidelity of 100 percentﬂwith re~-
spect to real-life -ags a problem- solving device.
Systems research imp;ements three operations in developing a model
(1) analysis of the real 1life situation, (2) synthesis of a prototype; and

(3) simulation to test the model (Figure 1).
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Analysis of the Real Life Situation

’

The development of a-model starts with a look at the existingKEitua-
:15:{. It is difficult, 1£ not impossible, to make any kind of rational de-
.cision about ''where one wants to go' unless one first knows where he is.
This io,eeoompliohed using survey, interview, observation, and testing
tecnnidnes“to gather- data which will describe the existing situation.
Theee.data are nroceased and transformed into information which can be
used for subsequent work in planning e;d evaluating activities related‘to
.career ednqation in correetions.

" The development of tne genefaliied model‘of adult career edncation in; .
corrections began in 1971 with the analpszs of the existing situation in
relation to adult career education in corrections in the United States and
its territorieo. Adult caizer education was conceptualized as a purpose-
fully oreated set of expériences implemented in a2 contrived enviromnment to
.achiere.and support a healthy/z;reer development of individuals, Cateer
development was defined“as the growth tovard occupational maturity and eelf-
identity thro&;h a pattern of occupational and avocational roles implemented
in the self—cnncept This definition of career development is in opposition
to the notion that a career must be confined to a single occupational aresa,
such as medicine ox law, with continuing upward mobility within that area.
_This conceptlof career takes in the total life pattern of the individual
.with_lateral as well as upward or downward occupational movement, and looks
at career development in terms of the selF-concept of the pereon. Within
the framework of this definition, then, the criminal career would not be
.one which would be supported by career education.

In analyzing the existing situation in 1971, a natlionai survey was

v

made, supported by obaervation~end interview data, to determine the extent

",



and quality of the sixfelements in corrections-settings: (1) staff and
clients ef'cOttections; (2) programs for cdrrections staff and clients to
“support cateet and‘self-awateness, career exploration, skili development,
placement, and followup; (3; menies allocated to the support of career edu-
cation fet corrections staff and clients; (&) facilit;'s within corrections
institutions and in the community to support career development;_ (5) psy-
‘chological ciimatelin corrections and the community to eupport career de~
velopment; and (6) community needs and tesourcee related to career devel~
opment'ef corrections staff -and clients. The results of the survey re-
vealed staff and clients were‘inadequately prepared in ateaairelating to
.vocational, -avocationel family, cemmunity, and citizenship roles. The
survey also revealed lack .of ptograms budget, community participation,
-climate, facilities, and hardwate/aoftwate to support career education in
the correctional settings.» A major deficit was found in the area of rela-
tionships among units in institutions and communities. Thete_wae little
articulation from pre-sentence to post-release exﬁetiencee, There was
little integration actoss\&epattments or units‘withiq the corrections
‘agencies or institutions. | -

Synthesis of a Generalized Model -

The creation of a generalized planning and process model 1is accom-
plished by putting togethet unrelated elements to produce the most effec-
tive structure possible for planning and maintaining a syatem. The adult
career education in corrections plamning model was synthesized by using
techniques of brainstorming, literature review, and analysis of existing
plehning and processing syetems. The synthesis of the generalized model

was accomplished as a team effort. The first version of the model was come

pleted in November,. 1972. A major effort was devoted to literature search
. T ‘. .




and analysis of related planniqg models between June and October. In Oc-
tober, a national work conference with interdisciplinary representation
amoné participants was held’fOt the purpose of synthesizing a set of macro-
‘level goals and identifyiﬁé essential elements for éffective planning of
adult career education in corrections., The goais'and elenents were teiated
to the results of the needs asaes§ment; and the model was synthesized in

November., The next step was the 'testing of the model.

Simulation to &est-the Model

In simulating to test a gengtalized model, the procedure isvto take
several real life situations and run them thtbugh the model, This will
reveal if there are gaps or eleménts ﬁhich.are misaing in the planning proQ
cesg, as well as'pointing out where relationships are illogical or weak.
When the real 1life situqfions thch-ate beiﬁg run through the model reveﬁl
.no further mglfuncfions, it can b;.asau;ed that the generalized model has
been debugged, and the design is ftozeﬁ. At that point the model can be
used repeatedly as a ptbbley-éolving device. This means tﬂe generalizad
model can'be used to creaté o? improve delivery systems ?f'cateet education

- for a limitlesq number of correction&'éettings. |

b When simulation is carried out t§ test the prototype, it is esseﬂ%ial
to establish a set of gtandards‘against ﬁhicg the performance of the model -
will bé evaluated. The performance criteria for tesgting the generalized
modei of adylt career education in corrections detive‘ftgm the four basic
principles which Ryan (1969) stipulated as criletia for system effecti‘vg;~

ness: . ' i .

1. The principle of wholeness. There must be no gaps or missing ele-

ments in the system. All of the functions must be present which are essen-

/tial for effective and efficient planning of delivery systems of adult

8 ) &
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‘career education in corrections. For example, if, the evaluation function
were omitted this would violate the ptinciples of wholeness since it
would not be possible to have an efficiently performing system if provision

were not made for both summative and formative evalvation.

.-

2. 'm_nmu_gtmnm&m- The systinm desisﬂ must be one
which will direct_the.planning'of delivery aypﬁems ot‘adglt oareereeduca—

i

tion in correctional environments., This means that the concéptual frames

work for adult career education in corrections must be clearly established,
’ . .\i: "'. . —r"- ’ . N
and the elemen.s related to planning must be oriented to the staff and cli-
R g
f
_ ents of cuixrections, ~

. 3: The prino;ple'of optimization. The mission oust be implemented

in supporting goals, subgoals, and objectives. (In 1ight of & generally

s

accepted misaion of corrections to teduce che rectdivism rate by some 70 .

percent the macro-level goals which were defined by the Cateer Education 2
Conference in 1972 are seen as televant.' The goals which were synthesized \

. from the task group reports of the National Cateet Education in Cotrections

\

Conference are seen as givens, to be 1mp1emented in subgoals specific to

the particular corrections setting for which:e delivery 'system is being

designed or implemented, Thege;macro-level’éoalsngte:

-

a. Making staff and clients capable of efficfent deci{sion~making

-in relation to petoonal and occupaticnal putsuits'
b, Making stafﬁ and clients,capaolevof impiementing healthy, po-
-’ ) . ' “‘ \.
sitive, work-oriented attitudes and values L -

‘¢, Making staff -and clients capable of tmplementing citizenship

'
4

responsibilities which conttibute to the social good .

-
’

d. Making staff and clients capable of 1mplementing aoctal rela-

tionship skills and being aware of cultural differences

»




e. Making steff and clients capabie of realizing self-fplfillm;nt.‘

The subgoals and performance objectives epecified for the delivery sys- .
tem.muat implement the five macro-level goals.

4, The principle of gxgtggétizatigg. The relétibnqhipg among the
functions must be strongiy related. In a planning model, it is 1mportgnt
that each function be shown to have cleatly defined relationships to other
functions, and that feedback mechanisms :3 insure qgality control are sgpe-
cified. The planning Qodel must be one which wiil direct the ﬁlanning of ,‘
. systems in which the elements are closely telated '

.

The gereralized model was used for 32 natration simnlationa. which

)

were accomplished,aa data ftom 32 different cotrectional settings in the
' United States vere procesaed through the generalized model, In addition

to the simulation, the model was subjected to @ndependent evaluation. The

'

evaluations and the iterative set of simulatxpns resulted in identification
of malfunctions in the model. A model design task force was constituted

‘to revise the model, using feedback from the simulations and indeéendent

-

evaluation. The revised model underwent 25 simulations, ﬁeing daFa from

the teafﬂlife environment-of 25 cottectiongr settings. The design of the

generalized model which resulted from the iterative replication of simula-
-tions from 57 different cotrectional settings is frezen, and the model now
stands ready for continuing use as aaplanning modelgfor adult career educa-

tion in corrections.

-

The Generalized Adult Career Education in Corrections Model

The planning of adult career education for any correctional setting is
conceptualized as a process involving seven separate but r%lated functions
(Figure 2),




Establishing a Conceptual Framework (1.0)

The first step in pianning an adult career education‘system is go.e;-
tablisgh a conéeptual framework., This is accomplished b& eétablishiﬁg a
tationale,hby setﬁing forth the reason for‘théuexistencé of thé system; and N
specifying undeflying principles or assudétions. A key function at this

LS

astage is the 9pec1fication of the stated mission of the}agenéyéot organi ~

. 4]
£ . \

zation in which the system is to function. The conceptual framework sgrveS",
the pur;ose of pfoyiding a basis for delineating'én ideal b&stem, and in

effect, sets the outsidexlim1QB and the philosophy basz for the systems
opetation.- In thé generalized model a number of assumptions a;e btesented

as givens, implementing the concept of adult career educaﬁion‘in;cotrections ,
settingf The most 1mportént asgumptions deal with the heiief in.fhe.dignity . |
of Qan, the right of each Individual to develop to the ﬁaxtmum his éull éo- ’
tential, and th[ soundﬁess!of providing developmental experiences through

a continuum of related e;periences of awvareness, exploration, sgkill devel -
opment ; placement, and followup imvolving total 1nst1tutional,.ag¢néy, and
commu#ity participation. These assumptions, togethef with those estgb-!

' .lished especially for the dglivety of adult career education in the déﬁig—

nated setting, constitute an essential part of every conceptual framework.

Processing Infotmatibn‘jz.o)

The second step in setting up and maiﬁt%ining a system of adult career
education in cortections is tﬂe proéessing of information. This refers to.
» systematic gathering, evaluating, scoring and disseminéting.of data. The
geneﬂalized deel desctibés the process of-data:gathering, gives guidelines
’ fot:effective'stotage:of infotmatioﬂ, anﬁ specifie;.procgdutes for retrieval
and dissemingtion.\‘Tﬁé genetélizea model speils out the kinds of data which

. . . . N/
must be gathered to support a delivery system of adult career education in

»

~- ' . N



; corrcetiona. In order to.plan.and maintain a delivery system of career

| education in correctiona, quantitative data are needéd to describe ataff,
clients, hardware/softwvare, facilities, programs, Climate; and community.
Data mnst be provided to describe existing job opportunitiea, occupational-
‘clusters, employment projections, and societal needs. “

Assessing Needs (3..0) . N

The third. step in a systems approach to adult career education is the
)
asgessment of needs. Thie is accomplished by'firat synthesizing an ideal,
v and then comparing this against the real life situation. The ideal derives .
from the conceptual framevork specified in (1.0), and is concerned with the
) ideal performance level and career deve&opment of staff and clients, as weLl
as the idealﬂfinancea programs, hardwarejaoftware, community; climate, and
(facilities needed to “support the desired career development of elients and
staff. The real situation is e&gs_ly what exists in the real life environ-
ment, in relation to c1ients and staff as- we11 as the existing financial
support, programe, hardware/software, community% climate, and facilities.
Needs are aasessed by comparing the real against thebideal. First‘the
primary ‘needs are determined by seeing just how close tHE staff and clients
come to the optimum specification for career development and performance
levele. The secondary needs are identified'by looking at the existing sit-
s uation concerning the elements needed to support full career development .
| of staff and clients. In determining needs, the mission of the organiza-

tion, institution, or agency must be considered.

eDefinigg'Goals,‘Subgoalgd.and Objectives (4.0) .

B
The conceptual framework in (1.0) sets forth the mission of the agency

or institution§which is te(deliver career development to staff and clients.

L

The conceptual framevork also sets forth the ultimate outcome to be realized

4
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through career development. The generalize&'model‘presents in (4.0) a set
of five goals, implementing the concept of cateet development. These five
goals become giyens for every delivery system. in running a nartation sim-
ulation usiné*the generalized model, with the intent of producing a delivcty
system, the task becomes one of reIating the needs identified in {(3.0) to |
the set of five goals, to determinﬂ which of the goals is not being met

‘\hdequately. For each of the unmet goals, subooals must be defined which,
in turn, become the ovetriding goals of career development for the partic-
ular inatitution; Each subgoal is‘éxpressed in terms of programs to be
developed or provided in otdet to'meet the‘primaty needs expressed in terms
of staff or client development. For each subgoal, performance oojectiveo

"

are stated. These become the criteria against which syatemfeffectiveness

is determined. The planning model specifies that each performance objec-
tive will be subjected to a quality test to be sure that it is specific, )
pertinent attainable, measarable and observable.

’Formulating the Management Plan (5.0) ‘ . _ g

The goals, subgoals, and objectives specified in (4.0) set forth the
desited outcomes for the delivery system of adult career education in cor-
rections. The.essence of systems research is rea%ly focused in the {5.0)
subsystem, formulation of the-plan. This involves synthesizing the 5est
. possible solution, fron among a number of alternatives, for achieving the _
objectives, and then modeling and simulatingtx>test these options. ‘Finally,
Lthe one which appears to offer the best chances of optimizing the outcomes

is selected. . {

mplementing the Program (6.0)

The plan which is selected in (5.0) must - be initiated and maintained..

This requires a numLer of ptocedural arrangements asg well as a maintaining
<
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function. The procedures for initiating the system first on a pilot basis,
and later on full scale, are set forth in (6.0).

Evaluating the System (7.0)

The evaluat;on of a system is an integral part of systems approach.
The‘planning model provides for evaluation of the delivery systems, both
-as on-going ejfluation of the Operating\sy§tem, 899 as a summative eva}ua-
tion at the cJ?clusibn;of~a ptog?am'Ot cycle of operation.

The seven stages which aée‘gﬁcompasaed in, the generalized podel of
adult career education in cotrections are seen as eeaeﬁttal to the effective
délivery.of adult career educétion in any correctionﬁ,aetting. The gepér-\
al.zed m;del provides a gystematic approach for optimizing cateet)develop-
ment for”étaff and clients in corrections through a continéiﬂg process of

planning, maintaining, and evaluating functions.

Simulating with a Generalized Model for Problem-Solving

+» When the generalized podel of adult cate;t education in corrections
is used as a problem-solving device, the result is a set of delivery sys-
tems which are intended to have the greatest possible cﬁance of optimizing
career development outcomes in correctional settings. An analyais of eleven
such simulations revealé that the delivery systems in the eleven settings
have more differences than commonalities. ‘fhia is to be expected, since
the problem situations, as revealed through the expressed needs and system
subgoals and performance objectives, are unique to their individual set-
tings. The needs in one setting are not necessarily the needs in another
setting just by virtue of the fact that both #re corrections settings.
Some commonaiities can be found, but in the last analysis, since each set-
ting is unique, there is no way that two delivery systems could be identi-

cally the same. The basic system principle of compatibility mandates that




. S - -~ - ,-f'.”)
“the systeﬁ ﬁu;: beAcombatible with its environment. This méans fﬁat each
_delivery system must be one which is designed for and geared to ;he environ-
mént in which it will function,
The tesults of simulations using the\genetalized mozbls revealed that
one need is felt to some degree in almost all of the settings. This is
i conpefned with the nekd for clients to develop ; greater ael%;féalization.
- Analysis of eleven delivery systems which used the genef;lized model for
problem solving reveals that'?ix out of eleven systéﬁs are incorporating
. a counseling function, and three are ptovidi;g individualized leéfning ex-.
periences. The 1diosyncratic nat&te-of the delivery system 1is tevedled.
through the foliowing differences which obtain amoﬁg the eleven systegs
which used the géneralized mndel for ptoﬁleh-solving: one system is a to-
tal staff development opetation; one system focuses on bi-lingual sound-on-
slide vocational ttainiﬁg; one system uses modular portable classrooms; one
system provides a leisute‘time activities center; one system provides a ca-

reer learning center; one system provides an articulated fnstitution-commu-

nity program including social learning in a family setting.

Conclusion
The outcomes of adult career education are optimized in corrections
through the systematic use of analysis, synthesis, simulstion, snd modeling.
When simuletion is used to process problems from different corrections set-
tings through a generalized model, the resuit is s systematic evaluation
of alternatives in order to select the best possible plan: for meeting needs
and achisving objectives which will slleviate the problems and implement
the migsion of career development for staff and offends in that setting.
Adult career education holds a grest potentisl for redirecting snd
correcting offenders and for continuing development of staff 1n';orrectiona.
A systems approsch to sdult career education in the corrections setting can

[:R\f:-kn this potantisl bdbecome s reality.
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