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MISSION OF THE CENTER
. 8 .
The Center tor Vocational and Tedhnival Education is an independent unic on The Ohio Stare
L University campuse 1Eserves dataly tic role m establishing consortia to tocus on relevant problems
in vocational and technical education, The Center iy comprehens ve in its commitment and respon:
abihty . multidisaiplinary in s approach., and interinstitusonal inats pmgr(mn.
W .
CThe Center's mission 1s to xtrcngthcn the capadiy ot state cducational svstems to pm\'idc ettee

tnve occupational education programs comi~tcnr'\\i\t\h.indl\-idu.ll needs and manpower requirements
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. Conductmg research and development o fill voids in existing knowledge and to develop
methads tor applying Anowledge - '
. Programimatic tocus on state leadership development, vocational teacher education,
curttculum. and vocational choice and adjustment s
' Sumulating and strengthening the capacity Ot other agencies arid institanions to create
. . gt A
Jurable solutions to signiticant problems
. . Providing o« natonal information storage. retrieval, and dissentination svstem ftor voc itional
and tedhnical education
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An important function of state vocational education agencies is the administration of federal and
state vocational education tunds, Related directly to this tunction are tasks such as program plan.
ning and cvaluation, personnel manage.nent: and decision- making. The Center tor Vocational and
~ Technical Edu_ution has recognized the importance of this tumtum by providing an upportunity

+for state agency personnel to slmrc pmbhms and ideas thruugh 4 continuing series of national semi.
nars. : .
_ . o : .
The 1973 seminar focused upon improving administrative activities of state vocational education
. agencies, The theme proved to be a timety topic for state leaders. One hundred and twenty-two
persons, reprdse iting fifty state vocational education units, attended the seminar,
. ) v '
Emphdbls was given to the proccssc s and innovative concepts related to the maintenance and im-
provement of administrative activitits. Guidelines and infortation papers were presentd to explain
. and define methods that cau be utilized by leadership poonnel in discharging administrative fespon-
~ - sibilities, The seminar was designed to increase the knowledge and awareness of participants in the
following arcas: management systems, program evaluation, use of performance-based objectivds,
décision-making, leadership manggement, legislation, and st.nfforgam.mtmn
Spcual interest and enthusiasm were displaved by the confererice participants as they explored
concepts and exchanged ideas. Contributioris of n,ntumallv recognized authorities and the practical
solutions to administrative problems formulated b\ participants afe re flected in this conference re-
port. _ L
Recognition is due Danicl E. Koble, Jr., rescarch and development spccialis‘t. and Rubert U. Coker,
. research associate, at The Center for their efforts in directing the semipdr. An expression of appre-
‘ciation is also in order for Center staff memhers Darrell Ward; Curtis Finch, Lorella McKinney, Jerry
Walker, John Walton, and Harriett Stephens for their assistance in conducting the 1973 seminar. The
coopetation of the planning committee and officers of the National Association of State Directors,
of Vocational Education is gratefully acknowledged. o

)

*

- -

Robert E. Taylor
Director
The Center for Vocational

and T cchmcal Eduutmn -
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- To enhance the delivery of educational objectives, it appears to me that one of the most
urgent needs of the moment is in the area of management techniques. We are in dire
need of manugement nformation that will assist us it making more rational decisidns as
. "t our allocation of resourdes. This can b¢ done by the appropriate.use of data inpgt and -
: scoper analysis of the data for impact assessment. Management must also acquire experi-
- ~ ence and insight into the alternatives. 1t must have the gapacity to measure and test thie
_ alternatives fqr decisions regarding resource allocations. To assist gducational planners
' and pdlicy-makers is an imperative. This is pgrticularly true in occupational education
wiiere people are being prepared for a highly competitive marketplaces The dnvestinent
- o in education must demonstrate a cost benctif in very clear and specitic terms.* ) .

. . .
. . d-.
. .

A . .
) " Theabové isa difct quotation from a letter wrigten by Gregory R. Ancig, Commissioner ot
Education for the Commonwealth of Massachusetts. Dr. Afrig’s emphasis on the importance of .
A x:ljnagcmcnt competencies for state-level vocational gducation personagl is typical of.the concern
. Apressed by many chief state school officers. _ . ; 3

-
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* Letter dated July 20, 1973, written to Daniel E. Koble, Jr.. The Center for Vocational and
. i . . A
R * Technical Education, in response to a request for ideas to be included in planning for the 1973
" Leadership Development Seminar for State Directors of Vocational Education.
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e Educatlon m the State of Tennessee AR
| S o » R
R ' e B\ lhc Honorable Wmhcld Dunn'* . - C

. ‘ ‘ \ .
—t . \
hd . - \ . -, . - 0
. - ¢ -

ln ?lunkmg .abnut the subjcgt of \butmn.tl cdu;.m?n [ am reminded of a rcl.mx ely un1umwn »
cf\.nptcr of Tennessee histiry. | doubt that many of vou are awdre of the small cotmunity of Rugby,
Tennessed. in the Cumberland Mountains some 125 miles cast of here, ft is. however, listed on thre .
National Register of Historic Sites in recognition of-its national mgmhcancc. '

. Lo .
- . -
. - . - - N .
- " ] = * .-

YU L T880, Thamas Hughes, the Engli3h statesman, novelist, and philanthropist. estabiished the &
Rugby u)lum tor certain sons of the aristocracy. These lads were brought to Tennessee because '
their society denied them a basie right. the right to pursue the vocation®of their choice. These \ouh{.,“ - e
men wanted td learn manugl trades. endeavors that were not g«)ns:dcrcdn"rcspcctablc "at a time whc ;
the Enbllsh educational svsttm had nnthmb to offer but preparation for the “learned professions™
of nwdlunct law, am{‘thc'c lergy.. © - i . e .
. . S e . ' " . . . o
Unf rtunately. sume sectors of our society stlll regard the trades as less than respectable. No

one has more forcetully im{ictcd this attitude than U.S. Assistant Secretary of Education Sidney

Marland. In a recent sficech, he noted th et “*Education that is classconsciouns, separating cullars by
color. canmot be a source of equality but of divisiveness, inevitably we.ukcnmt., and blurring the mutual . .
respect and understanding dpon which American society-is intended to stand.™ Secretary Marlaad
is. assvou know. the foremost advocate of a concept called * career educatjon™ as.the remedy to this
divisive dichotomy of our educational system. For a few moments, I wopld like to relate our cfforts
s - W interpret .md/unplcx’ncnt this concept in Tennessee. X .

L .
’ . o

Many educators and public officials have tried to define the concept of carcer education. 1 pre-
[ . . * . . . . 7/ )
. fer so think of it simply:” Career education is the common sepse idea that afl .our citizens should , ’
receive the type of education that will enable them to have satisfying and productive lives. - = -
- . Al \ . ’
. Career education, itself. is not a program. In fact, one aspect of this concept is the realization . .
’ that all education is career education. but not all our education is good cateer education. The em-
+-_ phasis on"this concept by an attempt to increase the value of our instructional efforts to our citizens
and &hcu’ lifework. ' . : )
. 3
- t
The essente of career education is “that all ediicational activities should be aimed at assistiff T2 .
individual to .mal)zc his abilities and interests and provide him the necessary information, guidance,

*

N LY
. FThe Honorable Winfield Dunn is governor of the state of Tennessee.
. . ‘»
e A R , -
: . . - .
L “ o _ M~ Lo 3 ,
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=+ and skill develapment to help h';t:n a /hic\'c a4 self-determined capeer n.b_ic;ti\'c. In addition. cdueation
i mist give the student the nppu'rltuv/:\' and the knowledge to tahe advantage of it to leave the s
' tem.at any of several appropi¥ate {mmt\. tully prcp.md tor the aceupation he or she has chosen, '
The alternatives, cither dropping Gut withoeut sutficient shills or becoming overqualitied tor the

uh().\nn cdreer, dare prn\ vn pl.lguLs to . OuUr econoiny and society,

". | . * Y f' - ; . . .
N
, N
ICIN One x\.nuplg o the ct{urts of this administration is the million-dollar speu fal industry n.nmng
TR
' - program begun last @&ur to provide workers trained to mieet specitic needs of Tennessec industries,

3 Bat mospiniportant is the cdrreit pl.mmn;, of the Department of Edugation designed to provide

-+ 7« vocational cdm.ntmn opportunitics tor all high school students by 1977, serving at least fifty per-
: cent in cach county. as \wll as provide prevocational instryction in junior high,
s’ S : : \ o
. N * ) :
. ‘The Department ot Education will prcsc nt a cnmprchcmivc vo ationai education plan to the
. -' nc\t SESNON n‘f thL Gener ;l] ‘\\Stnlb‘\ . T hg ux d\ .l\.ll] blc tor thls purpuu \\l” ,hgn lk ‘lpp]lt‘d tor

thisplan in order to L\r()éu\\ tow ard the 1977 gaal, Of cotrse, a primary emiphasis will be placed on
the best utilization of the enisting Lumprchum\ ¢ high sehools and arca vocational- technical schools

in déveloping a coordinated svstem of comprefiensive vécational education,
s 3 . -

. - ,
~ Welose sight of the reason for this program unlgss we weighits impact in human terms, For
' .v“L\.llllplL we know that more than a quarter of Tennesste's ninth grade students never reach high
- - schosl graduation. This dropout rate is tragic in a society (,:t increasing speciatization and rehance
'~ & on formal training.. | ) .
What does a high school dropout have to look forward to? Fifty vedrs ago, his prospects were
not bad because he wasbtten comprong with individuals with w similar lack of formal education.
L, e 3 v
. But in 1973, a nigh school dropout is often dnumul to a lite of drifting from one minimum
. w.\g,c Jubto. mnthcf ‘with’ pcrmds of ummplm ment in between, All lw ‘ause of the competitive

-7 = -disadvantage of nof possessing a diploma.

. In comparison, what can students in one of the new wmprchcnsxw vocational education pro.
grams expeet when they leave school? They can expect to enter a labor marker, where their skills

. will be rewarded by a nwanmg,ful wage. Pt‘rh.lps even more important, they will possess skills thats o

mdustr\ wants-and needs and that give them the flexibidity to find self- suppm’tmb and self-fulfilling

. jobs. l'hc_\ will be, in shogt. productive members of society. ..
L -« N ’ o
[t is with this prospcct of | mvcstmb in pcrsons who will bu&ld a better Tennessee and a better
nation that | look upon our planning effores for wmp,rdwnsn ¢ vocational education. Even more
satlsf\ ing is the knowledge that we as Tennesscans aré giving nt-hcr lcnncsw.ms the opportunity to

"develop their potentials and their self-esteem.
" hd . M . . . n ‘. .
. * . . .- . € . . . e
~ ' Each state represented here is engaged in varying degrees and in various ways in the etfort to
make.our educatignal system btttcr serve the needs of students and society. Inmy opinion, there

is N more important endeavor. 1 npplaud cach of vou f( ot 1l\ms1 the time to multiply our progress

M . L]
d . . , . .
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through sharing and cooperation. There are more than fifty million good reasons -the school age
children of this nation -why vour time will be well-spent.
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The Greuning of Career E‘ddcétion

* By Wiihiam L Smith -

" Jonathan Swift, the satirist. wrote some time ago about imaginary people who fought bloody
wars among themselves over such ewoteric considerations as whether an egg should be opened from
the big end or the little end. Over the vears, the education world Las had its share of big-endiens
and little-endiens. In the course of their tribal battles, some deep and painful wounds were inflicted
on both the institutions responsible for the education process and the people concerned with teach-
ing and learning, -

-
.

The historical schisim between the vocaiional education camp ana 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. 1 think we have
reached a kind of maturity in the cducation community a level of sophistication that permits us to
view vducation not as a series of separate enterprises but as a collaborative independent venture made
upof 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. o

Let me cite just two examples of this collaborative movement which, t might add. the federal
government has kad a hand in promoting:

" We see it in the new alliances formed in the area of teacher training. Where colleges once pre-

. pared 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 coltaborative training programs—toward a sharing of responsibility and resources. Ef.

- forts such as thé 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 makesbelieve
into the real world. Not too long ago that was considered  task as impossible as moving Lake Michi-

gan to Arizona.
k]

“William 1. Smith is depury commissioner for development, [nited States Office of Education,

©
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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 partner-
ships. Much of the improved relationship can be traced to Title V of ESEA. a variety of formula

grants under other legislation, apd efforts to make eftective use of discretionary funds. |can remem-

~

*

ing of the relationship between a career and one's life style. . ) ;
. ng . .

ber the time when expecting state and federal ag :ncies to sit together in any meaningful joint'venture
was like expecting the Republicans and Democrats to hold a joint convention.  » ‘
E . ’ .

The collaborative efforts, the pooling of talent in these areas, prédictably led to a cooling of
animosities. | would venture a guess that much the same thing is destined to occur among the dis-
ciplines that make up the components of career education. For career education introduces 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 2 healthy back and forth, but developing the -
tareer education concept with any integrity means that all concerned must work: side-by-side;in
mutual respecg, not only for one another but for a mavement that implies a whole new concept of
what education ought to be. And that concept is designed to restructure the educational system to
the extent that it is no longer locked into a two-belt conveyor system—one %c’ared to producing
“winners'* and the other adjusted to turning out "losers." :

_ 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 wasa berfe_cr,t_ﬂbreeding ground for perpetuating
the "We-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 tashappen. | . - I

PO -

. .

The one thing most current definitions have in commion 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 setvice to one’s home, one’s family,
one's community. or one's self~becgme 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 world of work, decision-making

" relative.to educational needs, and, finally, preparazion for career proficiency. It allows for decisions

at various stages, including new decisions in early or mid-career. It also provides for an understand-

-

Yet. it seems to me that the consensus toward which we are moving in definitions and in rhet-
oric is spmetime i at odds with the reality of what is happening out in the field. It is part of my
mission to prevent this from continuing. :

" In recent months. | have talked with numbers of people concerned with career education—chief
state school officers, sume state and local vocational edycation directors, researchers, a host of

T -
~
. i : o v

8 . y ' | ' . _

-

o

»
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concerned individuals in academic quarters, and people intluential in vocational education organiza-

tions. . .

>

What | have learned is that there is great concern that career education is being viewed by many
in the education community as simply a rehash of yocational educatien - an effort to enhance it and
legitimize it. Well. implicit in chreer education is an eftore to enhance vocational education. but as
a discipline in its own right that has a sizable contribution to make to the larger concept of career
education. The advice 1 have received is to make sure that carcer ed is not vocational education by
another name  that vocational edvcation is recognized as o discipline within career education. just
as are math, science. English, and the social sciences. Frankly. it is afi important part of my mission
to see that vocational education does not dominate, control. or unduly influence the career educa-
tion concept. | ‘-

.
> «

- There ate other things | have learned. One is that some folk in the academic world look askance
at the wholg movement. They see it as a rejection of the liberal, humanistic tradition of education
in favor ot a strictly pragimatic approach focusing on employment and income and meeting matipower
needs. This attitude, 1 think, indicates cither a failure to do one’s homework or that some highly.
credentialed practitioners are educated bevond their capacity to learn. |

.
.

" As | see e, if career education is to serve its purpose, it must be rcéognizcd that many com-
ponents contribute to a meaningful carcer and all of the fewards that accompany it. An individual,
no matter at what level 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 good mental and physical
health. and skills in human interactions. To pursue satisfving work at any level requires a familiarity
with sciende and technology, the abflity and knowledge necessary o function as a citizen, exposure
to art forms and an appreciation of beauty. and an clement of selt-awareness. This is far tfrom re-
jection of the human tradition. On the contrary. it supports it and carries it further by saying that
intelligenit career choices enhance an individual’s opportunities to pursue a meaningful life,

_ . A
- - . L
There is nothing te rule out the study of history or English or biology or philosophy for their
own sake-for the simple reason that one is desirous of fearning 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. carcer 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 atademicians who have been reluctant to take a hard look at the world around them so that
they can relate their work to it. N

I have also learned -and this, as you might expect, | learned early in the game--that most minor-
ity groups: especially. the poor, are suspiciods 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 dimension to the minority experience.

' 4
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Propcrly applied. career.education will bccome a vehicle for directing more young people from

minority groups into.the work world or into our cuﬂleges. It will do this by preparing them at an o

carly age--by introducing them to-the uppnrtumtw$ open to them. Many of the young people for
whotn career education can open new worlds are che very same youth who are presently dropping

“out of high school or graduating without a marketaple skill or a career goal.

r

If the purpose and function of career educatiop is not understood or is-deliberately-ignored.
" there is a real danger that the fears expressed by minority groups will be realized. It is my mission >

to make certain that these tears are not realized.

I have also learned that some people see career gducation as a scheme to force carly career

2

| | .
T _

decisions. On the contrary, it is an effort to expose people at a very early age to the vast variety
+ of upportunities open to them. As someone recently said, failure to teach decision- making in rela-
tion to work situations is like forbidding a youth to datc until he is twenty-one.” The intention is

té keep options open, but the result is often the opposite—a liaison with the first person available '

after the bars are let down.

[ N

“These are some of the doubs | have encountered. And they are not 111 founded or foolish as
long as misinformed ‘or ill-informed school and non-schiool people continue to flounder With an ill-
defined concept. Thé 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
dcfmmon that might stnﬂe creatnvnty and dlversxty

But the time has come for us to assu_me 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 exist-
ing 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 dollars. .

: Of course, it is not my intent to imply that deception was the-name of the game. Far from it.

e

-

’

Most people who cither 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 vou know. some of the states and some local school systems developed highly sophisti- - -

cated programs. And many of these we think will hold up under criteria currently bemg developed. © -

-
-"

-

" In spite of these and other er':‘couragmg events, we are still handlcapped by a fact | mentioned
earlier—that over.the past few years career education has come to mean different things to dlffcrcnt
penple. Everyom. seems to be domg his own thmg

.. -
.“,‘ [P j ).l Y ‘h} » )5 P
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From the federal perspetﬂve, the newtenter for Career Education (CCE) is fated with the
_problem of supporting activities designed to kring a greater measure of order to the career education
movement. This is primarily because career cddcation is receiving wide attention, and a wide variety
of programmatic efforts to incorporate carcer education in the schools and colleges is bemg made.

s
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This sitiation poses a problent for tederal policv-making, On the one hand,any effort to constract

4

«asiagle detimoon vuns the visk ot stitling the ereativity that is so important a part of educational
reform., On the other band, without some conmon understanding as to the meaning and purpose
of career education, confusion and tragmentation ot ettort will result.

: Conseguenthy, a concise dperational effort will be undertaken. thereby assuring 4 more cttective
Aeadership rode tor the tederal government. That eftfort will facilitate discussi@ and sharpen both

. the issues and the upc!'.ltiml.ll positions, CThe proces. will turther retine the caicer education x'nllt'.cpt

through 1 svnthesis and exploration of mgjor varianes, and in so doing build constituent support and

clarity the major issues to be addressed during major installational activities,

<7
5 . N N -

. r ’

At the sane time that this coneeptual anay sis and site diagnosis eftort is taking place, pre-
iﬂ\t.ln.ltit-ll ACtivitios \\'i” be Ulldcl‘t.ll\cn. Thcxt' \\'i” in\'nl\'(‘ o ncvd\ ANSCNNINENT h}' l‘.lL‘ll sate nlll&'.l
tion .1.\_:&‘!\1-_\ . the gic‘\.n‘ll)}‘llln‘llt ot networks of two-vear and f‘nul'-_\c.!l' p()*.t-\L‘x'\‘nld.n'.\- matitutions
carcer edacanion, the mitation of teacher training and statt development .{L'ti\\itiu;in IHE and LEA
comsortia, and the development of aii information system that will enable the Office of Education to
provide assistance to gates, sehools, and colleges interested in beginning or enhancing career cduca:

& . tion tiatives.
fa The purpose aof these activities is to begin e development of a suppart s_\'\tcl\'\l i préparation
. tor installation of unnpn-lu-nsi\'u career cducation efforts on a nazional scale based vpon the data
\lt‘\ulnpul trom this al u'!ln\tlg Al ll\ sis, NLates v Al be .ll)lt to determime tIILIr nu.d\ .llld dASSUSS their
capacity notaaly for participation in the nationahinstallation progiam but alo to increase or begin
mitiatives ot [l\( 1T O, Puist see t)lld.ll vV ONISEHINTIONS are 1 \\ldl range nf pmtun\ U 1S career
cdis atton and must be encouraged to begm an exclunge of mtormation on an organized basis and
to sech effectine avs to courdmate their eftores with schuool Syateis, St staft s the Rev to AR
program nitiative in carcer education. cfforts must be encouraged to devise statt naining programs
and the nudrerials needed for traming. and to doso by sapportimg e onsortia arrangements among
school systems and universities and eolleges. And it formation contaming comprehiensive ilfustrations
S ot successtul carcer caducation practices and processes must be made avalable to the ficld as a niajor
- forn of OE developmental assistances We firmly believe in the journal of negative finding knowing ©
what sor to do can beas helptil as knowing what to Jdo.

Y

. Please remember that particular attention to a courdinated. caretully defined and tocused eftor
m carcer cducation was firse made [\U\sll\]c with the crearion of the Burean of ¢ Yecupationgl and
Adult Education in the Office of Education.” The burcan was established under authority of the Edu-
cation Amendments ot 1972, It H'f.f.iu'.i.l”_\' came into being ull‘M..i._\ 17. 1973, ‘

v
- 3 e

. At the same time, the Center tor Career Education was established withm the vew burcau,
The Center has been given I'L\pnnxlblllt\ to according to the Eederal Re gi\rvr “plan. develop, and
coordinate all career education progratis within the Office of Edu. ition.” The present planning

actvities require tlu wenter sttty to develop a set of Criterta to begised inidentitving carcer educa-
Cp tion actihaties first in OF and then in t}u ficld. ' .

..»;
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Weare dnnw this in concertavith all of the deputyships that have an mterest or fnvestment in
carect cducation. with the staft of the Assivt. it Secretary tor Educatioa, Stdney P Marland, .md
with the Carder Educasion Task Iun ¢ of the Nt mNn\muh ot Ediecatiom

-

. ttis sate tosav that po eftopt in GE over the Tast two vears has had so many units within the
attice feehng asense of ownership as s the career education notion. Kam sure that much the s
thing is happening it the field evervbody seems to own or want a prece of the action, This sityation
has its good pomts andits bad points, but trom an administrative view, 1t depands rigorous coordi-
muting cfforts. The arreria to which reterred represent a first but important step m “getting e all

tl{;{\‘[ll\‘t' 1 the Ottfice of Education,” . -

W hile the criteria are not tinalized. 1 thipk they can give vou a vlear notion of the direction in
which we are moving, Let me paraphrase trom the ofticial documeng setting torth the eriteria:

I accordance with the agreement reaclied amonyg OE, NIE, and the Office of the Awistant
Secretary vor Educan i, career education i is wmajor Edm.mnn Division thum tor making cducation
consistent with the needs of society and its members. The Education l)ms-nn includes OE,NIE
and the Fund tor the Improvement of Post-sccondary Education, These major objectives of carcer

ulm.mnn h e bun agreed upon: T e \
‘.
- .
) ‘ ,
.‘) “pe . " .
L. Tomprove the quality of career choice
) Y -" . ’ . . Y.
2, Foamprove individusdd opportunities tor career entry
3. Foampoove mdividual OPPOTTINITCS for career progression

All of these goals, especially the third, require the involiement of other segments of society
inaddition to the cducation sector, Nevertheless, the education sector has specific responsibilities
in insuring artention to the gualitative aspects of career clmiccs‘.‘ It is also rcsp'nnsiblc fur preparing
students for carcer entry and enabiing them to make and prepare for subsequent choices and progress
in carcers. f\L‘L'()rdillg!.\'. the following eriteria are considered instrumental to the fulfillment ()f()_ﬁ's
contribution to the goals of carcer education. They will be used to identity OE carcer education

— N

initiatives. : T
CThere are three types of projects, The first will be designated a Comprehensive Career Educa-

tion Project.” bt muse contain @l of the following ebjectives: '

1. Todevelop and expand the career awareness of all students in the educational levels served,
. ‘ V ' CEEAY
2. Toprovide all students in the educational levels served with opportunities for detailed ex-

. s Py . . . . .

a ploration and. or specitic and general knowledge and skill attainment in a career of their

choice through in school and out-of-school activitses

iida L



S . ." . . . A . .
o 3 fTo provide carcer orented guidanee and counsceling to all students in ehte educational
- ‘g'\ «'I\ \(‘!\L'\l . -
A .

2 . :

' 4 Lo provide career placement services t students leaving educational programs atany fevel
to masure that cach cueh student enters or returns to either a job, furcher tormal education,
or o speditic alternative it v\}w‘rivm ¢ designed i terms of the individual’s career develop
it ) . .

Tomprone the cogmitive and attectne pertornance ot all students nthe edacational

PR

evels semed Dy reSorecrarmg the correulum to focus all subjects around o cazeer deved
. . opnicnt theme
%
. 20
. Fooprovide training for educational pvr\nmu-l to nuprove their L.lp.uhi‘it.}' to design, oper
atesand or evidluate those aspects of educational programs that meet the preceding ob
ot tives ) _ ..

' A second tope of project wall be designated o Career Education Suppore Svstem Project™ it
contains one or more of the following asits ondy obiective or objectives: '
o 1 To provade training e educational personnel to improve their capability to design, oper.
ate, and or evaluate those aspects of educational programsand experiences that mect one
Cormore of the objectives enumerated the “Comprehensive Career Education Project™
\1\‘\i:_:ll S

-lo

= Todesign develop. tests demonstrace, or disseminate curriculum materials the spediti
purpose of which s to enhance those aspectsiot educational programs and experences
that mect one or more of the objectives in the “Comprehensive™ desige

e 300 Todesign. develop. tests demonstrate, or &sseminate management materials the spec itic
purpase of which is to enhanee those aspects of educational programs and experiences
% . _ . ) . RN .
that mect one or more of tle objectives in the “Comprehensive™ design

(S8
»o

.
L0 -

A third ty pe of project will be “Career Education Related™ and will have more limited goals,
It will be so \lc.\ign.:tcd if:

" . - .
. . R
.
. . " ‘
z ¢ . N H .

1. It contamsone or more, but not ally of the objectives in the “Comprehensive™ design or

“
2 It contains one or morc of the *Comprehensive™ objectives but attempts to serve only
A e stadents in the educational Tevels served ceag asehool English deparrment attempts
S ¢ to mahe its curricalum Carcer oriented although the other academic departments in”the
whonl do notaor a specitic vagational pm‘ur.‘nn adds a career development dimension to
" its courses while the remainder of the school madntains the traditional academic vocational
) \plﬂ- . .
- - . ’
. o . . v . .
. ] . ~
. ; .1
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3. 1t contains, as onlv 4 portion of its objectives, one ormore of the objestives in the second
- '. design the “Support System™ grnup ab projects
Running thruuuh the criteria [ have just read is a recurrent phr e students at all educanonal
wvels,™ That xhnuld tell o vou, that we are not restricting our concerns to-element. iy adsecondar \
schoals, A great deal nee ‘s to be done at the colle g .md university leveland certai=lvwithin the -
two year \()”kgk.\. Pressure tor carcer oriented kUH"kll]lllll\ is connng as much from students in post-
secondary institutions as trom anvone else. They have a heavy investment in their college educations
atd they want them relevant, they want them to pay ottt in terms ot 1 worthwhile carcer and satis
fving lite sevle Institutions of Indwr education also will cert. unly be involved in the training ‘md

t . retraming of educational persounel, ) .

: Obvioushy, Fam attempting to cover a fot ot ground herecand 1ehink Ehave deseribed-the.

. 07 Office of Education’s stance to date on carcer education as best 1eane Thave shared with vou cer

- - tain decnsions though they have not been completely tinalized. Now Twould like to touch upon the
i role o \'U(;ltinllill cducators, .

s : *

Over g periodof time, 1 have worked with many vocational educ nfﬁz. eapecially those involved
in personnel development activities under Part F of the I.dm.mun Protessions Development Act,
One of the most important things | found out is that the concerned vocational cducator is perpetually
mvolved in ettores to improve his discipline. And that, it seems to medis one of ghe most signiticant
contributic:s the vocational educator can make to dgulnpmu the career cducation concept, At the
o snate level 1 would sav that voo must-assume lg.ulcrslnp in problem arcas where vou have both au

-

thority and CApaTtise, . . . 3

For imstance: Aow dovou prm‘idc tor eftective link;luc\ and articulation with trade schools,
apprenticesip arrangementsgmanpower development and trinmg etftorts, adultand continuing
= education programs, especialy for minority groups and the poor? Iy view of oversized classes in
\ s Mmostvoc -ed facilities, how do vou provide for optimum utillzation of equipment and space? What

.

: ~ progroess are yvou m.l]\mg with cuupcmtt\c cdm.dtlnn \\t lat are vhu unm«' to reach out into busmc%s

z . ~.
~

soand industry toascertain diat training is appropriate? Are advisg rv connnittees being used etfectivelv?

Fow are vou evaluating placement efforts? What kind of follow ap activities are vou conducting,
. : muudm\r tollow up on upward mnblht\ What intluence do vou use to determine the location of
. o voo-ed schinols® T hknow of a number nt sg‘l()()ls that have been constructed at thL (l(\ suburban
i bordcr. n]:]m\ﬂ ditficult for the inner-city poor to get there, How many students arce still being -
' trained tor singhegarcer alitetime nuup.mmml role, i spite of evidence that inereasing numbers
of workers teel “locRad in™ and desire carly and mid-career changes? Age women, minority people,
: or the poar, led mto .'“ (S {4 x{['\.pc({ roles and })l'c}\.n'vd tor stereoty pl‘d _inl)\?
o ° 4
: ' B : ' . .

These are some of the qnmti\(ms tacing career edncation, and certamly vou know them well,

’ 0 Yet these are e, amp?u of ageas m whith vour discipline and in some Lascs refated dpseiplines have

< SeoUs nhhkmunx. These are areas that |m\c mmh to do with the success of all ;fa.nwn education,

L e . .
.' ‘ - .: ”— . — - - P
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While vou examine vour discipline, let me assure you, at the Ofttice of Education we also are .
- exanining uurs‘ We callours “burcaucracy . and it as vou well know, is closely related to another

.

E dmsphm ceonomics, Or to be more precise. finances, et me tell yvou where we stand,
. —_ -
. - “ b

As vou hnow, most of what is called carcer education now is funded in cither NIE and OE. In
OE the mujor cmpiasis has been through Parts Cand D a1 of the Vocationad Education Amend:
ments ot 1968, These are administereal through the Division of Voce tional Rescarchi-in the Burcau

.. € - o

. eut ()uup.atmn dand Adult Education. And this has been a thorn i the side ot some vocational

_ educ, iors. In fiscal vear 1973, and thereafter. the vocational education money \\1” be used 4

—_— stmtl\ \()L.l[ll)?ld_Lt-&iUL‘lth)ll pm]uts. though these pnqutx. if they meet certain Criteria, uml l be-

come an important component of the carcer cducation design cither in support svatems or CE re- —

.thui Lategorios, ' N

2 had ’ ’ . o \

v : e - ——
to e o —

tinyg to be \uppnrtul ander the seme authority tor the agreed upon term. And the commissioner’s
slrare ot Part €2 the OE diserctionary part will be used tor applicd _srudus imvocatfonal cducation,
. . ~ L3 ~
F L\lL ral uptl()ll\ tnr cdareer LduL.ltlUll u\puldltuu\ fnl tl\L.l] vear 1974 and .lft«' dare .lHutul l)\
a number of constraints bevond the control of the Center tor Career Education and the Office of
Education. The most salient of these is appropriations, The FY 74 estimates included a carcer edu-
cation line.term of ST million under authority of the Cooperative Researclt Act. The House appro-
priation bill did not includé this itemn, Although there is reason to hepe that the Senate may act to
restore .t least part nt this appropriation, the tm.nf huurv coming out of a House-Senate ;nnhrunu .
committee s kel to e comiderably less than onginally expeated. Wh ECLCT IOTEY iy appropriated
probably will not be avalable to us betore November or December, )
” T ! : -
I any case. we are going ahead with our plaming, and 1 would like to share with vou some of

H

our deas as to the general direction in which we hope to.move.

As T explamed carlier, we are setting up certain criteria for determining what legitimately can
be supported s gareer cducation.” In conjunction with the National Institute of Education, the .
.7 . Center tor Career Education mitially will use its limited resources g provide the developmental

- impetus and crow-boundaiy perspective yecessany to advance the implementation of the carcer edu-

et cation ctiort, - ' 3
. o

= Obviously. funds aviilable in FY 74 atd 75 will allow direct funding of a very small number of
C O state. rc;,um.a]. and local programs. «TRat support will be limited ta pre-dnstallation activities. And,
. as | have .nln.ul\ indicated, much of our cnergy w 1” be devoted to surveying and evaluating what has
=+ o alrcady been developed over the past two vears. To put it .mothcr wav, the bulk of FY 74 funds . Lo
carmarhed specitically for career eddeation will be spent on trving to identify various approaches
that have been developed, on getting people together to examine these approaches, and on deter.
o mining what tacilities should be funded in FY 75. During this entire period. we will be working
| dmLT\ with practitioners in the field, sev Lm;, rln dr comments, their advice, and their expertise.

- -
4
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I should lld\ttll to add that career education projects Lurrcntl\ tunded under Part D will con- Lol
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()m thing of which Tam certain is that career cducation, by its verv nature, is one of the most
i « . w dlﬂluﬂt Llld“LllL‘L‘\()E has h.ld,.tn tace. Yeto it le‘.n‘l\ addresses Its;“ to pru\mb need one that

.« more and more voung people are ndentifving as a need.

o . : o
~. e '
, T The invitation to ~.pc.nl\ here ~.pu.tiu.41|\ .ukg d thatJ sug;_,c. st some administrative and orgamesa
y © tional strategies which state education .ngcnuc\ could adopt in order to implement career education
4 . -

-

. ) prograins.
. s

I think | have implied one strategy when Lsaid that career cducation is of annterdisciphnary
' naturetand vocational education is a contributing discipline, At the risk af putting some noses out
of joint, | would fecommend that the = - person coordinating career education ctforts be an in.
dmdu.ll)s_wh/n multidisciplinary background and approach. eally, he or she should be a person
dc\lw itedeto work out of the office of the superintendent or be his assistant tor curriculum, in-

..+ struction, or clementarys see nndar\. or post-secomdary education, It is my Airm um\utmn that

caveer vducation cannot and will not become the private domain of »m.ntmn.d cducation or any

other single disciplific if we expectit to succeed. - .
¢ F .

- - .
.

- &

¢ .+ Certainly, the c\puncmc .md knowiedge of vocational educatprs will contribute ‘greatly to the .

<. _ dc\cln ment .md operdtion of the concept. but tlu very essence of carcer edugation is that it touches
) ¥

N and reaches into all arcas nt learning. . " . ' ;

L)
- . 1

tion or \()L.ltl()lld] L‘dULdtUr\. see ()pp()rtumtlu for th.nuwmc uppurtumtlcs for umtnbutmg_

¢+ -to the mainstream af every state department on a parity basis with every otlier segment of the de-

partigent. - . e

o= - ———

«- . Other administrative and organizational strategies? .

1.7 Those that are neeessary to move us mto an open entrance, ‘exit svstem pcmnttmg an
. . in and-out movement for students starting: perhaps, in junior hu.,h \cluml and exiending R
through adult education

L .

.

g, 1 < . . '
2. Those changes necessary to permit students to combine school with work .

-

3. Those that mtroduce pcrfnrm.nncc-lmacd criteria for evaluating students, teaghers, coun-
’ . . . L. . . \ - ) :
S : selors] supervisors, administrators: and, ves. superintendents - .

- ¢
3 . -
[ THPOR . oa, . . . - .

d s H : .
. 4. Strategies necessary to include students, teachers. parents. and the community in educa-
tional planning-and decision-making - whether it is at’ the clementary level or at the adule 2

»

o . cducation level

' I could go further. State departments and tocal education agencies need to work vut additional
couperative arrangements with institutions that train educational p:-rs(mncl The goal is to-bedhe N
master of your own fate ‘and that can’t happen unless all have a say in how .dl pcrsmmcl are cither

T trained or retrained in inervice Programs. . . i

[}
.6?2‘
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Lastlv, there is a need tor strategios that will guarantee a commitment to the carcer u{m.mun
coneept. o \\l”lll"llL sy Lo umtr"lnm to its turther development, While the Office of Education can
provide a cortain impetus we hnow thye the real development will be at the staite and local levels,
That's where the-decisions that “th@u every dav hte of teachers and students are really m.uh

. .

B ¥ 3 .

Itisrelanvely cayy for me to ulﬁ byt Necessary power rearrangenient and changes. \'mm of

them are ditticult to ma ‘ertainiy changes do not come more casily at the federal level thian they
doat the state fevels Yot we have beenable to do some of the things that | am suggesting vou undgr-
take. For one thing, thusg of us specitically mmlud with’ career education have established an e

cellent relationship with other units within ghe Bureau.of ()ulumtlnll;ll and Adult Edugsftion. And
we have had immeasurable assistance from the people who administer Parts C, Dyand I:()f“tht‘ Voca-
tional Educationn Amendments.” Yet it is clearly undersivod in OE that vocational education is but
one component of career education. | think that. cach unit has e respect tor its own discipline and
tor the uther hl]n\\ s discipline. This kind of unde rst.mdmg and respect enables us to \\'()ll\ together
on L parity basis and move abead in harmonv, -

Fam certain that the same kind of hanmony can extend to our rvl.liumshlps thh'thv staeg cdu~
cation agencies, and especially the vocational cducation familv, for SEAs must be dirgetly involved.
particularly in determiaing their own needs and in building their own capacity for exerting leader.

ship in the career education movement. :
. } .
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o - Techniques for I
- Administrative Decision-Making &
. R By Daniel E.Koble, Jros - ¥ o
. ) David C. Gilmore )
:‘ .‘ P : . v

. - .

You carry authority, but are not s SOUrce ... vour .mthnrlt\ is confined REIN tly within
wopreseribed orbit of ovcupational actions, and such POWEE it \ vouwicld is 4 bortowed
tinng ... You are-the servant of decision the assistant of authoriny . the miniomw ot nian-
ageinent, You are Tloser to management than the wage workers are, but voursis seldom.,

e © rhe last deaision, 1 ' . v . .
. > N
Lo .
Phe average st e AZCNCY eneCutive devates approzimately 80 percent ot his decision nukmw '
. time, to situattons that mvolve either tm.m(u» or personnel situations. This decision- making \lmuld

not buegorme sy nonsvinous with problem-solving, The copunuous puttmy out ot stinall brush tires can
dram an mdividual or orgasization ot much of the creatine ClgrEy necessary to extend and improve
o A B e : .
3 < [ " - .

[ CDIVITIeS. . . § . .

When makig o decivion, the dwecutive must ahwavy cotsider tlw.pussiblv consequences.” This
is wherd mdwuncnt l(n;\l&.‘ht. and m\l\'llt come mnto }‘{ . The dedistomamaker must be able to an-
tmp‘m/m I#s mind's eve witat the sequeace of events and geactions or actions ot those attecred ln
thn deaston mghe be. Ilm ability s largely based on kpowledge of human nature. knowledge of
. tie coutent and hnowle due of the relationship betwcen the de Nnn ‘Maher and those attecwed by

‘ -'/lns dedision.” Forests aht uud msight aretalso mvolved in scéting up 4 svstem that wall nminege the
chances nt crraran making deg i istors as well as niimimize the number of unantiap, md Litul\l“n\'t”.i[

. . ll 3 . 7 b ¢
. ) \\I] Ilnui to 1): ll|.ldL. . . , * -, 3
. - - v . oL N
Y . - - ' .
\\ [} - . .
\ ) o g LA
IR Coe A (,mnmurm.ntmn lnﬂuum \dudgl‘_

- . - N

.M Shartle2 has duulupmi an interaction odel for, tlbnmkmg of adminstrative dumuns which”

Cean beadapted o the situations found in mam state voc, NIRE nl cducation agencies. The torces, heh
] . " - .

3y -

by

3

;. . . ‘1()5.';.. . . . |‘ . \# - . " . ’..
2arroll 1. Wrth‘ “An Intergction Mnd@ tor Admnnstmtru Decisions' Imk’x"«"uluu( d luh
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\Tum /I KoBle, Ir,isa rescarcl and deve ln;mu N Spe dalist at The Center lm o .mml i and
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internal and external, acting upon these .&cncics require vrganizational adjustments and. theretore,
place complex problems before both members and leaders in the organization, Fhese pressures are
often deseribed as spolitical” and require responses which are also “political”.” Political in this con
tent relates to all external torees as opposed to partisan polities, which is only a part of the external

* Hvironment. The state director is in a unique role in that he is both a ~decision-maker™ and a source
of decision-making intormation. His role and limitations in decisionanaking are defined at a higher
level in the organization. Obviouslv. the scope and power delegated to cach agency head varies trom

a
state to state and, theretore, it is not alwavs the state dircctor who makes the final decision,
The paveho-phvsiological abilities of the ageney head “makes it possible tor him to receive and
T give mformation, to respond internally, that is, to think, and to act with the beliet that he has at
least limited latitude to choose among alternative strategies.” "f"
Shartle classities alternative strategies in a decision-making situation into three categories:
. 1. Acts against the force of threat, such as dun.n] of charges, verbal attacks on adversaries.
and ¢ \pdlmu or threatening attackers who m.n bg within she organization
A 2. Noaction that appears significant to the threats except’as a tactical delay
3. Actsof rcumm ing and vielding to the force, including concessions to those adv ()L.ltlng
gh.m-vc:‘:x‘fd Hl.ll\lllg_‘ ur;.nn/.ltmn.d .ndjmtmmtx to prevent turther difficulties
Shartle’s model suggests that there s communication amony at least ecight idcntifi;lb]c com-
© ponents or open subsvstems inan organizodon. The intensity and quality of communication will
vary aceording to personal and organizational difterences, The subsvstems are as follows:
1. Intimates: Family membera, close friends, and intimate colleagues. These are persons
. with whom the ageney head discusses matters in confidence and often in detail.
s ‘- " - .
— 2. Superiors: Persons of higher authority in the organization. including boards of control.

Discussion of matters is usually more or less gu.nrdcd depending upon the degree of social

dm.mu \u;\gcstcd Iu the situation. . .

i |
3 Subnrdm ates;, Personson the dgency head's staft, Decisions of importance usually involve
/ interreaction %ith subordinates to a considerable degree. - The intensity and guality of coni-
thanication is dctcrmmcd by the degree of social dlst.mcc amung communicants. :

I .~

4. Colleagues: Persons who are usually in the s.:? nrfunza ion and with whom the ageney
" head interacts less friéquently and less intimatdly butdn the same status level as intimates.
These persons are usually of equal status with the agetlon Tead but not in a line relation-

ship. I'Im is g;ncra”x + much lower social distance situation. -

5. Consultants: Paid and unpaid advisors.who may pcrfnrm as individuals or in a group.

"6
L] .
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6.. Constituents: Persons or groups that the ageney head serves or to whum he may have

.obligatipns. SR
, gatig , St
2 ; .
= 7. Political Bodies: Organizations that have an avowed puhtual mission. Includes both
* partisan and nonpartisan groups.
. " 8. Mass Media: Television, radi . 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 orgahizational power structure and commiunication network i in
' " order to obtain information for the ultimate decision-maker. The agency head must also be knowl-
. edgeable about other 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 orientations.

The successful state director of vocational education should develop a similar comraunication-
influence model for his own situation. Once these agents of influence and channels of communica-
tion have been identified, he can concentrate on establishing a desirable relationship with them. It
_ is important that a feeling of mutual undcrst.mdmg and respect be established before a problem
— . . situation arises. QS

s The development and maintenance of this communication-influence rictwork is probably one
' of the greatest challenges faced by the agency head. Organizations ultimitely feel the impact of the
environments which they have helped to create. Vocational education agencies are striving to pro-
duce 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.
- x. . } u - " » . . -
- _ Organizing for Decision-Making
’- . - .

The basis of a successful and sound system for decision-making is the development of an organ.
ization that encourages and facilitatés collaborative and creative problem-solving  Several constraints

‘may limit an agency head’s freedoms to organize in a fashion that is completely acceptable to him.
Some of these are:

b3

"1, Restrictive policies and procedures of the parent organization (state education agency)

e, 2. Limitations in the capabilities of existing staff personnel

e 8, ' '

. -, A greatdeal of emphasis today is placed on participatory ot collaborative decision-making; the
-, invplvement of others, including subordinates and constituents, in the solving of problems is often

s e

‘-5dvantagchus for both the individual and the organization.

23
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. Schmuck3 claims that by changing organizational patterns to increase reliance upon partici-
-, patory decision-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 norms
- can be established within and among these groups for joint problem-solving and decision-making.”
One of the goals in organizing for participatory management should be to bring administrators,
supporting staff. and subordinate staff members into the same cycle of decision-making, Schimuck
. does not believe that every staff member should participate in every decision. Instead, he suggests
that “one of the important tasks (of the agency head) is ascertaining criteria for assigning some -
——— ~ _decisions to particular staff members.” Thus, the agency head can either make a decision, himself,
' delegate it.to a sibordinate, or assemble a group of individuals who will collectively solve the prob-
. lem. _ . .
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.”#
This technique. for iistance, could be applied in state vocational education agencies in the selection
of funding priorities or the chousing of problems to be challenged in a particular year.

. 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.” '
(]

5 Sereen level - *The sereen level is thie first review level . .. the task of the screen p -nels
“ 15 to begin the process of narrowing down or shrinking the number of ideas. by repeated
review and assignment of weighted values. to ubtain a predetermined number of the best
ideas submitted.” ‘ _
A 3. Selectfevel  *The select action level is made up of three panels, each with five action
embers and a monitor . . . the task at the select action level is for each panel to selece
five (for example) of the preferred good ideas passed on to it from the screen level.™,
: . .
o 4. Refine level - *The refine level, the firse level of executive decision-making. is statfed
with five action members and a monitor . . . the task of the refine panel is to select the
- 3 ¢ s S . / L]
five (fr example) best jdeas from the fifteen preferred ideas of the select pancls.
oL - ( ©
: L4
~ JRichard A. Schmuck, “*New Procedures for Collaborative Decision-Making,™ R and D Per-
- " spectives (Eugene, Oregon: The Center for the Advanced Study of Educational Administration,
. University of Oregon, spring 1973). ' ' }
. ' .
- ~4Charles W. Taylor, “Panel Consensus Technigue: A New Approach To Decision-Making.”
4 Journal of Creative Behavior, Vol. 6. No. 3, Third Quarter, 1972, pp. 187-198.
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.5.  Decide 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 members and
a monitor. It is staffed with the top managers of the organization and, if broad perspective
is desired, could include individuals of equal position from outside the organization . . . the

. N
L decide panel is not bound tosaccept any of the ideas and may return them to the controller,
for reconsideration by appropriate pancls.

/ [t is obvious that one of the limiting tactors associated with using this-method is the amount-of- LT

;. ___turn-around-time-involvedi—Tavtor statesT “Under optimum conditions the final selection of ideas can..

— e e

P be completed in a week's tihe.” This limits its use to those decisions about matters thag can be an-
, ticipated and that are of sufficient'importance 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 mdmduals and gtoups as decision-makers, and about the com-
plexities of interpersonal and intergroup relations in decision- making.3

- v

X ) . . . . . ‘
Thc organizational environment or the features of environments in which decision:makers work
consists of the following characteristics: .
‘ - . - I v

® o
1. Problems .hat are presented for solving are ambiguous'and not clearly defined bv e
© external environment*that presents them for solving. Both agerida-building and search

) activities may have greater effects on the future of an Srgagization than the actual choice.

!\)

Organizational environments are factorable. Most environments provide strong cuces that
help prganizations build simplitied models of what their environments demand and what
. the ofitcomes will be. These cues are: : '

A. '\'hc source of environmental inputs

-

B. The manner by which the inputs are transmitted to the organization

C.  The clarity of the information and the frequency with which it is repeated to the - . .
. organization ~
: |

*

L 3. Orgam\zatlu"al environments are hctcrogcncous in that they present a set of ovcrlappmg
: : envnmr%ments It, therefore. matters who discovers that a dccmon needs to bc made.

4: The cnllronment s long-run impact on the people who make up an organization and on
their appmach to dcusum making can be significant.

» »
. SAdapted from Wlllmm R. Dill, **Decision-Making.” Beliavioral Science and Educational Admin-
istration, Danicl E} Griffiths. ed. Sixty-third yearbook of the NSSE (Part 11 (Chicago: University
uf(‘hua:,n Press, 1964 . pp. 199.222, <«
B o ” '
" ‘l
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. Problemsth ire decisions in vocational education organizations are generally of three
TLe ce . : —

s tvpest ). - —

o .

I, Operational problems: Those dealing with the management, operation or structure of
s the working body (tinance. personnel, etc.) o .

. ’ W - .
m e m — 208 wecific problems:” A content area or field relatif to an individual discipline
o ptod }

w 3

~°3." General problems: Curriculum, special needs, ete. - L .
. Once a pattern of organization has been determined and established to deal with these problems
b in the state vocational education ageney. it is, necessary to implement practices for the maintenance
of vrganizational effectiveness and cfficiency. These practices may very simply be beoken down into
two classifications: individual and group involvement. Each of these classifications will be discussed
%pafauly.

“ -

The Individual in Decision-Making -

The prime function of state-level leadership in vocational education is decision-making which
) " leads to policy setting and progra implementation. Man is distinguished from lower forms of _
animal Tife in his abilities to reason. to make considered and intelligent decisions, and to communicate
thase decisions to his fellowman. Thus. as Miller and Starr claim. “the executive is a decider and not
’ 2 doer.”0 Griffiths also perceives of administrative decision-making as an important function.
. " the central function of administration is directing and controlling the deciston-making
process. It is not only central in the sense that it is more important than other functions
. butitis central in that all other fuhctions of administration can best be interpreted in

terms of the decision-making proccss.7

e © Most managers who make informed individual decisions go through the following five stages

of activity:

- : . .
1. Agenda-building phase sintelligence activity] - Covers the activities of the administrator
in defining goals and assigning priorities for their completion.

\

4
A

. 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.

; ODavid W. Miller and Martin K. Starr. Executive Decisions and Operations Research. (Englewood
Cliffs. New Jersey: Prentice-Hall, Inc.. 1960). - :

Thanicl E. Griffiths, Vdministrative Theory New York: Appleton-Century-Crofts, Inc., 1959).
. | _ | | y

N




- 3.. (,ummmncnt phase {choice activity ln\nl\ eaesting prup()s@d alternatives to choose
' one h)r aduptl(m or, as is oftcn .lppruprl.ltc 10 pu\tpum m.nkmg the choice.

4, Ilecmcnt ition phase - Includes darm ing the meaning of a decision tnr thosevho ate

to carry it out, claborating new tasks o dea: ston probktm«t—ha—t—-&lu-«unmunuuu_[ggds to, =

: \
— - :md motiv dtmg ,pcup]c to put the contmitment into cH’eLt
»
5. “Evaluation phase  Involves examining the results of previous cofiimitments and actions’
. - LY
in urder to find problem arcas tor the agenda and to help the organization learn how to
id . .. .~ . e b hd )
- make decisions more c!’fcctt\'cl'\'.,x '
.= o
, ,
i order to make adequate decisions, the administrator should carefully think about. the answeys
7 to the following questions: .
A :
I 4 ¢
! 1. How are decisions made?
..-. P . . -
. 2. Whoshould make decisions?
A ’ L. N - * .
3. How can | make better decisions?
- All exceutives must look inside themselves in order to internalize their study of the decision-
- making process. It is important for them to be aware of how and why they make decisions if they
are to learn which techniques and methods work and which do pot under a given set of circumstances.
Individual decision makers in a burcaucracy generally have the tollowing three common proper-
ties: N '
. Lo They make most decisions in a way that is satisfactorv.for the present; rather than “op-
timizing™ for the long-range, future effect. (The immediate effect is of greatest concern,)
. T 2. Overall. an individual's decision-making behavior can be described effectiyely in terms of
a . strategics or programs for action. That is, we can predict what an individaal's response '

will be. if all the facts are available. {Decision-making activities are predictable.)

: ,
The decision process iy a sequence of fairly simple elements: the thoug’ht processes of
skilled and less-skilled decision-makers are not necessarily. dissimilar.” The difference be-
e . tween them lies in how basic strategies are combined to change goals. how rhey interpret
' the environment, and how they develop and evaluate alternative courses of action.
Skilled and less-skilled decision-makers vary greatest in the way they organize for and
. - gather information for making decisions. )’ ' )

'_ué

Bwilliam R. Dill, *Administrative Decision- Making,” Concepts and Issues In Administrative
Behavior, Sidney Mailick and Edward H. Van Ness, eds. (Englewood Cliffs, New Jersey: Prcnmc
Hc” lm.. 1962, pp. 294K,
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Group Decision-Making '
= ¥

L2 S

The United States has sometimes been referred to as a melting pot because its people originated
from a varicty of races and cultures. The growth of the country has been assisted because groups
worked together toward common goals. ] ‘ '

.

“vocational books and perivdicals. Nevertheless, successful leaders in voeational education have long

— — e ————— . .  — i+ 0 At Yy k1 % °

State vocational education agencies need such working together tog. Each professional employee -
has special talents and ibilities. Lt is management’s role to identify the capabilities and abilities of

@

cach individual and to provideases for them.

individuals who have discovered and developed their individual talents can work together coop-
cratively toward a common goal. With so many kinds of abilities existing within the organization, .
cach member contributes unique insight and commitment to the other members of a problem-solving
group. One sesult of using the speciat talents and abilities of individuals in a group decision-making
situation is a continual growth and understanding of the agency and its purposes.

In a group situation, cach individual may provide a unique contribution, vet each remains in-
complete without the other. Each employee needs to fulfill his own duties, but needs 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.

Group education experiences can take the form of encounter grohps. sensitivity groups, T-groups
(training groups). and others. Sociologists. psychologists. and psvchiairists have on occasion been
rather critical of these techniques and the individuals who propose them as a means of changing
people in organizations. Back? regards encounter groups conducted outside the realm of strict
social control as potentially dangerous. He implies that so little is known about the conduct of such
group experiences and the outcomes of them on certain types of individuals that it is difficule 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 scat of their pants.” Little formal preparation has been of-
fered to them in this area, and even less has been written about the application and techniques in
recognized the value of certain group staff activities such as staff meetings. task forces. and com- *
mittees to solve problems or plan retreats, workshops. and other unique events. .

A study r‘cported by Koile and Draeger_ld dealing with an analysis of T-Group member ratings
of leader and self in a human relations laboratory found the following:

9Kurt W. Back. “Stimulus/Response.” Psychology Today, Vol.-6, Ne. 7 (December 1972).
pp. 28-35. :

10E4r] A. Koile and Carolyn Draeger, *T-Group Member Ratings of Leader and Self In A Human

Relations Laborators.” The Journal of Psvehology, Vol. 72,1972, pp. 11-20,
. [N A9 PP
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. 1. T-Group members and leaders did not rate themselves more nearly alike at the end of the
sessions wmp..rcd to the beginning of the group experience. Therefore, members and

“their eaders & not luumu more Hhe cach other as the sessions pmurcsscd

. £ ) .

2. Members saw their group leaders more positively in the last session than in the tirst session,

e — = However, the shitts in moembers’ perceptions of the 'L‘.ldcrs from one session to another

were hot umtmu()uslx positive, \

3. 1t was found th.nt members canie to perceive the leaders more like the leaders pcn.cwcd
themselves b\ the last bmbluns., et

- 4
.
'

4. T-Group members saw theniselves more positively at the end thar at the beginning of the
SCSHONS, ' .
- L2 . | . . . . - N . .
5. Group members did not tend to become more similar in their sclf—tun\lgs atrer the last
aUssion, ' .
- l »

-
.

. A management technique which capitalizes on somé of the positive etfects of group problem
su‘l\mu is the task force approach. Task force operations can be very effective tor an organization.
However. many individual managers have said “We tried task forees in the past.but they didn't work
because the mismanagement of one element of a task force caused its failure.”

3
.

It is extremely important that someonc in the organization be assigned the rcspumibilit_\' tor
seeing to it that the task force committees function properly. This overseer’s job consists of:

1..  Receiving problems to be atticked from top management personne

tv

Assigning the most appropriate persons to cach task Jorce group
3. Briefing cach task force group on its mission and tunction

4. Insuring the maintenance of task force records including membership lists, objectives,

R time lines, milestone achievements, outcomes, cte., R

./ o
- - B . . // . ’ |
From the standpoint of subordinate members of the orgianization.it is extremely important
that someone in management be responsible for secing that certain organization members are not

over-utilized and others under- utilized i in committee or task foree assignments. This individual or

task force manager must haye a thorough knowledge of cach member's pefsonal capabilities, char-

acteristics. and capacitics, The task force manager must also be thoroughly schooled in sy stems de-

“sign, personnel management, evaluation technigjues, and modern problem-solving mctllmd.s. Itis

the basic responsibility of the agency head to select and prepare his task torce manager. 4

The following potential problem situations mav accur when task forces are used to make decio—.

SIS .

|
a ke |La
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1. Involving individuals from outside the immediate orgaﬁization“in task forces.

5 Relvine upon the expertise of the *loner™ in task force deliberations.
. . nb p } 4 . M

-3, Differences of opinions or philesophical differences within the group nmiay be difficult
to resolve. -

»
4. The group may be reluctant to reach decisions about possible solutfons and a solution
may be dictated by other people. - :

5. Members may disagree in their solutions and reach an impasse leading to confusion and
frustration, — ' ' R

°

-
v

6. Solutions may become so complex and involved so as to be impractieal to implement.
AY

The potential strengths of using the task force approach in solving problems are:
. 1. Provides input from several disciplines, 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 7 . ' .

The agency head must insure that the tollowing critical requirements of task force management

are met:
1. Identification of problems to be studied by task forces,
2. Selectionwand preparation of the task force manager

3, Assignment of the task force manager to an advantageous position in the organizational
hierarchy '

4. - Selection and preparation of task force leaders and members

5.  Keeping task force onschedule 7 . : ' .

6. Evaluating the work of task forces

1]

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 more cooperation in implementing the decisions as well ‘as gives better quality decisions.
These purticipative methods can also lead to greater production, increased efficiency and higher morale.

do
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o, . . . .
. - 7 If participatory management is to be used, the organization envirpnment must be adaptable. | .
- There cannot be conflicting cletments in the environment which neutralize or interfere with the
effecgs participation is to produce. For example, the decision to use parvicipatory management i -
. cannot be non-participative. This in effect becomes a-demecratic dictatorship. *You will partici- - N e
. pate regardless of whether you want to or not.” The bulk ut"&cﬁg}lcd advice should come from S
sources internal to the organization. with only a minimum :molint coming from external sources
o and then only as matter of supplementing inadequate internal sources. Some negative aspects of
particip:ltury methods are: : = :

3

«

1. Managers sometimes maka decisions and consult with staff members under “he pretense
of sceking help in making a decision that has already been made. This. in etfect, becames
brain-washing or the seeking of reinforcement. It is often interesting to observe the reac-
tion of managers who are confronted with invited participants who refuse to supporta - -
decision that has already been made. o . ..

e n
N~ A

2

Managers sometimes only consult with their staff about impossible or highly difficult
situations. A favorite plov of an autocratic manager is to pass ¢he very difficult or almost
impossible decisions to the lowest level of the organization. The logic behind such action
is that if ¢hings don't work ous well, the blame will be placed at a lower level.

Participative management techniques should not be used by all managc;s. For example. -
a manager who is casily threatened or who needs constant reinforcement may feel uncom-

fortable since this form of decision-making clicits open and frank criticisin and evaluation .
by subordinate staff. In other words. the manager and anyone who participates must be

able to take criticism. .

w

-
In deciding upon the strategy to use in solvinga particular problem an administrator should
.- - always consider the fact that inviting wider involvement in making decisions does not always briryg
| positive results. AN '
. . 2\ .‘
It should be kept in mind that the decision-making process camproduce many side benefits,
some desirable and some undesirable. Participative decision-making can be used as an in-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 requiring increased responsibility.
In these situations, the superordinate may not relinquish his responsibility for the final decision,
but rather becomies a filter through which the decisions his subordinates-make are passed and eval
‘uated. This process must be so structured that the subordinate does not pergeive it to be simply a
simulated procedure,

Some people are not interested in participating in the making of devisions. In fact, some
peaple are not interested in taking any responsibility. Many studies show employees are willing to
let employers make decisions for them. What are the reasons for this condition?

’r
3




——————— 2.. Their personality characteristics are not conducive to making decisions.

’

) .
1. Emplovees are conditioned to having someone else make their decisions for them.

~ -

.

A : ’ .
: (]

3. They do not tfust or respect their superiois.

-

4. They perceive their rolc as being one in which they do not make decisions.

Perhaps the time is at hand for c\pcrlmcntanon. dcmonstmnon and legraing about some of
the following unanswered questions underlying the use of group problem-solving, -

1. What are some of the successful methods and techniques that can be applied to using
groups to bring about desired changes in state divisions of vocitional education?

2. What are the rales of the group leader and followers in these group experiences?

¢ -

3. Under what situations should groups be used and when will they be less than successful?

.

o N H ’ '
4. What methods should be used in selecting group members?

5. 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 useful aspects that can be adapted
and used ro bring about desired changes*™

ey
3 . -
-

‘ The Rclatfonship of Planning to Decision-Making ‘\\

Planning is the setting of purposcs or ebjectives for future attainment and the development of
a program of action to achicve them. Stated another way, planning is a service to decision-making
in that it provides support and analysis in the process of sclcctmg objectives and puolicies while allow-
ing for rational consideration of administrative action in implementing pohcacs.

Planning is future-oriented and may have both a short- and long-range dimension. Planning is
also concerned with decisions about goals and objectives. Planning involves rat‘onal alternatives

- that ultimately lead to decisions. - . .

insight and foresight in all instances. Situations that require planning.can be cither antxcxpatcd or
unanticipated (emergency).

One of the arcas state directors of vocational education frequently are called upon to make deci-
siorts about is “personnel management.” The following is a short attitude assessment exercise con- |
cerning your ppinions about personnel administration which will be useful later

e e b e
v

ar .

The planning process relates to'the development of a decision-making agenda. Planning involves -

.__...._1_.'.'.:_"



Please indicate it you agree with, disagree avi

v

\

.

L4

r

-

©» . l '
.. 9pinions About Personnel ‘Administtation 1!

B

th, or are undecided about the f«;]luwing:

Agree
A

Undecided

- U

l)fﬁ\grec
D

”

1. Staff personnel policy and practices should ‘
_ seek to enhance the dignity, integrity, and . | B
- self-respect of the state supervisory staff. <

2. Staff personnel policy and practices should ¢ .

generally encourage the creativity, individ-
" uality, and self-realization of the supervisory . N
staff.

3. 1f one must decide between equal treatment -
of state supervisors or permitting variations '
in personnel practices'to accommodate in-
dividual differences’among state supervisors, e

- the state director of vocational education
should generally favor the former. . =

: 9
) 4. If a serious conflict arises between two state \ | .
: supervisors, it is usually a good idea for the, -
state director of vocational edication to '
moderate a discussion between the two in - ? '
' an effort to reduce the conflict. : :

) ' . °
' > . . . . / . oo ! M
.o The following are'simulated situations requiring decisions about personnel management. Please

L . . . .19 .
review cach situation and determine how, you would resolve it.12

.

. -, #

11 Adapted from Richard Wynn, Simulation Materials on Decision-Making in Elementary School
Administration (Columbus, Ohio: The University Council for Education Administration, January
1966). ) ' '

13”)&/. ) ) <
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SITUATION 1 Lo . | "
) ' ' s \ s ! . *
- TO: L = All Division Directors ‘ o )
) . 3 ¢ . t * -
"FROM: * 7 James'Long, State Superintendent « ,
» . ' ] A . ‘
DATE: January 3. 1973 ' . ¢ B
. | : - (
‘. SUBJECT: - Sick leave provisions ‘
: . ! ’ -
A @
N As vou know, ‘the Personnel Committee of thc State Board of Education is rngwmg certain
e aspects of our personnel policies. Presently uhder consideration is gur provision for up to five davs
absm nce annually? cumulative up to thirty days after six years, for absence with pay bdcause of iliness.
here is good reason to believe thata few state supervisors are tuking advantage of thikgenerpus
.. . . . . N . g
rovision by claiming illness while absent tor other reasons. :
Please indicate below how vou would feel about our requiring a doctbr's certificate certifying
illness for all such ab3ences of two or more consecutive days duration,
I favor the requirement of-a doctor’s certificgre. -
123
— I distavor the requirement of a doctor's certificate. , ' B
. . . , . ;
> | - SITUATION 2 : “
" TO: All Division Directors - T ' - .
i FROM: James Long, State Superintendent
. DATE: January 4, 1973
. - - i AR .
'SUBJECT: Reconsideration of retirement policy
’ ' l . . / . ~ ’ . R
- * | tend to favor division dircctors having a major responsibility in determining the proper time -
' for the retirement of state supervisors, 1f the board were to delegate this authority to division direc- Tl
tors, would you genérally favor _ .
2 5 Thc automatic retirement of all state supervisors at a pre dctu’mmcd compulsory -
! 'rctm_m«.nt age for all? . . : ’ '
. 5 . . <
\ ——— - M f‘ . ¢ . 1 . M . . -, 1 f' e : H ‘
- Ea . The retirement of state supervisors at various ages beyond, say sixty-five, as determined
" by the merits of the individual case? . -
- ) ../I - | | . \ <
—_— ’/-I - -
34 e . R
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_ Please check vour preference and returti it to me. Fhere will. of course, be opportunity for tur \
. ther djscussion before any change of policy is undertakyn. if consideration of such change seems

apptopriate from your-responses. ' ° o, .
3 it + B

> - rd . . ¢ -

" SITUATION 3 _ ; b © i

- L e

- In September, vou receive these three items in vour mgil. -
, ) v your : . ; .

NU.] . ) : s Y > °

TO: All Division Dircctors Cove -

ROM: James Long, Sgate Superintendent 7 :

UBJECT: Mcmb ++hip in professional associations
A - .

« R . ;
“For the past cleven n years, our state education agency has “taken pride in the 100 percent mem-
bership of our staff in NEA and LSEA.. We regard membcrs’iup in education assoc iations as the hali-
K mark of the truly profcsswnal person, | hope that division directors will initiate appropriate action |
-amonyg their supcrusors tO eneourage uur continued pcr*fcct mcmbcrslup ln thcsc Jmp(:rtant associa-

‘lonb. e T . . S ) "
. . " . ‘ T r=- .

» -

No. 2 o , : © September 20, 1973
'b. * . . . . - L
Dear Fran: | . . ' :

L . . ‘ o

¢

As vou know. we've had 100 pcrc‘:cnt membership of our supervisory staft in our professional )
“associations. But this vear. five supervisors on your staff (avis, Jarhes, Rubin, Jeffeg and White) )
‘ have failed to submit their appluanons for mcmbcrshqp despite some h\“"b"‘b from our state mem; \
bership committee. '

»

- A\

' " Would you take a moment at yolr next staff mccting to speak of the benefits that derive to
us and of the prestige to our state education agency membership in our profcssgmal assocmtums’ .
Pcrbaps vou w1|| wang to speak to these supegyisors individually, ’

. i S a
. .o L Bill I)ndridgc President .
. : , : ! M Limbo State Agency ) S

’ . ) Educatmn Assogmtwn

[ 4
1

.
L .
3
.
-
3

4
N

TR e ' b .
= = ) . ' . . . . .



.

-

Wt

C o e . i)
No. 3 o *;' &é:‘
Gore

‘Dear Fran:

‘tary your reply before the end of thejday pleasq?

*

. Several of us are interested in the possibility of establishing a state education agency affiliate
of the United Federation of State Employees (UFSE). Could you make Conference Room No. 2
of tae John Dewey building available to us for a meeting on October 1, 1973, at 8:00 p.m.. to ex-
plore this possibility further?> Since we'd like to get out the notices socn, could you give my secre-

AN

LN
]
13

Yours truly,
. . 'Chuck Rados’ovigch

- .
T £y . .

-
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SITUATION 4 ' . -

You are the state director of vocational education for the state of Limbo and voua are due in a
state superintendent’s cabinet meeting in fifteen minptes. You find two telephone memos from your
secretary in your in-basket on your desk upon returning from a meeting of che State Apprenticeship
Council. You have time to deal with only one of them before leaving for the meeting. Place an **X"
in the space before the one matter that you wouild attempt to handle before your departure.

-

L L

1. A telephone call from the chairman of the state advisory council on vocativnal

education asking that you return his call i

‘e 2. Atelephone call from your state supervisor of home economics education re-
. questing to see you and telling you she had a matter that she wished to discuss
with you -

-
-’
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SITUATION 5 . '

— s . 9 3

Mr. Kunkle, vour state supervisor of vocational agriculture, sent you this note yesterday:

. While visiting in the Meadowbrook Consolidated High School 1.day, | discovered that
' the principal, Mr. Enbright, is planning to drop the vocational agriculture program next
year. | discussed the matter with Mr. Witty, the teacher of vocational agriculture and he

and 1 had it out with Mr. Enbright. | wanted you to know of this in case Mr. Enbright
decides to make an issue of the case. '

*
.

‘ Donald Kunkle

-
. v .

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 pro-
~ testing Mr. Kunkel's action. He requests you to intercede in the matter.

« & & &£ ¢ & & ¥ * &k ¥

-

In such circumstances, when I can't establish the facts for myself,.] WOULD

Support the state supervisor.

Support the principal and superintendent.

Ask the state supervisor to apologize to the principal.

Ask the state supervisor to conduct a thorough study of the situation. :

AY

1

Take no stand, simply try to pa{cify both parties. . ' \

e o it

38
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SITUATION 6 .

‘ _ . Borough of Homewood
’ . : Humm‘m‘lod. Limbo
July 1571973

-
t

Dear Fran:

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 seem to be making real progress in this state, we get this gratujtous slap in the
face from- of all persons—a state employee. 1 hate to think of a man with those views leading our

feachers.

Would you point out to Mr. Jeftco how a letter like that from a man in his position weakens
our hard-won progress and try to discourage him from any more public prunouncements of this -
sort? Could you follow up appropriately and let me know how you make out? Thanks.

e .

- We missed you at bowling on Tuesday.

Sincerely.

Jack Powers, Chairman
The Governor's Labor

\ ' Relation Council

| WOULD | :

39




SEFUPAPION

L Tooking at s our calendar tor this atternoon, vou note that vou should be doing three tln(u,s

at the same time and that vou are ticd up in other meetings late afternoon and during “the-cvenis g

1. Anad o committee of state instructional supervisors wants you to meet with them to
hear some complaints from local educational agencies about insufficient funds for con-
Juciing needed vocational education programs and to hdp them plan for conducting

. : public hearings on \m.nmm.nl‘cduc.mun prior to the neat session of the state legislature,
. , 2 State superintendent: Long has called a mecting of division directors to plan programs tor
S : National Education Week next munth .
a Lad
. 3. . You have « reminder to vourselt to write an article tor the American | ocational jourual

“on the need tor nnprnud personnel development programs in vocational cducatmn

~.

s o

Sirree 1 can handle ouly one of these in the ume remaining this afternoon, | WOULD unde?
« take No. —— this afternoon and deal with the other two in the following ways:

¢

- ..

o 40 e : ..
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~ SITUATION 8 -

La
- B

TO: All Division Directors . . . :
FROM: ~ -James Long, State Superintendent |
DATE: August 15, 1973 “

SUBJECT: Voluntec.rs-' for Cominittees

-

I wish to appoint three ad hoc committees this year to study some special problems and to

report their recommendatipns to the Administrative Council later. I want to have representation
from our division directors on each of the committees and prefer o have you working on commit-
tees whose assignments interest you most. Would you please indicate whxch one of the followmg
committees you'd prefer to work with?

1. Committee to study the feasibility of automatic data processing equipment for use

in handling personnel records, financial accounting, enrollment projections, and
other tasks . '

Ny,

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

- a M r
3. Committee to study the task force plan of organization and consider its appropriate-
ness for our state agency before we get too far along in our plans for a new office

building ‘ \

*, « T & & & 5 ® € ¥ & ¥

I WOULD PREFER to serve on committee No.

for the following reasons:

s



a . -

Discussion of Problem Situations

.
- - -

. In reflecting upon yvour responses to the previous situations, you may consider the following?
) > ) ) g

1. Situation 1 and Situation 2 - In looking back on your responses you may wish to

. reconcile your choices of alternatives witi; your 'prc'fcrrcd values on items 1 and 2
r . ' of the exercise “Opinions About Personnel Administration.” These two situations
illustrate the phenoménon of making decisions based upon administrative conve:
- nience rather than upon expressed values. .

* . .
2. Situation 3 ~ Again, reconcile your response to this situation in light of your expressed
opinions in the earlier survey. ) '

v 3. Situation 4 and Situation 5 - Situation 4 demonstrates the common disposition of ad-
ministrators 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 the 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 appellate (response to subordinates).

.' intermediary (response to superiors), creative (resporse to self-initiatedy stimuli to action.

The tendency is for administrators to respond to supeviors in preference to subordinates
and to neglect creative decisions. )

6. Situation 8 — This situation prompts the considefatiog of decision among technical con-
cepts, laman relations concepts, and conceptual problems and skills and reveals the ad-

*

ministrators’ disposition to neglect the latter. \

\

Decision-Mfking as Conflict Redugtion ] \

¢
\

Administrators should strive for the resolution ofconﬂ\c( through integrative decisions as much
" as possible. turning to compromise or domination only when'integration is impossible. The acid test
== of administration is its ability to handle conflict. Here are some cgmmon sense and humane strategics.
. " for haadling conflict that make both the experience and the solutigns more civilized.13

>

& { . .
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. 10.

AL

12,

r

Regard conflict not as an annoyance to be smoothed over as quickly as possible, but as
an opportunity to resolve an issue, fh be creative. Most of man's greatest conmbutwns

to civilization h.wc been. lmrne out of conflict. , e . -

. - . .
Anticipate problems early before positions are fixed.
L . . . 2
Talk with umﬂlctmg parties privately first to assess possibilities of mgonatmg agrcctmnt.
Don't bring them together until such possnblhtlcs look hurly good.

4

Keep a posture of open-mindedness. Avoid prejudging cenflicts. 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.
. 4 ) s

Make sure you know what the issue really is. A person might say **l don’t think his plan
will work’* when he really means I think he's getting too much power around here.”
Identify other problems tied in with. it then try to get those involved to deal with them
one at a time. ' '

Encourage confhctmg partie; 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 satisfaction.”

v v

o

Avoid being in a hurry to reach solutions to difficult problems. 1t is often better to post-
pone a decision than to make a rash uninformed one.

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 *integrativé” decision that includes as
much as possible the expectations of both contenders.

Don't overlook the possibility of mediation by an outside, disinterested. but knowledge-
able person. :

»
Don’t try to reach a decision when anger is' evident ~either your own anger or that of
others. When feclings run high, summarize, clarify the issucs, take a break, tell a story.
or recess the meeting.

Make sure the group has all the information it needs béfore deciding,

[h~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 smallerareas of disagreement. Keep trying to extend.areas of agrcement rather

than belaboring dlsagrecment. although the disagreement must be clearly .efmcd and
understood also.

he



o 13. Small groups are dsually better than large groups for reaching tough decisions, but avoid '
. -  triads. . - ' , ' //
14. Try to disasséciate ideas from personalities. Don't say **Mr. Smith has argued that ', " '

but rather say **We have said that...." *

. LT r :
15. Establish grievance procedures undqiﬁhgm when necessary.

- 16. Satisfactionof the affected people with the decision is more important than getting your
- ‘ own way. ' ' '

~

-

17. Gecrge Bernard Shaw said: “The supreme test of a man’s breeding is how well he behaves
"in aquarrel.” The supreme test of an administrator may be how well he handles conflict.

A Decision-Making Checklist! 4

The following checklist may serve as a helpful guide to making the decision process an organized
and cogni*ive procedure. - .

BEFORE THE DECISION
Is th;:re really a proble;n?
Is the problem clearly defined?
— Areother 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? Pérsonal? Organizational?

Is it one in which I should take action?
—— < Who should decide?
o If it is me, an; I willing to accept responsibility for the decision?
- E _....._...... If | contemplate “*passing the E:S:k.” do I have jus'tiﬁable reason?

What values are involved?

e What do 1 wish to accomplish through the decision?

¥
T -

. ' 141hid. “ -
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Are all necessary facts at hangd and oroperly veritied? 3‘5‘ )
IS the eovironment ready togf a decision? ~
! .
\

Have all possible alternative courses of action been caretullvoweighed?
) . [y

-

Which course of action is most integrative, least coercive, or compromising?
) . )
AFTER THE DECISION
Has the decision been communicated clearly to all essential persons?
Have | provided for impicmentation and tollow-up of the dgpeision?

Have 1arranged for feedback, review, and evaluation of the decision?

1R

Have | established a pmccs* policy. set of criteria, cten, that can serve me ismaking
other decisions? That is, what have tlearned trom this decision that will h:lp mein
tuture decisions? :

REVIEW

The function of administering the decision-making process may be viewed as both the essence

and the genius of administration,

Itgs not the function of the administrator to make all important decisions, but rather to creare
the environment and the procedures which will permit the best possible decisions to emerge

hd 1

from the total organization. .

v - a »

Decisions in educational administration should harmonize as much as possible with the values
indigenous to a free socicty and the purposes of an educational system therein,

: * .
The preeminent gonsideration in reaching decisions in educational administration is the best

n
s

interests of the dientele to be served.
o

The effective administrator refuses to back up subordinates i deference to outsiders only when

he hasvery sl;hs‘.t;mti;ﬂ reASHNS.

Admintrazons miy need to protect themselves troima sl preoccnpatiea and e teaedian

!i!‘(j\il)n\ A4t I!h' t‘\“"ll‘~(‘ nf "PP'.” (R ||n‘ ey et (‘f,;'-' !-”, ettt l:'( foe N1v
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- 7. Administrators may need to protect themselves from a natural prevccupation with technical
and human relations problems at the expense of conceptual problems. The latter may often
. be more fruittyl in the long ryn. I o
t : K - - . . . . . .
8. There is an emérging theory and science of decision-making which helps to illuminate the

problem-solving process and to vield more rational and effective decision‘making behavior.

The agency head should provide the leadership for establishing a mechanism in the organiza-
N tion which will allow for a dynamic process of problem-solving and which will produce sound deci-
- sion. Included in siich a mechanism must be the following provisions:
: ] .

1 .Prééoduws for the collection and processing of relevant data about the problem under
htle}'. . 3 : ; . N )

2. Procedures. which include those involved in the decision and those affected by the deci-

' ‘sion, in the decision-making 'process.k :

~

3. Procedures for holding the decision-makers accountable for their actions.

\ . - ) i

N ' " *For Parther Study
-We have discussed in a limited way the techniques for administrative decision-making. if you
wish to study this topic further, the following sources may be helpful.

. Alkin. M. C. “The Use of Quantitative Methods as an Aid to Decision-Making in, Educational Admin-
istration.” Paper presented at the annual conferenc. of the American Educational Research
Association, Los Angeles, California, Center for the Study of Evaluation of Instructional Pro-
- grams, 1969. L o . . ) . :

Anonymous. Decision—.\lafe’_ing and American Valies in School Administration. New York: Bureau
of Publications. Teachers College, Columbia University, 1954.

4 .
-

. National Education Association.- Group Developmént. Washington, D.C.: “National
Education Association, 1961. . . .

+

.- . Campbell, Roald F.; Corbally, John E.: and Ramseyer, John A. Introduction to Educational Admin-
. istration. Boston: Allyn and Bacon, 1962. '

. v . Campbell, Roald F., and Wayson, William W. *Decision-Making in the Elemeéntary Principalship.”
' " The National Elementary Principal, Vol. 41 (January 1962). pp. 17-22.
Cyvert, R. MaJaill, W. R.; and March, J. G. “The-Roi: of Expectations in Blsiness Decision-Making.”
Administrative Science Quarterly, Vol. 3, 1958. ' -
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_ Gold, B K. “Quantitative Methods for Administrative Decision-Making in Juhior Colleges.’s Un-
published Ed.D. dissertation, University of California, Graduate School of Educatiufi, 1966.
' S - , N ' . ) ,
Griffiths, Danicl E. Human Relations in School Administration. New York: Appleton-Century- o N
Crofts. Inc.. 1950. '
=
. *The Nature and Meaning of Theory.” in Behavioral Scignce and Educational Ad-
ministration. Sixty-third Yearbook of the National Society for the St\dy of Education, Part,

_. 2. Chicago: The University ot Chicago Press. 1964,

Hemphill, John K.: Griffiths, Daniel E.; and Frederiksen, Norman. Administrative Performance +
and Personality. New York: Bureau of Publications, Teachers College, Columbia University.
1962. | | ,

T Hitch. C. J. “Analysis for Air Force Decisions.” In Analysis of Military Decisions, edited by E. S.
Quade. Chicago: Rand McNally, 1964. '

N : 9 .
Lindsay. F. A.. New Techniques for Management Decision-Making. New York: McGraw-Hill, Inc..
1963. '

Magee. John F. “Decision Trees for Decision-Making.” Harvard Buginess Review, Vol. 42 (July -
August, 1964). - '

Newsome. George L.. and Gentry, Harold W. **Values and Educational Decisions.” The National
Elementary Principal, Vol. 42 (November, 1962), pp. 24-29.

. o \ - .
" Pfeiffer, John. “*Decision-Making in Action.” In New Look at Education: Systems A nalysis in
our Schools and Colleges. 1968.

Rappaport. Donald A. “New Approaches in Public Administration.” The Price-Water-House Review, - -
winter, 1967. ~

Salveson, M. E. “An Analysis of Decisions.” "Management- Service, Vol. 4, 1958. . T

. Siegal. S., and Goldstein. A. D. “Decision-M;;king Behavior in a Free Choice Uncertain Outcome
A Situation.” Journal of Experimental Psychology. Vol. 57, 1959. ’
Simon, Herbert*A. Administrative Behavior: A Study of Decision-Making Processes }n Administra-

tive ()rgaitization. New York: MacMillan Co., 1957.
T \

. The New Science of Management Decision. New York: Harper and Bros., 1960.

- . . .

T . “Theories of Decision-Making in Economics and Behavioral Science.” American
¢ Economic Reviews. Vol. 49,1959. '
To e : * -~
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- State Program Planning .-
via Performance-Based Objectives
- By Darrell I, Parks!

The foremost challenge confronting vocational education in the seventies is to max-
imize its productivity. To this end, an educational' management structure must be fash-
ioned that will make education and training more meaningful, more rewarding, mote - :
available, more relevant, and more productive in terms of human resourees and financial
investment,

Most professional educators would not quarrel with the preceding statement. The general
"8 public’s hue anid cry for more accountability and an increased measure of confidgnce on the part of
the educational institution at all level§ have made educators sensitive to providing a more effective

and responsible delivery mechanism.

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? R

a 7/

~ " At a time when a more sophisticated concept of educational managgment and decision-making
is coming of age. a systems approach fo such managemeng and decision-making processes, centering
around performance-based objectives. is rapidly gaining impetus. It is to this systems approach as it
relates to state program planning in vocational education that the remainder of this paper will address

itself.
. .
i ‘\\ I ]
\ 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 industrial 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 statement that preciselv indicates what is to happen and to what extent it is to happen within a
specified time frame. -

]
.

-
3

*Darrell L. Parks is the administrative specialist in-instructional program management, Great
Ouks Joint Vocational School District, Cincinnati, Ohio.




' Applying such a definition to state educational program planning endeavors can and does facil-
itate the planning process and offers.a mechanism for further decision-making tasks.

Special emphasis, however, should be directed to the point that, within the context of this
paper. a performanced-based objective approach to educational management is:

1.

(3%

An over simplification of a management concept in its purest form

A positive approach to management, focusing upon organizationdl objectives aimed at
clarifying organizational structure and superior-subordinate relationships

Oriented toward operational management rather than control management, although
certain internal cmurul benefits are enjoysd from the operational management dimension.

Essentially, a planning process built upon performance-based objectives offers the following

. advantages:

T s

1.

= . 52

throug\'\ dhc qu]vcmcnt of those to whom the objectwcs relate.

4
@

It provides specific direction with regards to what the stdte educational agency is abous
concerning its program management and responsibilities. For example. a properly stated
performance-based objective that indicates that fifty new vocationally oriented autc
mechanics programs will be implemented across the state during the 1973-1974 school
vear forces « management agency to address itself to specific ways and means to bring
ab_put such an outcome. Activities that cannot be directly related to the stated objectives
mlist be seriously questioned as to their legitimacy. Thus, such an approach to planing

forces those who are doing the planning to think and act from a standpoint of productivity:

It incorporates philosophy of participatory management. In the process of identifying

and stating performance-based objectives, careful and analytical thinking from rnumerous

sources is paramount. Without the involvement and assistance of those who are charged
with t\ﬂe responsibility of accomplishing such objectives, such a process is doomed to
failurd, Performance-based objectives must be realistically stated and universally accepted
on thelpart of the management staff if they are to be met. Such can only be assured

AN

It faczlttate bndgetmg and priority ranking processes. As mentioned previously. the con-
cise and {ime-feferenced-statement of anticipated outeomes aides in determining the appro-
ptiate anl}neccssary activities fot bringing about such desired change. Once such activities
arc idencified, it becomes a mechanical process to cost out such activities and match those

costs with gvallablc or anticipated budget allotments. In the event of limited financial

resources, a rank ordering of objectives can be made with regard to importance arfd/or
preference, thus providing valuable insight concerning budget management decisions.

It offersia mechanism for matching job requirements with personnel talents and interests.
The identification of specifically designed activities essential for attaining the objectives

\\‘ .
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set forth previously will give rise to position guides or job descriptions tor existing and/or
anticipated staff personnel.-Pursuant to the development of 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 tor the recruitment and selec-
tio of additional and replacement personnel.’ '

I

It provides the basic criteria for program and personnel appraisal. Perhaps one of the fore-
most advantages of a performance-based objective planning concept is that it forces the
early and objective statement of success criteria. Such success criteria, qualitified 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 1o
terminal appraisal, but it provides a benchmark against which periodic progress readings
can be.made. Furthermore, such a planning concept provides the foundation for apprais-
ing the effectiveness of staff personnel. Such appraisal should focus upon the extent to
which objectives relate to the assigned tasks and responsibilities of cach respective staff
person. Thus, appraisal is based upon-product rather than process criteria and affords
optimum flexibility, innovativeness, and creativity on the part of staff personnel in achiev-
ing-the end result. It provides all parties concerned with a decision-making and managerial

job.

6. It is applicable at any management level. Educational management employing the perfor-
~ mance-based objective.planning concept may be applied at any managerial level within the
managemént structure, Admittedly, it must be used advisedly when such a management
technique must link Op 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. Systein .
As i1as been alluded to in numerous preceding statenients, management via performance-based
objectives is a systems approach to management. Not only doesthis mean that such a system, when
fully operative, tlows 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 il]us%'\on of such a procedure is
shown in the following paradigm. T

I . .\..

¥ .

A closer scrutiny of this model suggests that the initial point of departure n implementing a
performance-based objectives management concept is an objective and factual assessrent of imme-
diate and anticipated needs to which the respective educational program must relate, Stich 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 bé served within various population group-
ings or age levels. An expression of such needs should be substantiated from available facts and infor-
mation with respect to enrollment data, employment needs and patterns, program availabilicy, and
any other demographic and/or economic information deemed appropriate. '

33 o
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_ The degree of accuracy with which such needs are determined is directly related to the ultimate
N Sveeess 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 managemeﬂt that has for too many years been an integral part
of the educational process. )

Pursuant to the needs assessment phase, a statement of performance-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 accom:plished, to what extent
the accomplishment is to be realized, and by what specific point in time is such an aceoinplishment
to be tulfilled. Input into the formulation of a statement of objectives should be solicited from each
respective staff member and general concurrance regarding the final draft of such a statement is desir- |

- able. The statement of objectives is, in actuality, a statement of success critetia or performance \
standards. Thus, such a statement should provide a basis for all ensuing activities in the initiation \
and adoption of a per{formance-based management structure.

e e

X . The remaining steps (three through seven as illustrated in the model) évolve arouad the state-
ment of 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 such

a program or activity’s legmmacy in the management structure and whether or not it should be
retained.

The modification or redesign of an organizational 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 organizational format that will enhance the cfficient and effective
realization of the desired outcomes. Again, let it be emphasized that any organizational format,
regardless 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 paraprofessional position guides and

job d‘lpnons.

The gnplementation process, Step Five, is included as a means of providing the direction for
-flowing tfe performance-based management structure into a currently operating management system.""’
Such a changeover may require additional personnel, modified physical facilities, equipment, and
supportive services, all important budgetary considerations. . - '
'\
Costing out the implementation process provides 4 fmanclal perspccnve of the entire concept .
and gives rise to one of two budget management alternatives:

1. Ifthe cost of implementing such a management program appreciably exceeds current
budget allotments, a sound basis has been established that for X number of additional
dollars certain outcomes, as set forth in the statement of objectives, can be anticipated.

Thus, the budget management and control agency is placed in a position of having to decxde
whether or not it desires to purchase additional tangible program benefits.-  °

A
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2. If additional funding is not forthcoming to compensate for estimated budget deticits
resulting trom the costing-out of the implementation process, once again a sound basis has \
L been established to rank order the program objectives in terms of mo it .portant to least
important and merely defer the.commitment of financial resources to the realization of
nbjectives at the bottom of the scale. Such a management mancuver assures 4 concentration
of financial resources that will make a significart impact upon socictal and cconomic needs
through the realization of those objectives given top priority. '

If, in the output measuremc nt'dimension of the perte: mance-based management coneept, con-
,_ clusive evidence.can be shown that actual vutcorites were equal to or exceeded stated objectives, the
© = true value of such a management con wpt gains significance. Such results tond to reduce credibility
. ‘gaps and increase levels of confidence on the part of educational managers regarding their ability to

producc.

Conversely, if the stated objectives were not fully realized. evidence should readily indicate why
R they were not realized and further analysis might dictate corrective measures that should be enacted.

Summary and Conclusions
A management structure buile upon performance-based objectives offers educational managers
a-potent vehicle to affect change. 1t is built upon the concept of productivity and. if properly and
consistently administered. it can positively enhance both the efficiency and cffectiveness of an'edu-

cational entity.

in state program planning the adoption of a management process founded upon performance-
based objectives provides educaticnal 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 carcfully defined and documented socictal and

. economic needs.

2. " It provides a mechanism for secking, obtaining, and justifying budget appropriations
‘because budget control agencies can readily sce what their investment is buyingf If a
stated need is not met due to inadequate funding levels, then the fault is not that of the
educational component but becomes a state finance agency concern. A performance-

“ basgd management concept is an offensive rather than a defensive management tool.

&

3. 1t 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. ’
t R i . ’ ,
_ ' 5. ft demands'commitment in that an agency has. in essence, contracted with **John Q. Public”
. S regarding what it will deliver within an expressed time frame.
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In emploving such a management tool as the performance-based objectives concept, certain |
essential ingredients must be assured.

: l I‘ I3 3 h‘ ’ i - '

Such an approach to management, if it is to be attempted, should enjoy the support of the total
staff, especially the top decision-maker. 1f such a management concept enjoys less than the most
enthusiastic support of the chief administrator, the chances of the concept being successful are
minimal. '

A4

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 :}\cvery individual involved. An important point
to emphasize, howeder, is that it takes an initial investment of time to save time.

Finally. there is no short-cut to adopting a performance-based managemeng concept. A consult- -

ant agency cannot do it effectively for another agency, a university grant or contract cannot accom-
plish it, nor can a specialist on a staff be expected to fulfill such an assignment alone. Each respective
staff member must experience the discouragement and frustration that 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 to the realization of the goals
‘they have set forth, - '

0"
PR c

Management by performance-based objectives is a tool which, if properly employed, could move
educational management at all existing levels into new dimensions &f 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.
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Developing Performance-Based Objectives
. * By O'rlzmdo_c. Behling®

Let us begin by looking broadly at the things you as an adminidtrator can manipulate as vou
attempte to improve the vocational cducatlon effort in vour state. - If you are dissatisfied with the
pt.rf()rm'mu: of a part of the organization vou supervise. one possxblc 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-zame-it that could solve the
problem for me?” So far as western socicty is concerned,-our most frequent response to any social
or org.mlzatlonal problcm is to assume that tcchnologxc.nl inrovation is the key to solving it.

.

A second pussible source of solutions to the problems of performance in your agencies lies in
the area of stincture, 1f this-leadership development seminar does nothing else, it will have made a
contribution to the quality of vocational education if ic alerts you to the possihility of structural
difficulties within vour organization and leads you to ask questions such as. *'Is the problem in
instructional services due to failure on mv part to provide clear communication channels or to pro-
vide the supervisor of instructional services with the kind of authorisy he needs to do his job prop-
erly?” Again, I cannot downgradc the importance «.f structure as w possible source of solutions to __
problems of agency performance. if for no other reason than the. fact that I have seen structural so( -
tions work in nuierous angoing organizations. ¢

- !

Finallv, we come to the area of people as potential saurces of solutions to performance prob-  * ;
lems. We may look at the individuals who make up our organizatiqns and ask, “Can we handle this
problem by replacing particular individuals or groups with othets or by changing their behavior
through education, training, or other techniques?* It is with this third area that we are primarily
concerned today, not because we feel the others are unimportant, bug because it is a topic area in
which I have some expertise and one that was assigned to me for the program. Let’s begin our dis-
cussion by looking at possible sources of individual performance problems 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 #ts own, the segment we are using here is a useful tool for taking apart prob.
lems of individual performance. k. . . N -

[

~a-

If an individual employee in your agency is not performmg well, one.source of the problem
could be his lack of the traits or abilities necessary to perform well in his assignment. All of us at

» . T

*Orlando C. Behling is a professor of organizational behavior at The Ohio Staie University,
Columbus, Ohio. .
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onie time or another have scen organizational problems created by mismatches of people and jobs.
Thg assignment of individuals to positions for which they lack the necessary skill or personal makeup

¢in create major problems for organizations. They can be solved in three different ways: 1 by

changing the individual so he beteer meets the requirements of the job a task that ranges from the
s'iﬂxp.l_c to the impossible, (2) by changing the job so it-beteer fits the mix of abilities and personal
characteristics of the incumbent! or (3) by replicing the individual with someone who better fits
the position requirements, something that is casier to do in some organizations than in others.
+ . ' .

Problems of individual performance may also stem from lack of effort on the part of the indi-
vidual employee. All of us are familiar with the underachiever syndrome among employees as well
as amonyg school children—the individyal who has all the potential he needs, 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 bit more detail in a few moments,

Finally, we have the pdssibility that poor individual performance may stemn from neither lack
of traits and abilities necessady for the position nor substandard effort. 1t may be that the individ-
ual's role perception—his understanding of what is %xp‘cctcd of him -is incorrect: that is. ke 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 communication programs as ways of-dealing with the problem. '

&

Thus far. then, we have established that effective individual performarnce requires three things:
(1 appropriate traits and abilities, (2) effort, and (3) accurate role perceptions. At this point it is
helpful in our task of understanding how to deal with employee performance problems toelay out
the approaches commonly used by administrators in dealing with them. Given the time limits we're
operating under, U'll be able to treat only the extrémes of the total range of approaches to such prob-
lems. 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 that has pretty well dominated teaching about
individi:al 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 ofithe areas we have discussed .- abilitiesand traits, effort and role perceptions—in a consistent.

way. Their *kneesjerk” 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 1o see
a state director of vocational education concerned with poor performance on the part of his office
staff to institute classes in clerical skills, office procedures, and the like and to call upon thestate
department of personnel forimproved selection ‘procedures and higher standards in screening appli-
cants. 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.”

T s v

""I"-yi)ical]y. followers of this approach deal with problems of low effort through what have been
called extrinsic Yactors. These are things such as pay. promotions, special privi.cges, and awards

that are related to, but are not actually part of. the individual's work itself. Problems of role

ry .
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perception are dealt with through formal job or position descriptions which list-in detail the aetivi-

ties the cmplovee is expected to pertorm.

-
““‘w'..,g-. .
L e

gyt

“

Followers of Approach B, on the other hand, have their own set of more or less auromatic
responses to problems of emplovee 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 cmphasis on formal training
programs than do their Approach A counterparts. Instead, they place far greater weight on informal
coaching by the emplovee's supericr. Formal programs are often seen by these individuals as ierele-
"7 vant to the day-to-day. problems of the organization. Frequently, the individuals sent to formal pro-
grams by the advocates of this approach are those he can spare, rather than those who, trom an

K

objective point of view, have the greatese need tor it
" Lack of effort is seen as stemining forthe most part not trom poor use of extrinsic factors, but

trom the failure to build intrinsic sources of satistaction interesting work, challenge, achievement,
opportunities-to carn recognition and the like - into the individual employee's jobritself. The admin- ‘
istrator deals with problems not primarily through pay and the like, but through job redesign aimed
at providing the employee with a meaningful, interesting, challenging$5b. Pcr?brmancc problems
coming from poor role pereeptionh are typically handled not through listing of activities to be per. s
formed in position descriptions, but rather through a process of mutual goal-setting in which em.
plovee and boss jointly establish priorities, targets, and deadlines. The individual learns what is

© expected of him indiregtly through this process, rather thaw by having his superior’s expectations

spelled out for him ina position description!

_ The evidence is certainly not all in regarding the relative effectiveness of these two approaches.
A great deal more rescarch needs to be done before Tean stand up in frome of you or any other group
of administrators and sav. ~This approach is the answer to problems of employee performance.”

“Yet, if | were o betting man, I'd have to put my money on Approach B, The resules of thelstudies
performed thus far, limited as they are, point in that direction. As Carroll and Tosi point out,

We have . . . evaluated the rescarch selevant to certain aspects of (Approach B, such as
goal-setting, feedback on performance, and participation. This rescarch supports the idea
that (Approach B) should result in higher levels of performance than those of management
, approaches that do not involve the establishment of performance goals, the pravision of

s feedback relevant to performance as it relates towsuch goals, and subordinate participation

T in the'setting of such goals, (Carroll and Tosi, 1973, p. 16) . X

Further, Approach B makes considerable vonceptual sense as well. So far as the improvement of
traits and abilitics are concerned, the day-to-day guidance of theboss should provide more direetly,
relevant information for the emplovee than formally developed classroom procedures. Similarly.,
there is little question that intrinsic sources of motivation are more potent than their extrinsic
. counterparts, it for no othet reaon than the fact that civil service regulations and union contracts -
severly constrain use of extrinsic factors as means of increasing emplovee effort. Similartv. there is

- little question that the sétting of specific conerdte goals with firm deadlines for their accomplishment
~can clarify an employEesTote perception far more complerely and clearly than can the vague listing

-
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, - of generalities that the tvpical position description contamns. The mutual goal-setting process advo-
cated in Approach B also makes considerable sense, because it provides both a sense of pgrsonal
committment to the goals on the part of the subordinate and also is frequently interpreted as a com-

pliment, reflecting favorably on the respect in which the employee is held by his boss.
: : v c . ]

\ Yet, despite the evidence in support of 1Lis type of approach to problems of employee pertor-
mance, there is considerable difficulty on the part of many administrators in making the system work
as well as they would like. There are several reasons for this, but in my mind one stands out. "Admin-
istrators find it difficult to open the direct communication with their subordinates which is necessary
. for the effective operation of such a program, Specitically, they fall into three traps:

L} - -

1. They tend to talk primarily in terms of individual traits or characteristics such as reliability,
trustworthiness, cooperativeness and the like. These terms, when used in a critical manner,
afe almost certain to generate defensive reactions that hamper communication. Discussion
should be organized about behaviors, rather than’traits,

2. They tend to get involved in l;mg-windcd debates with the subordinate over what he has
or has not done'in the past. The administrator should use the past performance of the

. _gnplnyccgas a springboard for discussion of the future. The effective administrator does
not waste time on discussions of the past. What is done is done and cannot be changed.

. Only the tuture is subject to management control. '

A : - .

s

‘ 3. They often take the position of judge. telling'the individual employee their yerdict about
I ¢ his performance, a process which also generates defensive reactions and cgs off free
discussion. The superior should take a problem-solving attitude, rather thangcting as
judge. ' : '

, Taken together, performance-bised objectives provide a major advance over more traditional
methods of dealing with employee performance problems. They provide a means through which an
individual adminiccrator can more direetly and effectively influence the performance of his subordi-

- nates. : - ' :
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“~ - An.Overview of -
Man’agem’ent! Systems Development

’ Bv Cecil H. Johnson, Jr. : T

- .
. ’ S ‘ . . v

Critics of American education often appear to believe that the educational system possesses
modest aspirations and even mose modest achicvements. TRis may be an unjust viewpoint, but it

. serves to point’ up the fact that the educational system has been provu.{cd with incffectual devices

for planning activities ard reporting ‘ucumphshmcﬁts to the public. The problem is compounded
by a lack of consensus as to what constitutes educational output, With uncertainty surrounding
educational productivitv, schools have suffered because of problems in designing thclr programs,
assessing their pertormance. and developing suitable allocative strategies (or means tu determine
how best tc tilize h\gutcd}(ﬁnmn and non-human resources in the learning process}.

b

¢ What is lacking is a general framework for educational planuing that is appropriade tor educa-
tional agencies. Planning is formulating a system-wide philosophy. general goals, .md objectives:
organizing relevant data and determining pcrwnncl and space and material requirements: c\ammmt_,
alternative procedures and establishing priorities: providing for commutications and ifformation
retrieval for the system: .mal} zing financial resources: evaluating how well Ub]’cctl\'u are bcmg met:
l()okmg ito the future and revi iewing the system continually to ensure that objectives are being refor-
mulated and that the system is dynamic and {nniovative rather than static ‘ard rigid. 1f properly con:
ducted. svstematic menmg can pro\ldc educators witl: a more complete basis for rational choice.
It is a way of attempting to control the tuture instead of merely reacting to it. I

( \ : | o

- : The Management Process : :
- B kN

- N . 4

In his book, Planning and Control Systems: . A Framework for Analysis, Robert Anthony views
the managcRggnt process as occurring at cw.nnallv thre: levels of the organization. His definition of
these levels is accomplished by®tating the gcncml type ofman.xgcmcnt process that occurs there, to_
wit: strategic planning. management control, .md operational control

: . ) ) ,
1Harry J. Hartley. Lducdum.al I’I.mmug l’rogram:qmg Budge(mg (Ehglcwood Chfh. Ncw
Jersey: Prentice-Halk Inc,, 1‘)68 - PP k3 e . _ r

i L4 ) '
2Robert N. Anthony, Planning and Control Systems: A Framéwork for Andlysis (Boston:
Division of Research, Graduate School of Business Admxmstrauon. HarVard University: 1965,

l
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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

efficie itly.” y | ; \

Every organization, formal or informal, by its own nature of being an organization, will have
objectives. 1t is essential, especially to formal organfzations in education that these objectives be
firmly established, clearly defined, attainable. and communicated throughout the organization. This
is not to sav-that objectives cannot change, but that they must not be vague. indefinable, or uncom-

. municated. This becomes the first step in the management process, establishing objectives. This

establishment has the effect of providing a framework in which all management action takes plase.
It channels planning and is indeed a prerequisite, The decision-making process cannot effectively
operate unless it is oriented toward objectives.

Objectives are not, however, peculiar only to the organization as a whole. There are several
tvpes and levels of objectives. Long-range objectives are. in effect, a statement of where the organ-
ization is going. or intends to go. In a means-ends situation, they are the ends. If long-range objec-
tives are the ends, then short-range objectives are the means, the way in which long-range objectives
are intended to be met. 1t follows, therefore, that short-range objectives must support long-range
objectives. c

Objective breakdown results in a so-called hierarchy of objectives. Once otganizational objec-
tives are established, they can be broken into more operable segments and assigned to sub-units of
the organization. This L eakdown 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 frame-
work for progress analysis. ' a

As stated previously, objectives provide a framework for planning. Logically, then, planning
is the nex: step in the management process. Plinning, once again,'is defined as essentially' a process

by which future coc.s s of action are defined. evaluated, and selected +vith reference to organizational
) : 8

objectives. As objectives provide a framework for planning, so does planning provide a framework
for control. : '

As there i¢ 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 manage-
ment levels. The progress of the organization will increase greatly as more individuals frem all levels

‘of the organization become involved in the planning and decision-making process. It seems only

natural to state that an individual will become more involved and interested in that in which he has
taken part in developing. -

Q
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The neyt step in the management process is scheduling, which i essentially **putting the plan
on a calendar.” Current planning and control systems such as PERT and CPM emphasize the condi-
tion of a plan, that is, the network, without reference to a schedule. 1t is only aftér 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 tade for cach, bur start and completion date are riot set. The
purpose behind this technique is to avoid biasing time estimates in favor of caléndar dates. Once
schedules are esgablished and implemented, they become an extension of tlw/plan for purposes of
control. l " /
Several factors combine to influence scheduling, a few of which will bt mentioned here. The
availability of resources is probably the single most important factor. Resources in this context
include personnel, both quantity and quality (technical ability). money. facilities (to include make-
or-buy situations), and time. Time becomps increasingly important when plans have an assigned
completion date. An important point in this situation is to maintain independence between time
estimates and s}:hcdulcd (assigned) completion dates, Time estimates should be made and then
assigned dates dpplivd. At this point. if it is scen that the time estimated will result in a time overrun,
replanning must be done. But this has Hopefully avoided biasing time estimates in favor of assigned
dates. : : |

L3
i

i
Other factors influencing scheduling are the desire for efficient utilization of personnel and
- «]- - . . .- . 3 . . I
facilities: that is., reducing idle time anfd evaluating time estimates mgde by other personnel to account
for tendencies to cither “pad* estimafes or to overestimate abilities. ' -
i - '

Once a plan is finalized and implemented, management needs some method for determining it

i

progress is as planned. To be ettectivg, this control process must Be flexible and dynamic. A plan o
seldom remains unchanged throughout its implementation. As it changes, the control process must
adapt to it. Campletion of the control process leads back to the first step in the cycle and sets the
stage for another journey through it, 3 ; T

el

Systems Approach. .

i

The study of organizational activities Such as planning, cgntrolling and evaluating may be called ™ 77
systems analysis, The term systems analysis has a great number of definitions and should be used
carefully @it is part of the new generation oftinterrelated manjagement-procedures that seek to ~

.enhance organizitional rationality. In educatjon, a sysrem may be defined as*the sum total of L
separate parts working independendy and in_i&tcraction to ag¢hieve previously specified objectives."4 7
z : ; ’

3Bill Locbet and Desmond L. Cook, The .\\‘lmmgcmvnt,'l’roccs.\-, Operation PEP: A Statewide -~
Project to Preparé Educational Planners for California, 1968, pp. 1-6: '

[

Donald R, Miller, A System Approach for Solving Edycational Problems, Operation PEP: A




~ Thy systems approach is a methodological approach to decision-making and is generally de-
scribed by the term system analysis, “a generalized and logical process for identifying and breaking
down. into as many carefully distinguishable parts as possible, the structure, parts and interactions
) .

- of a svstem.'

o “ 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 climinate
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 cach milestone?

o
.

Of what specific tasks are the “things™ composed?
6.  What are the possible ways of getting the “'things” done?

In the educator’s language these questions may be proposed as the steps in educational system
analysis, |

.
1. Determine mission objectivcs and performance requirements. ‘ .
2.  Determine and reconcile const'raints.

3. Detsmine mission profile.

o — 4. Perform functional analysis.

5.  Perform task analysis.

6. . Perform methods-means analysis.

In summary. system analysis should vield, in precise form, a collection of data that tells us what
is to be done. in what order it must be done, what the feasible performance requirements at each
level are. and what possible ways there are to get the mission performed.6

51 'bid.

6Roger A. Kaufman and Robert E. Corrigan. The Key Steps qﬁd Tools of System Analysis as
Applied to Education, Operation PEP: A Statewide Project.to Prepure Educational Planners for
California, 1967, pp. 44:45. ' ’
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System Analvsis Steps

S_v.stcm analy_sis. in education, can be reduced to four basic tasks consisting of:
1. Mission analysis | . .

2, Functional analysis
3. Taskanalysis _ |

4. Mcthod means analysis :
|

Mission analysis consists of defining the overall mission objective and determining mission per-
formance requirements, constraints, and profile. The purpose of mission analysis is to define and
express in concise, explicit, measurable terms the tangible end product to be produced. defining:

1. Product specifications representing terminal success of the mission objective
2. Performance réstrictions 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 objec-
tive and specific performance requirements. It should also determine the “hurdles™ that make the
production of the end product infeasible. “As such, a primary reguirement for the system analyst .
will be to identify constraints that can jeopardize the achievement of the mission objective.

: 5

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 identificed in greater and greater detail. Each.analysis
step results in the determination of additional performance requirements for that level, allowing the

Cidentification of additional constraints for that level. Thus, at cach level functions are identified and

analyzed and each function’s performance requirements and’contraints are identified. The resulting
data is used to determine lower-order functions.

Functions are collections of “things” to be done to meet a performance requirement. The

RYY3

. analysis continues until all are identified for complete problem definition, This vertical” analysis

continues until further analysis starts tg yield units (called tasks) of performance, 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 that they constitute. -
o o . 5‘ . e

Method-means analysis identifies the total array of methods and méans, for meeting the perfor-
mance requirements at successive levels of analysis for cach dnd all functions and tasks. 1t determines
for cach performance requirements or family of performance requirements:,

. ‘ - ¢

.

. . .- . : - l ) t . ’ 6'(.)
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- final system product.

provide data that will allow the selection of the problems with highest priority. Education will

\ .
A
L
S
1. ° What is available.’ Y
2....What aré the advantages. ' ‘ \ .
o - \
3. What are the disadvantages. . ,

L
3 : . . . o . W V.
Meghod-means analysis provides data to be used in determining the final methods-means deci-
sions duridtg system synthesis. Upon completion of the total checking betwgen the steps of mission
analysis, functional analysis, and task analysis, the method-means data bank wili contain all of the

method-means that céuld meet the total array of performance requirements dt cach and every level

of the system analysis. : / .

a , , .
in summary, system analysis may be used at each step in system divelopment—any place where
logical problem-solving is relevant. System analysis may be used to deterthine what the final product

is to do and/or look like an_d/or perform, as well as produce the design prpcess for producing the

, Information System \ .

¢
o @ ?

Underlying and permeating the use of system analysis is the development\of an information
system that provides accurate and sufficient data for defining the problem or thission and evaluating<= ~—
progress or lack of progress toward attaining mission objectives. The best way vo identify réal pfob- "
lems 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 discrepanci¢s will

probably never have tha resources to deal with all gf its problems, so it must -ierive and apply cri- ] .
teria to select those with the greatest urgency or highest criticality from the total array of ryeds.

.- - - T e e M

- . —-
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: . MISVE R e

-

The Center for Vocational and Technical Education, in Tesponse to the expressed need of many
states for an information system for use in both planning and evaluating vocational education pro- -

grammatic efforts, and for meeting reporting requirements, is undertaking the development ofa 3

transportable management infGrmation system for vocational education. Called the Management
Information Svstem for Vocational Education (MISVE), 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 planning, evaluating, and reporting concerns, yet pro- b
vides procedures, guidelines, and software for adding goals, objectives, and data to-the system to )
insurc responsiveness.to unique state needs and requirements. ' . .
70, T N ‘ .
‘ ,
. .



System Objectives

‘The primary objective of the Managemeént Information System for Vocational Education is to
provide comprehensive analysis of data essential to educarion decision-makers in the allocation of
resources for vocational programs. The analysis will be designed to: (1) assist in identifying those
. who might benefit from vocational education, (2) assist in identifying programs/training best suited
\\__- to prepare students for a changing job market, (3) provide.an information base for developing a more
. cost-effective training program mix, and (4) provide a central soufce of data for encouraging inter-
T .agency-based manpower planning efforts. Secondary objectives include: (1) assistance in facilitating

the accountability of vocational-technical education to igs clientele, advisory groups, and administra-

tion boards, (2) the provision of data required for U.S. Office of Educatxon (USOE) reporting and
foi‘\the staté plan for vocational and technical education.

v,

+ . -
\ . .

. Co nceptugl Design .

The overall thrust of the MISVE design 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 direc:
- - torsof vocatlonal education and their plannmg and evaluation staffs. - Analyses desired include those
pertaining to manpower requirements, program effectiveness, cost analyses, student characteristics,
student program_ prcferences and poet~schoolmg moblhtv patterns. It is intended that these analyses

be packaged isito sepagate feedback reports ro students, ‘teachers, counselors, schools, school districts

state agencies, employers, and humah resource data banKs.

-,

The data and analyses anticipated are considered to be comprehensive in the sense that specific
kinds of data (e.g.. output of trained manpower) will not be limited to the public sector (public
vocationa! education system), but will include data from private schools and industrial situations to
the fullest extent practicable. Becuase such comprehensive data collection will involve new levels

of interagency cooperation, this in itself is an expected outcome of the projeéct, und necessary to its
sucgess. - - )

———__Co Conccptuallv. the system dnvxdes into two subsystems (see Figure 1) with the foﬂowmg func-

1.. The Evaluation Subsystenywill collect/ process and analyze data useful to program admin- .-
istrators, clients, and potential clients: lr.ho\ugh initially categorized and collected within

scven data elements, analysis of the data goes M mere aggregation of data within
. elements to include inter-element analyses. _ \.?\

- . \\\
2. The. Planmng Subsvstem will provnde mechamsms for utilization of information fromi the—
Evaluation Subsystem in the identification of goals and ohjectives of vocational education

and in identification and analysis of alternative strategies for achlevement of these ob_,ec-
tives. : ’ *

s »
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" Data collected for the Evaluation Subsystem are initially categorized into seven information
elements: .Manpower Supply, Manpower Demand, Underdeveloped He nan Resources, Student
Follow up, Program Cost, Resources Inventory, and Program Characteristics. The information
aggregated and/or analyzed in the Evalyation Subsvstcm while useful in itself for reporting and
accountability purposes, is utilized further in the form of ¢ssential inputs to the Planning Subsystem.
The total system provides mechanisms for utilizing the-evaluative information for setting goals and

| objccnvcs. and determining alternative resource allocation strategies. Goals and Objectwcs and- .

Rcsuurcc Allocation Strategies are the two elements of the Planning Subsvstcm.

Goals and Objectives

The Goals and Objectives element will provide a mechanism by which management and advisory
group personngl can identify goals and objectives and weight them as to their relative importance.
Goals and considered to reflect the underlying philosophy of the occupational education system,
while objectives represent specific measurable benchmarks against which achievement can be ap-
praised. Goals and objectives are critical to the analysis of program effectiveness and, as we1ghtcd
also critical to the selection of alternative resource allocation strategies. .

-

L}
Resource Allocation Strategies

o
. ©

T e Resource Allocation Strategies element will provide a set of alternatives consisting of pro-
gram.enrollment and financial outlay structures, each designed to satisfy an’alternative set of prior-

- ities. ‘The strategies will be deisgned to implement the objectives, and, therefore, will be developed

for procedura) 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 projectcd
output from the vocational education system {including private schools) classified by the U.S. Office
of Education (USOE) program codes. [n addition, other supply data such as apprcntlceshlps will be
collected insofar as such is-feasible. Exemplary data includes breakdown by geographic area, age.
and sex. . . .

b
Manpower Demand
The Manpower Demand element will collect/analyze and report on current and projected oé¢cu- -
patlonal employment. ‘1t will rely basically upon three sources of information: The U.S. Departmcnt

of Labor's new Occupational Employment Statistics program combined with technigues in Tommorrow’s

Py ' : . ’ . . ’ 73-""



Manpower Needs, existing Employment Security Information, and follow-up surveys of graduates
- and dropouts. 1t is designed for states that are participating in the Qccupational Employment Sra-
tistics (OES) program, which is envisioned to eventuallv include all states. '
- : :

Iy -

_ Underdeveloped Human Resources
o / N ~
' The Underdeveloped Human Resources element is intended to collect, analyze, or use data
. that will identify the training needed by persons who are unemployed or underemployed. 1t will
also include a model for forecasting the needs for vocational training by the total population within
. ' aspecified region. by age group, socioeconomic backgroutid, and geographic iocation based on census
data..-. - ' ‘ )

i ) —

2 v
L 4

Studerit Follow-Up
" The Follow-up clement will collect/analyze and repert formation on the post-school‘fg experi-
i ences of graduates and dropouts from vocational prograins. Data collectedvili include information
g of forner students’ occupations and their relationship to training prograiiis, income, geographic

P 33 g N B . gq* . ) - N A .

 ® -mobility, job'satisfactiong and need for retraimng. '

J -

N ’ t ’
ws
Resources Inventory

. - .

- 2 ' . .

~ The Resdurces Inventory elemene aims at compiling an inventory of all physi ~and human
resources available to decision-makers at local, regional.-and state levels. Included injthis-inventory
would be the kinds of data pertaining to current and potential use of such resources as: (1) staft,
by. age group. sex. education §ualifications, work experienc  program, aud school, (2) buildings.
(3y equipment, (4) curricular software, and (5) other nonfi cal resources,  «

Program Costs
 The Cost element will collect/analyze and report the cost baseor cost-effectiveness analysis
 (useful +n 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 niurse’s aide program per graduate
. in a specific.institution) rather than thetaverage state cost for aggregations of occupationdl programs
= (e.g.. health programs). T .

-

-+ Program Characteristics
ogram .4 \
'
Data for the Program Characteristics clement will be collected to give admmistrators a ¢lear
_* understanding of the general design of their education system. In addition to traditional service arca

-
~

’
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classifications, data will be collected by U.S. Office ot Education program codes on characteristics
such as day versus evening Jasses. institutional versus cooperative modts, and whether or not the ’ %
program is modular in its format. Included in the program data to be collected, analyvzed, and 3
reported will be such indicators of program quality as staff qualifications, advisory committee in- S
volvement, degree to which planning exists, program duration, special and regular needs being served,
weilization of facilities, out-of-class cx?cricncc provided, utilization of guidance seryicés.

~.  Eachelement in the evaluation subsystem will vield data that, combined withthe yield from
one or more other clements, will result in three levels of data analysis. Figuge 2 indicates the antic-
ipated types of yield from the managemént information system. Specifically, the anticipated data
collection would be: (1) s udent enrollment/termination, (2) current occupationai employment,
(3) stndgnt follow-up, (4) demographic data, (5) disadvantaged needs, (6) program financial data, , !
(7) resources inventory, and (8) program characteristics. The level A Analysis expected would '
include: (1) manpower supply projections, (2) manpower demand projectiops, (3) student charac-
teristics, (+) projected needs for vocational education, (5) program effectiveness, (6) program cost
analysis, and (77 program resource utilization. Level B Analysis would include: (1) net manpower -
requiremepesprojections, (2) cost effectiveness of current programs,and'(3) population to be
served {reg larg' special needs). Levei C Analysis would consist of Alternative Resource Alloca- .
tion StrateyieI\yizing level A and B analyses.

N @. . . \

‘Instruments Available Now

Mcans for collecting data for three instruments are available. Instrumentation is on the State-
wiae Evaluation System. which will provide limited data on: (1) student enrollment/fterminations,
(2, student follow-up, dnd ;3) program charagtcristics.'

Some of the specific data items provided on student enrollment are: (1) enrollment by sex and
grade level, (2) number of handicapped enrolled in cach program. (3) number of socioeconomically _
disadvantaged persons enrolled in cach program, (4) number with educational deficiencies enrolled. ‘
and (5) number of complctio:ns{dr;)pouts placed by placement services. | -

A representative sample of the specific data items produced on student follow-up are: (1)
percent of persons who sought full-time employment, (2) percent of persons who sought part-time
employment, (3) specific ticle of first full time job, (4) relation of training for first full-time job,
(5) beginning hourly wage for first fuli-time job,-and (6) relation of training to last job.

Program characteristicd sample datd yield includes: (1) advisory committee involvement. (2)-

“duration of time in weeks to complete each program. (3) nun:berof courses in cach instructional ;

program, (4) type- of vut-of-class laboratory expeiences prov ided. (5) number of staff vacancices .

both currert and anticipated for total vocationai program and each individual prograin, and (6)
.. 13 ¢

other agenc.2s involved in cach instfuctional program.



=}

L X4

ERIC-

Aruitoxt provided by Eic:

.
RN

N

Resource
Allocation

%

Molet

-

SYSTEM
OuUTPUTS

-

’ A d
¥

~

‘ $pIaN paSrjueapeni
uoIEINPJ NUOHIOA aleg aydeSowag
r 40} spaaN paydaloyg
SRISUAIMINY] . uo W}
- ] apms . /uawiioiug uspms
{SPaaN mi3ads § snnlay) I
PaAIG 3q 0} uonenn B E—— A
HOJUBAUY S92IN0EY
uomndog m sunotey wesloyy - l 8
Swnlioyg 1uaung 10 R ?
' ; 2 ot o TN ~ 103 uml
SEUBMIIN}3-1850) *‘ 1563 wieioig 2 I 150) uesioy
2
Huawannbay H O CNausANIa
’ - ey wesbo
Jmodury 19N e wesbony : S8URY) 4
¢ suonadoyy wawAojtwy
== putwag smoduty *100edn330 1udnng
- suon:ul_uq Aiddng L d 1104 WWAPTIS
amoduey L*—_ o
, l ucyRIwIe)
- JUBWILHOIUY WpNS

Fig. 2 MISVE DATA AND ANALYSIS RELATIONSHIPS



y

»#

Py

14

Components Under Development

*

\

Coutponents carrently under development include: (10 Goals and Objectives, {2) Resource

Allocation Strategies, {3) Manpower Demand, () Underdeveloped Human Resources, (5) Resources
power Supply -,

nventory, {6) Cost, (7) Follow-up*, and (8)

Man

.
-

1

Instrumentasiotrand analysis techniquesare presently under development in these eight com-

pdnents and should be available for pilot testing during 1973. Following tield testing and revision
of these components in 1974, the total management information system should be available,

-
T e

-

B "‘Alt'hm.'gb follow-up and manpower supply arc a part of the currently Available statewide Eval-

uation System, additional instruments will be'developed, including instrunzents 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 terminees,

el

*
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~ ; The Tennessee N
° Management Ilhformation System o
¢ ' Bv William M. Harrison* , ; ' /
- . . Gary R. Bice . /
. - o. ‘ . i . .

Wise decisions are based on careful consideratiotis of al} dvailable information. Decisions that
must be made without adequate information because such information does not exist are not unwise, .
but are unfortupate. '
* Administration of .educational programs, whether on the federal, state, or local level. is prima-
rilv a decision-making activity. Some decisions are rclam%ly easy to make: the information needed .
is available and reliable and the consequences of the decision are relatively minor. On the otherhand,
some decisions are quite difficult to make because available mtormanon is sketchy or questionable,
and the consequences of such decisions have a major impact on programs and program development.

Relevant, specific, and up-to-date information can have a sxgmfuam effect on the general quality of \
educational decision-making. Good information helps to make all decision- makmg casier. .
) .

Making sure that appropriate information reaches the right decision-making levels at the right
time is a tremendously important task and. | believe, a vital function of a state divisiop ‘of vocational-
technical education. The Tennessee Management Intormation System for Vocational Education was

[

created to meet that need. ' . .

Ll

We are not naive enough to think that any single sv:tcm um collect, file, make available, and
retrieve all of the minute objective, and sometimes: bjﬂ:tlvl‘ information that has an impacton . . " .
decision-making in vocational-technical education. }&\wcver. thﬁtrc are sotme major types of impor- '
tant data that can be obtained, filed, and retrieved through a cmwr&matcd management mformanon

system. o e : .
. . al T . : *
. . A
B _ . |
“General Description of T.M.LS. ) .

- ' . - . . 4
The primary purpose of thie Tennessee Management Information System at the present time

is to provide information relative to program planning ind ‘evaluation. Our management informatipa

system can be desgribed as a cooperative effort of more than 150 gutdnomous local education agencies

> 4 . -

.
L)

“Iilliam N1, Harrison is the assistant state commissioner for t'ocanonal education in Tennessee.
Gury R:Bice is the director nj the Research Coordinating Unit, rhe state of Tennessee. '

* C .
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in the state that conduct vocational sducation ﬁr‘;,r.fms. The tanagement information s‘\'stcm/is
the data-based portion ot the total information serdices prngr.nn of the Tennessee Rescarch Coor

dm.mn;_, Unit for Voeational Education. , )
N _. - . o

[y . v

Tlu management information system is a computer- uruntcd svstem that makes uscBt up-to-
date electronic daga-processing t;(,hnnlug\ and techniques. In this way it brings to public education
in Tennessee some ot the benefits that have long been available to business and industry. This svstem
makes p?)wbh the collection. titing. and rcmcval of vast quantities of data that luru-tntun have
been cntml\ unrmaublc tor public education administrators. .

> . . -
. - -

. R I
he total managemgnt information svstem envisioned for the division of vocational-technical

cducation-includes the following data files: <14 seudent information, «2 teacker, supervisor, and

administrator-irformation, (3} program c\alu.mon intormation, 4) pfogram cigst mturm.atmn. \.':-'

manpower needs information, and | .6} census ‘md related dunugr.lphu. mfurnmtmn .

¢ .
1)

. . ! .

Currently, three of these data files are operafing, with atleast one to be added this vear and
others to Be added as rapidly as possible. Quir system has in operation the student file, the tedcher,
supervisor, and administrator filecand the census and demographie data files. This'svstem utilizes
primary and,secondary data sources tor input. A subsy stem for compiling and afalvzing apptopriate
‘data anylan output subsystem that disseminiates information and related data to .nppmpn ate decision-

m.lhrs are also rm]udcd ' . i s .

. . .
-~
.

: M.LS, Objectives + . . r

-

A . . LI . -
. . - . .

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

» - .
» . - - . P . 0

1. Tocollect and store as much’ data rilevant to pal

. .
S - -

. . . [ - . . ¢

2. T maintain the greatest flexibility by gatfiering and storing data on the smallest -

.

practical consideration will allow :

+ . pOssible reporting unit (a single studentt . e ,
. L \ .
4 . . -

.
. . .

3. Toprovide data tabulatums for use at the state lcvcl as a'whole .md to smyller
administrative umts for theiruse - , e - ‘

-~ .

. - < ’ :
/ .. Todissemirate to local cducal,t'iu!_m.l agencics standard data on their own whmff/
£osvstem . ' a T

4 5. ~To increase she use of stored data and special analyses to help solve specific problems
- . .

LS
.
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. Svstem Components
i ' .
' ]

As indicated « wrticrthere are several data files currently operational in our system, as well as
several in the plannig suages. The data base currently maintained is described below.

{
- ) . al ’ I
Student Accounting bub§\'stc1n :
. DF) .

The student enrollment file contains individual records for each student enrolled in the public
vocational technical education program n the s:ate of Tennessee. The secondary school file contains
records on approximately 102,000 students, 26,000 adult students enrolled in adult contract pro-
grams in local school systems, and approximayely 25,000 students who are enrolled in arca vocational-
technical schools and their post-secondary and adult programs. Individual students enrolled in more
than one program-at an, 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: | |'-‘\ '
- ; . . A

Namc‘ :
Address
Sex.
Race
Birthdate
Marital status _ ’ : .,
Veteran status : A L
Whether - *Regular, Disadvantaged, or Handicapped™ (determined by the teacher) .
Date enrolled in program ]
USOE occupational code for program

. Type program o .
Grade level or adult classification
Whether enrolled in another class
USOE code of other class (if applicable)
Type school
Type and number of vocational courses already completed :
Plans ‘or additional vocatioral training _ |
Plans o 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 irffo: m -tion is collected on mark-sensitive forms filled out by the student under the

. direction of'the teacher who reads the process from a step-bv-step script. The form consists of pne
sheet printed on both sides. Students are initially enrolled in September, with.teacher vcrificati?n
of records and additional student updating occurring in January and May of cach vear. -

W 3

- » .
-
» - .
. . .

2

- ' _ : L \

i
1
- '

W
i
i

. . .
c X .
. - .. . . . . .
. . A - - Y ’ ) . :
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Student Follow-Up Subsystem

. Having all sunndar\ student enrolled i vocation, n! technicyl education in public sglmuls in the
\tddn ‘nt accounting subs\ stem, progrant completion and job placqment information is much casier

to h.mdl-. Fallow-up information is also collected on .mrk -sensitive forms. This svstem uses the

te.uhcr av basis for the input. Currently, SLLl)llddl‘\ student fullo\w -up input mform.mnn is verified
on and oo siswith direct mail out .md contact thh the studentl In orher words, most of the
inform. .=+ comes from the teacher and not fromy the student. Postisecondary follow-up informa-
tion is obtained directly from the student with a fulluw'uup being mailed to the student on his birth-
ddv. This provides for a continual vear-roupd process ot follow-up.

'.. ; \

Personnel Information Subsystem

“, . - iy

~ : ,
el egt . : . \ .
s file includes personnel records on all persons whose assignments are connected with

. vocational:technical-education’at the secondary or adult level. Approximately 2400 personnel re-

cords are on file, including duplicate records of personnel assigned to sccwmdury and adult programs.
Personael informatior is also collected on a single-sheet, optical scan torm printed on both
sides. Step-by-step instructions are made available to all personnel tilling out these forms,
\

| | o

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 Qutputs”

(‘urrcntl\ the system has several valuable outputs. Some are used extensively, while other out-
puts are not used much because not all of our local decision-makers are yet tr.uhcd to use them.,

The development of the system began in response to the need to cumplctc\ USOE statistical _
report forms. Consequently, some of thc system outputs are geared to that nccfl More spccxhcalh
our output includes: '

»

i .
v

1. All statistical data needed to complete USOE Form No. 3138. (Studenit earollments)

b . i ®

R

All statistical data needed to complete USOE Form No. 3139, (Student follow-upi

o

3. Class rosters by teacheér

———— e

o
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. ‘ . ; .
4. Program summaries by school, district, county. region, development district, congressional
district, ete. - : - ’

.

5. Follow-up report-by teacher, program. school, district, county. region, etc,
_ .

6. Mailing and address labels of students, teachers,and other personnel

7. Directories of personnel (listed by subject area and/or school. district. ctc.)

T
Y

L}

Strengths and Weaknesses of thq M.LS.

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

~

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

\V_cakncsws in the M.L.S. ] 3 Y.

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 wav of demanding the cooperation of local personnel to get accurate input data. In other
words. we simphy cannot require that they have students fill out our optical scan torms.

For our segondary student follow-up system, we presently rely upon the teacher for the follow-
up input data. Some’people look at this as a severe limitation. However, 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 hinds of data that would be valuable to us that we cannot get from the teacher. For examiple,
“we can ask the teacher which former students are employed. unemploved. in school, ete.. but we can-

not ask him to give us the former student™s salary or wages. We would have to’go directly to the
student tor that. . ' '

A third-problem that we see, and this would be characteristic of any new major development,
is that lovaladministrators, 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 {or the profes.
sional deyelopment of its users. Another way of saving 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
. - N

*as famthar with optical scanning formsg the new technology) and are ngt as accurate 1 completing,

the furas, This. then, causes an inherent weakness in the adule foltow:up phase.
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Strengths of Tennessee's MULS.

| hope | haven't left vou with the impression that we have only a bundle of problcms We feel
that our system does have some important strengths, Briefly, su}u <of those strenghts are:

1.

6.

7.

Low cost per student. Total costs for all input and output is runnmg in the neighborhood
of fortv-five cents per studerrt tor thc sccondary system.

We have informatjon on a very small rgporting unit. the teacher, and with just a liftle com-
gporting

puter programming time, we can produce about any type of analysis or cross tabulation

that may be needed. ‘ o

>
.

The error rate on the iriput side is between .1 and .2 percent of all records.
s

For operation, only clerical staff wish periodic support from technical statf is needed,
iDevelopment of new components, files, cte.., required more professional statt.)

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

s ]
P

Attributable to our feedback svstem, local people are beginning to learn how to use
current data and information for local program planning, implementation, and evaluation.
We are able to produce accurate statistical data tor completing USOE rcports dxrcctlv
from the computer. ‘ »

. . < . ) ~
Obviously. there are several other strengths and weaknesses that could be discussed. but | think

I Kave hit the major ones here.

} . Summary
. N ald . ~ . ~ N . . . . -
It is difficult to summarize our total MLLS, because what | have given you to this point is basi-
cally a summary. Let me close by putting it this way: * S
£y L 4
1. We use the individual student and teacher record as a base. .
2, We use mark-sensitive torms rather than key-punching. | ., ’
3. Output trom the svstem is used fnr‘\il;uming. management. and administrative purposes.
.' * . . » F)
4. The svstem is relatively fast, accuratc\;md inexpensive. - :
B . ) N 1
5. We have a few problems, but within ;t>¢k1r we hope to have these moved over ao tike
strength side of the ledger.
. ' . "
g
84 ! .
. \
> . . | ’ - .. .
- \ -
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Legislation tor Providing Comprchensive
. 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. ] 90, This resolution directed the Legislative Council Committee
to study volational education programs in grades 7-12, It stated, 1 part: “Be it resolved by the |
. House of Representatives of the Eightv-Seventh General Assembly, the Senate concurring, that the

Legislative Council Committee is directed to make a study ¢oncerning the desirability, feasibility.
and, cost ufcxphndiug the vocational pmgrams in the public.schools of Tennessee, grades 7-12."
The Legislative Council Committee was to report its findings to the Eighty-Eighth General Assembly
mecting in 1973, . ’

A subcommitice on educational studies was appointed to complete the study. The study resulted
in **Report ot the Subcommittee on the Study of Vocational Education Programs in Grades 7-12 to
the Legislative Commir »¢, 1973, This mmittee, using the completed study as a basis of recom-
mendarion, conducted a series of meecings as a committee and with Commissioner Benjamin E.
Carmicinael and Assistant Commissioner William M. Harrison to formulate final recommendations to
_ present to the Eighty-Eighth General Assembly on which they would base suitable legislation.: The

recommendagions of the subcommittee are summarized as follows: ¢ '

‘1. Introduce carcer exploration in tne elementary grades .
-

-

- . v
y 2, Initiate at’ the seventh and cighth grade devels: {a) prevocational information and explor-
‘ atory activitics, and (b) counseling at *he ratio of ong gounselor with special competence
in vocaziond guidance for cach 200 studeats /
“ . . ) . »

&

3. Provide at the high school level (grades 9-12): () access to comprehensive vocationa
training to every student of cach county of the state, and (b) counscling at the ratio of
one counselor to 200 students

4. Draw upon business and indvstry to determine skill needs, to acquaint students with the
~world of work,” and to develop desirable work attitudes and habits

. - 1

. A t

"5, Increase student aspirations for noncollege preparatory occupations

~ Let us digress long enough to look at the most imporrant findiz.; of the study conducted by
-~ the Legislative Committee. The committee indicates that by, 1980 anly 20 percent of all jobs will
require dcollege degree. while 80 percent of high school students-are taking the curricula geared to
_ college preparation. Collegesgraduares are having difficelty in finding jobs, while industry and busi-
' nes$ are unable to find enough skilled workers for their operations. '

* L

v . .
.

The final report of the study conducted by the Legislative Committee and the recammendazions
of the educational subrommiteee were presented to the Eighty-Eighth General Assembly in darly 197 3.
' The legislature Was guick to acrin providing legislation thas would provide suitable and meaningful
5 . f .

. . % ' < -

- ] 85
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 training for the 80 'percdt of the students in Tennessee who will carn their livelihood without the

benefit of a baccalaurcate degreer This action was taken in the form of an act to amend the present

laws covering‘vocational education and was p: assed as House Bill 1203 and Senate Bill 1091, The

salient features of this act are as tollows: ) .

< 1. _ Itis the legislative intent of the General Assembly of the state of Tennessee that com-
prehensive vocational and technical education be made available by the state and local
educational agcncics in grades 912,

2. The act prov 1dcd that-the State Dcp.urtmcnt of Education during the 1973.74 school
vear would,survey each county. including the city and special school districes within,
to determing the needed expansion of vocatignal and technical education programs for-
the students of high school and post-high sc hool ages and the most feasible method uf
meeting this need. Tt also specified that such programs would be made accessible to
. all high school students and pl.mncd to serve at least 50 percent of the students in grades
9-12, beginning with the school vear 1373 and being completed by the schuul vear
. 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 thesstate and that the operation of the~”
facilitics would be by local boards of education or  joint facitities by two or more
local system® .

*

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 wo ild be in the ratio of
one for cach 200 students, with the counselor having special competence in voc ational
guidance, including some practical experience.

.
s

5.  Thcact pr()vulgd that after the surveys of thg 95 counties were comgpleted. county
plans for expansion ould be in acmrd.mcc with one of the following alternatives:
ta) Comprehensire H:gh Schools. Faeilities will be utilized and/or cxpandcd in school
systems where schools have been consolidated suthcwntl\ to provide comprehensive
- mgh 'wchools for a minimum of about 1.500 students,
‘ \b, Yrea !'ocational-Te, ~hma.l Schools. Facilities will be utilized and/or expanded
in arca vocational-technical schoos, where properly located, to pruv:dc wmprchcnswc
high school vgcational treining. '
‘¢t Vocational Training Centers. In counties, including;city and special school dis-
tricts, with two or more hlgh schools, where students cannot be served under the pro-
visions of item {a} or item’ (b) of this section, a vocational training center will be estab-
7 ,glishcd separate from any existing school. -

86 ' _ | o )



(d) ]omt Facilities: Where practlcable. and where school svstems may not be served
,adequately by either of the above alternatives, joint facilities may be esxabhshed and

. upcrated to serve two or more counties and/or'school systems.

-

The act also provided that planning and 1mpleme"ﬁtanon would include vocational trammg for
post-high school students who would have access torall programs of any facility. All county plans
for expansion will be acted on by the state board for vocational education ‘upon the recommendation
of its executive officer.

.
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Program Evaluatlow Problems, Prereqwsntes,

Characten.-.tlcs, and Emplementatlon

T~ ' . By N. L. McCashin
- \ . ‘;_\.\_.{‘ - ' .
. \ ) \\\ .
Evaluaticn and dCCUl‘ﬂtdbl]lt‘\ ar¢ tw:t of the major concerns of educators today. These con-
cerns have'emerged as Congress and the public Tave-demanded evidence of the benefits obtained

trom the Sxpenditures of tax dollars on education.” zﬂfcldltm\n‘lih\otll‘ r sectors of society arc making
their dernands tor tax dollars and. in effect. are forcing legislators to ApPropriate tax funds on a
priority basls. Even within the education community, one can envision kccmr ummem;u,n tor

“these limited resources. As all of these demandsare made and prioritics are established. it is Cesenc.

tial that the education community have the necpssary information for use by decision-makers in
ordcr that the allocation and appropriation of tax dnliars are s cqmmb]c as possible.
. .

Prograin evaluations ire one source uf information that decision-makers need to have available
to them. However. information on program evalugtions alone is insufficient for improved decision-
making in cducation and ocicty. Decision-makers are dlso influenced by their own philosophical
values. socictal pressures, other options available to them. personality traits, ete. These influences
are not subject to control, however, Therefore, evaluation refuains the unly controffabte W‘pur‘that

* can be used to 1mpmvc decivion-makig, .

i : .

The efficacy of evaluation for vocational education programs is generally accepted in principle.
However, the lmplumcntatlon of evaluation in vocational educacion is a difficult and complex process
for several reasons.  First. vocational education programs are widely divergent in nature. Second. the
present state of the methodology of ev valuation is inadequate to serve gy the basis for determining,
program chLtmncss. Fmallv. a comraon detinition of evaluation is not widely accepted. For the

-

\.

~—

urpose: is p. m,lﬁ&ukﬁmm%—%fdeﬁwfm

Evaluation is the svstematic process of judging the wurth desirability, cfﬁcmcncsﬁ Or
adequacy of something according to definite criteria and purposs, The judgment is
based upon a carctul.¢ om parison of observation data with criteria standards. Precise def-
initions of what is to be appraised. clearly stated purposes. specific. standards for the cri-
.. tcrm traits, accurate observations and measurements, and logical conclusioris are hallmarks
»alid evaluation, _ . :

'

\
This paper will discuss the several dimensions of f pmgram evaluation i vor ational education.
*“These dimensions mcludc i proNcms with progr,lm cvaluatlon (27 prerequisites of an cv.duatmn

&

N, L. MeCaslin i aresearch and development spec mi:\: at The Center for T ocational and._
Tecinnical 1. ducation, Coltanbus, Olhio, -

eua - )
- .- . -
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system, (3) desirable characteristics of an evaluation system. and (4) implementing the results of

~ evaluation. :

~ i . “

\_\ Problems with Programn Evalua.ion -

—~..

.

Those individuals who have been involved with program ‘evaluation realize that here are ¢er-
.. tain problems that seem to be ever-present. It is important that administrators be aware of and
understand these problems so that they can more effectively work with evaluation ettores, This
.section will discuss some of the major probiqms with evaluation, A
. . : " . . -
Unfortunately, all too often evaluation has the connotation of something bad. This bad con-
notation is partly due to unpleasant experiences that have arisen as the result of previous program
evaluations. 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 prob-
e and program personnel have felt threatened by the presence of an cvaluator. These attitudes

" have resulted ig less than-enthusiastic support of evaluation in practice.
. L]

-

~__, ~ Another problem.is that little attention has been given to the philosophical value systems that
\-.\\;tff_cg} the outcomes of an evaluation. The evaluator, eviluatee, and administrator all have certain
\valucs and-beliefs that enter, cither consciously or ynconsciously. into the evaluation process. Value
© Neonflicts can. and do: occur at many points during the evaluation process. Those individuals respon-
sible for evaluation need to be aware of this problem and alert to ways of minimizing serious poten-
_tial conflicts. ' IR

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 resul:s can be used in decision-making—in one way.
evaluative data are collected once and little use is made Of these efforts in improving the program -
although the major uses that can be made of this type of evaluation are motivation and measuring

tion and those not likely to be conducted again. The second way evaluation data can be-used is in
improving programs. This method of evaluation is commonly used of programs that afe ongoing

" and to be continued. This type of evaluation is helpful in planning and budgeting future programs.
Clearly. the sanie type of information is not rieeded for each of these two methods.. Historically.
evaluation has been placed at the end of a program or fiscal ycar of operation. Many times these

* reports have been available roo late for use in influencing programs and budgeting. Failure to djs-
tingaish iie use that is to be made ot the evaluation report has often resulted in the wrong type of
information at the wrong time. | | '

P - ry
]
“ . e ¥

. Little real incentivk for conducting good evaluation has been another ptoblem. 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 nonexistent.
Feedback on the result of evaluation could be used to improve future evaluative efforts.

» . . e "
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One could inclide a number of other problems with evaluation efforts: ‘However; the problems
27 pressed should be of sufficient strength and number to indicate the general problems that evalua-

tion etforts have taced.
a \ \

'y

Prerequisites of an Eftective Evaluation System .

- Many problux s considered in the previous sectign could have been eliminated or at least re-
duced if certain conditions had been met. The purpose of thls seetion is to provide a hst of \»u;1
gcstmns that should rcduc.c potential problems. ‘

uation systems is that the administrator must understand,
of cvaluation. Administrators have been known, in some
ressing,” In the final analysis. these admnns\w:rs dis-
regard evaluation results-and rcl\ on their ovn professional judgment in making decisionsthat affct

program operation. In these situatigns, the esources expended for evialuation are wasted. .
- M - - o R ‘\f." L3

One of the majur prerequisiges for ¢
. support, and be committed to the vokee
arcas, to use evaluation enly ag “winde

-~
. D

Once there is commitment to the evalustion concept. another prerequlsite is that the adminis-
traor must have a well-defined prrpose for.conducting the evaluation. [f'the purposes are clearly
understood by administrators. then mich ot the confusion about evaluation can be prevented.

As a result of establishing the purposé for an evaluation, another prerequisite is that the admin-
istrator must formulate realitic goals for that effort. After the goals have been established. the ad-
ministracor must theh coramunicate these goals tg.evaluation and program personnel.: Evaluation
and program persynnel are then responsible to dc\y‘lnp clear, operational objectives to accomplish

. these goals. This process should insure that the information that is collected and analyzed will be
\::IJ\ aht to the orwm.ll purposeisi stated by the .adnumstmtor

Another prcrqusltc)s that .adm_lmstmtors must pruvxdc an effective environment for conduct-

ing evaluation. This environment includes: (1) role de tinition, {2 duties of evaluatcrs, and | 3; or-

" ganizational lnc.ntion of evaluation personnel. ~ ‘ .

— [

~. )

\‘_\ . ’ . .
Fiim ¢ role of the evaluator is a ercal issuc that needs astention. Evaluators, like anyane .

clse, nu:d to feel important and needed in rtheir job. In this regard, some caution should be taken
to-insure that evaluators are not just-monitors. . [f they-de-become monitors, there is an increasing
danger that thc) wilk find their job less than ch.ﬂ’fcngmwd therefore, unimportant. Additionally.
kowledge that the results of thele efforts are useful and being utilized in the decision-making pro-
cess i§ important. If the evaluation resules are not usable to the administrator. ‘evaluators need to

be told-and the tvpe of information needs should be clasified. or the expertise uf the c\aluatorshuuld

be qucstmmd“g o .
' » ! : LT

[N

”

A second prerequisite that administyators need to consider is thut evaluation should be the
major. it not ‘only. duty 3f ¢valuators. Evaluation personnel should not be viewed as “catch-alls”
for other duties and rLsp(mslbllltlL‘s that an adminjstrator may have, Additional résponsibilities will

L
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- s reduce the amount of time available to the evaluator and lessen the phances that the evaluator will
L/ be able to provide information that will be useful in making decisions about ptdgram operation.

Fu ‘thermore. the evaluator's role must be legitimaté and not one of being a “'yes™ persor to the ad-
+ . ministrator. The evaluator must have the freedom to be objective and “'tell 1t like it is.” 1f thisis
not the case, the resources committed te evaluation are being wasted and should be utilized on other

% activities. ) )

‘

A third prerequisite that should be discussed is the organizational location of the evaluation
h unit. Throughout the United States. evaluation units are tvpically l(}%ated: (1) within the program
' to be evaluated. (2) within a separate unit in the vocational education division, or {3) outsidethe
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 progtam to be eva'-
_uated will lessen the credibility and.objectivity of the results. However, divectors of vocational
education should have control over the evaluation unit if these eftorts are to be usable in decision-

. making. Therefore, the most desirable location would bewithin the vocational administrative divi-
et sion. ’ :
_ A final prerequisite discussed here is'the expertise of the evaluation staff. Evaluators must be

knowledgeable about evaluation techniques. They should also be knéwledgeable about the program
thev are to evaluzte. However. some provision sheuld be made to provide appropriate consultation
when needed. Undoubtedly. funds expended to bring in pefsons for short periods of time, to bolster
any spec.fic weaknesses or inadequacies in existing staff. would be a wise investment.’ '
‘ | o

This section has attempted to alert adminisrrators to some of the prerequisites for the dovelop-
ment of effective evaluation systems. This list is not complete and each state department must adapt
these requirements to their own situations.

- 1

. . . -
- ~

o, ' . /
Desirable Characteristics bf an Evaluation System -, /
. Therg are a number of differeny methods that states use to evaluatestheir vacational edycation
.. -programs. Each of ¢hese évaluation systems'has certaiii eléfiiérits that make jt somewhat unique.
These systems include such informational elements as manpower demands. manpower supply. stu-
dent needs and aspirations. placement ard fo' ow-up of graduates. local opinions of their programs,
cost data. enrollment data, etc. Regar .ess of the particular evaluation system, however, certain
characteristics are desirable if the system is to be useful and effective. This sectian will discuss
desjrable chara. 1., stics of an evaluauon system. R . . .
R oo S
: + The first desirable chagcteristic of an evaluation system is that realistic objectives should be
formulated. The formulation of these ¢bjectivds should be realistic and involve both program and _ -
.gvaluation personnel. If there is basic agreernent on these thiectives, many misunderstandings can .
be avoided at a latey time, Howefer, it shouid be noted that mutual objective setting is not a pan- . ===

v

[ 3

‘\" . . . . * . . .

~>-—acea for  oiding g@nflict. In a practical sense, program people have to believe in what they are Joing: -

evaluat arsontiel, on the other hand. have to question what vocational education programs are

doing. Botn of these points must be reconcilzd in conducting the evaluation, T B '

" T e— . . . ) I
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Secondly, a sound basis for measuring rhese objectivesginust be established. In SOMIC CASCS,
appropriate measurement tuhmquox may already exist. In other cases,these techniques may re-
quire mudmg.umn. i still other cases, dt\tl()plllt'ﬂl of new taeasurement technigues may be re-
quired. A caveat'ts necessaryi there is often a teidency td measure those items that are casy and
_ignore the more difticult ones.” For example, information on the number of students completing 4
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 tvpe of information
to be collected. ) - ‘ ’ \

‘A third desirable characteristic of an evaluation system is that of clear and immediate feed-
'&\L:k Feedback, in this instance. is considered a two-step process. First, the administrator needs td
infuorm the evaluatorand! ‘or program pcrsonncl on the wdequacy of the evaluation results ro meet
“his decision-making needs. Secondly. the evaluation and program personnel need to provide infor-
n - ro those programg from which the data were coliceted. All tou often, evaluation has been a

e . apward flow of information. However, a two-way flow of information is necessary. People

at .- .\.ds of the education community resist filling out forms and providing data. Some prmcdurc
must be provided to insure that those who complete the torms understand the reasons tor the col-
lection of and use of the information. For example. local schools should have a summary of che in-
tormation they submitted returned to them, Perhaps a comparison of their results with the eQin-
parable state figure would be helpful. 1t i also important that the information should be summarized
in a manner casily undetstood and as brief as possible. 1f the evaluation feedback is voluminous,

chances are it will be u,rtmed (‘crt.unl\ all of the information needed by a state will not be the same

%

tvpe of information nectled by a local educational agency, Wheaever pusslhlc these requirements

should supprement one .|muthcr.
{

A fourth charac tcr{stu is that tae mfurmatum collected by an evaluation system should reflect
the original purpose(s) df the evaluation. In t]m regard. menm& and budg,ctarv information Should
be future-oricuted. lnf(irmatmn on pcrf()rma,hcc factors and motivation can be present and/or post-
oriented. The major prdblcm has been, as spg‘u Sied carlier, that the administrator did not develop
dc.n purposes for the evhluation initially. This results in information that is not relevant to the ad-
ministrator's decision-m king requirements. Given that thesev -aluation re-ults are relevant. evalua-
tion rcpormshould include the negatjve, as well as the positive, effects of the programs. Evaluation -
“results should also ‘nelude suggestions for potential altennative courses of actibn for decision-makers.
Additionally, both the aftvantages and disadvantages of ea h alternitive should be specified by the
evalujtor. The administfator must realize that both the alternatives and advantagos and disadvantages

- will undoubtedly rcﬂ«.ct the biases of the evaluator. Therefore, these muyst bc mtcrpretcd in thay

regard. o . . o )
: ' C
Involvement of putonncl interested in, .md affected by, the program to be e.valu.m,d is o fifth
- characteristic of a desirable evaluation system. Many evaluations have encountered problemj due to
apparent mlsundcrst..udings that have arisen due to the noninvolvement of personnel. It i fimportant
that program cvaluanun'rcﬂcct eoncensus of these personnel on a number of issues, Wefss { I‘)73)

has stated that if evaluation is $0 be relevant, these issues should include:

. m i e e e et

.
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1. “Fhe goa)s of the program | : S e
N Phe gou] program . L . _
‘ - . ) - “ - ’ .
2. . The nature of the program service andwany variauts Jwereot N '
) - - ' Lot - . : p e
‘ ¥ ) LI ‘ . . \‘ ‘ .
3. Measures that indicated the etfectiveness of the program in mecting guals ' ————_®
T4 . . _ o s - 1 s
. ¥ | _
KA N Methods of sdlection of participants gnd mntml_:s:h !
. . * . .; ] . : ’ !
- . - et - ., b . ¢ .o . . . .
5. Allucation.of responsibilities for participant selection, data colleggion, descriptions ot
. ‘aa . 2 .
program mput, ete. N ’ . ;
) _ ’ 7 |
1 . i - , % &
o, P’-u\(cdums tor rc.sulvmg d:sagrccmcnts between program and evaluation
. 1 o t y - ~ .
o : -
7. Tl}-g decisional purposcs thaf evaluation is c.‘\pcc..cd tu serve _ ‘
\'2 . ' S s .:',f;
Although total agreement on each of these points will not rcmu\c all the problems, it should
migimize them, - : : _. :
. M . . '- ...‘. K
co v . Asixth. and final. characteristic to be discussed in this wcti,nn is that an cftective evaluation
", svscem must be reasonable in cost. Adminiscrators need to Y8 ‘wmrc of ongping evaluation ctforts
and their cost in order that reatistic budgets can be prepared. Typically. evhluarion studics range o]

from approximately 5-10 percent of the program budgets. Asa u:'zcr.d rule. the larger the pfogram
budget. the sthaller the percent that will be required for evaluation, - It has nat been unconimon for

some personnel to think that evaluation can be conducted for as fittle as 1 pereent or less of total .
budgets. Personnel costs alone make it extremely dlttu uli to wonduct meaningtul evaluations tor

most- progratis. at this rate ot tundit. 1, Again, .m),tmm, lus th,m a total effort is a waste of re sourcch,

— -

- - —_—
Ihcrc are many f.uturs that will affect the cost of umductmg program cv valuation. Adminis-
trators need ro examine what che parposes for program evaluations are and then insure that the funds i
sudgeted for this activityamrealistic. o T

Implementing the Results of Evaluation
Within thi: past few years. t }‘crc h s been an increasing demand for evidence to indicate the
_rclat'vc effectiveness ur ineffectiveness of virious educational pmgmms. This trend has caused som
admm!str.ntors to develop organizational capacities for conducting evaliation. Other administrators
“have had capacities for evaluatjon within their organization agd have relied upon their serviees for.
~ cenducting evaluation. Still other .ldmmmr.ntnrs have umtr.;ctnd evaluation to an vutside agene,

or group. o . . _ _ _ : .

g . 7, , -~ .

- . N . -
Regardless of thc way in which evaluation 1, condtced, the adminictrator is then taced with

the problem of utilizing the re-ults in future decision-making, The purpose of this section is to give .

. direction to those responsible for nnplcmcntmg the results nfu.nlu.ltmn studits. At le. st three major

QH . . , : i
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.. factors scem to have relevance it evaluation results are to be used by administrators in decision-
making. These factors include: 11 understand the conditions under which the evaluation study
was conducted. . 2 recognize the hmitations of the studv, and :3Y be certain the conclusions of the

i

study are appropriate. R -

First. administrators should understand the conditions under which the evaluation study was
conducted. 1t is not uncommon for busy administrators to read only the summary and/or conclu-
qions of researcli and evaluation studics. This overview provides the administrator the basic informa-
tion needed in decision-making, However, this cursory appr’u.lch has caused problems tor those
individuals who did not fully understand how the study was conducted and how the conclusions
were reached. dn some cases, the evaluation report has been so lengthy that individuals directed

their interests to the results and disregarded the methodology and procedures. In still other cases.
the tormat of the evaluation reports has not been conducive to casy reading and the methodology

sections were ignurcd. \

Some guestions that the administrator®stiguld ash about the conditions surrounding au evalua-

tion study include.jbut are not limited to. .

! [

1. What criteria were used in the evaluation process?

2 Who conducted the evaluation?

iy >

3. How was the informanon collected? '

37 WS asampling procedire used? T

5. What was the response rate?

oy .

“If an admintgtrator asks guestions hke these as an evalugtion report iy reviewed, the decisions made

as a resulr-of the report will be more realistic and appropriate. ‘ '

Recognition of thre limitations of the study iva second factor that should be considered if

evaluation results are to be utilized in decision-making. Al evaluation studies skould have certain
testrictions stated about the generalizability of the results. Anyone examining evaluation reports
should seek and/or determinie these restrictions prior to making decisions utilizing information pre-
sented in the evaluation teport. Furthermore, most evaluations are charged to do more than limited
resources make pn\'xihlc. The reviewer of evaluation reports needs to assess that which was eval
uated to determine it realistic prioritics were established. -Fin;l“'\" the present lncthudnl()gy of eval
uation is uften inadequate for providing all of the information gequired. 2

Quostions administrators might ask that indicate the limitations ofythe study include:

. Were respotises obtamed from representatives of all those involved in the program?

z o4
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2. Were the assumptions listed in the study approptiate?

N DR e mrm wm——.

3= Were the objectives Of the study within the resources and or capabilities of the evaluation?

4. Were the measurgment technigues appropriate tor the stated objectives? ‘
These questions are not meant to be all those that ah administrator should ash about the limitations

ot the studv, The mdividual evaluation studv ieselt will] undoubtedlv, raise additional questions.

As lung as administrators determine the limitations ot the 5tud'\“ the decisions made as a result of

the evaluation should be enhanced. <

LY

The third condition that needs attention it evaluation results are to be used in decision-making

includes tll_L' .npprupri.ntcncbs of the conclusions. 'l'hc«appn)pri.\tcnc.s.s of the conclusions is deter

- mined by examining the data that served as the basis tor the conclusions that were reached. Anv

conclusion should be supported by evidence collected during the uva]u;\n\t_,i}.gn study. Although eval-

uations ut}:cn contain subjective conclusions, some caution should be dcnu‘?nstxxltcd by the evalua:

tion reviewer in interpreting these conclusions. Conclusions supported onlv by subjective informas .
‘tion should be viewed with skepticism. Few evaluators are able to plan and conduct evaluation

studivs with a C(.mlph‘tc];\ detaghed attitudeland an adminstrator needs to quu.stinfjro the tramework,
assumptions, criteria, and data that enable the evaluator to make tonclusions, Pcr}i‘lp's evaluation

studies need Labels similar to L'igdrvttc‘p.u‘kdgc\' that state:

Warning: Tt lias been determined that the results of

.
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Questions that an administrator might ask about the conclusions inctude:

v

1. Why was the study comnducted?

2. Arcthe cu.nclu.\iunx consistent with the uriginu] objectives? )

“

3. Have the personal biases of the evaluator been mmimized?
4. What additional information would have been helptul in making administrative deasions?

Again, this Tist is intended to be illustrative of the type of questions that administrators should ask

. " y . IVt . . PO . . . et 1 .
about t Caretul examination of the seady will probably suggest additional questions,

a2
Fur those concerned with improving vocational education programs, evaluation activities seemn .
to promise at feast a partial solution. However, application of evaluation findings without: 17 un
derstanding the ot litions under which the study was made, - 2. recognizing the limitations, and

3 heing cerram the conclusions are appropriate may be worse than no evaluation activtio Al

‘) x ) <« o
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. Program Evaluation in New York State
. By Robert S, SL‘L‘I\'L‘I)dU!‘f’

. If one considers the root purpose of evaluation, bringing it down to its most elementary level,
S evaldation should be the basis for decision-making with respect to the delivery of quality educational

services to clients students at whatever fevel one wishes to considers, Delivery of seevices is a cost to
: taxpavers, and our respansibility should concern itselt with the wisest and most eftective expendi-

: ' ture of public funds tor the public good. o , ' : .-

R - At sore time ih his annual work cveles every state director must prepare and defend an admin-
¢ istrative budget and some must also do the same with requested local assistance expenditures. Ho

many times have vou been ashed to spell vut the effectivencess of specific expenditures. to defend

- ‘maintaining certain statt puositions, to provide explicit information relative to results obtained by

- expenditures directed to Luesbprograms? And how many times did vou wisht that you had definirive

data to demonstrate centinued 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 ceil-

mg? 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 themoney to doit.’?
N\

The climute at every level indicates that the days of free spending and unlimited supplies of
Fax dollars are quickly coming fo an end. Legislators and taxpayers are asking public officials for .

0y

hard justitication for every proposed expenditure. including funds to continue and maintain existing

dctivities. '
Now it mav be that this viewpoint ox the need for systematic, organized, timely evaluation

mayv be blown all cut of pr()p()rl{i()n. 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 mea- .

sure the effectiveness and end res-lts of programs. This point of view would stir little argument '

; until the question is asked. “*Results at what cost?™ . :
- While evaluatiomof occupational education programs is essential for accountability and for
program development and improvem@nt. it is this state director’s view that decision-making in

respect to allocation of funds and budget justifications are more critical purposes.

<
‘Robert S, Seckendorf is the assistant state commissioner for occupational cducation in New
York.
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Background

 Other states are probably no different from New York when it comes to the form and process
of evaluation that presently exists. It is possible to rationalize oa the elements of a system, but an
analvsis will, in all likelihood. reveal o wide variety of evaluation techniques. In seme 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 met. In
some instances, an end-of-year report of accomplishments is @lled-as an cvaluation of a program, and
at other times an on-site visit performed by education department personnel becomes the evaluation
of a faifly extensive program. These are only éxamples of what can be construed to be “*qvaluations™
being conductéd for the purpase of satisfying some legislative or regulatory requirements.

_ Before one begins to realize what is happening, he is surrounded by a host of processes-and
= - systems all purporting to be part of an organized arraggement for évaluating occupational educ  “on.
. : ) . -
Quite-frankly, that is about where New York State finds itself at this moment. Rather than
trv to describe these partial systems or processes or to relate how weakly the present activities key
against budget d-cisions 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 finan.
¢ cial questions. . ' ' )
. New York State's occupational education prograth is located in 760 public school districts.

' . . . . . ‘\\
¢ seventy-two secondary level area centers operated by intermediate districts {(bpards of cooperative N
educational services). forty community colleges, six state-operated agricultural and technical col- N

leges. approximately 300 private occupational schools, and a host of less casily identitied agencies,

e e e ————

SacT s hospitals did GEher institutions s well as industry- based apprefiticeship programs.

- School districts range in size from more than a million students to several with less than 600).
Community colleges have enrollthents ranging from less than 1,000 to well over 5.000. and some
private schools have fewer than fifty students while others reach several thousand. Program size
ranges from schools offering a single course.in shorthand and typing to large diversified facilities
d with more than fifty occupational choices. Both enrollment in occupational education and total

expenditures have doubled in the past six years. . '

o . ’ ¢ .

. With a statewide program as diversified and as extensive as that described. and with the rapid

"increases in size and structuse, systém development outstripped any attempt at the establishment

of an orderly evaluation process. The era of “'seat of the pants™ evaluation with respect to achieve- .
ment of ubjectives and micasures of effectiveness prevails. Budget decisions and resource allocations

are made using “experiential” evaluation. 5, (

A

Initial Planning .

3

P -

[ast vear it was decided to stop and take stock of what had been accomplished and what the
situation looked like. About 80 percent of planned frogram development'was in place. Sufficient

§

“ 102 . . - . ' 1

-




quat tity was available and it was now time to concentrate on quality. Federal funds have bremrficld
at a constant level of appropriations. State and local costs were increasing, sometimes beyond the
limits of taxpayer acceptance. Program data were spongy and at less than a reliable level. The eval-
uation process was unsatistactory as a tool for program’and budget decision-making.

It was found that evaluations were primarily subjective. Long-term data were not available.
“The process lacked clear targeted levels and purposes. In many cases, program objectives were not
specificd in measurable terms and cost information was cither totally lacking orlimited in refation
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.

With the assistance of a private rescarch contractor, the design specifications of an evaluation
svstem for New York State were prepared, based on several guiding principles. These principles
included: . .

» . - )
1. Program evaluation takes place at several lcvels and should be tailored to the specific

objectives to be achieved at each level.

2. An ctfective program evaluation svstem, usable by_teachers and local administrators,
' should be built on an individual student  cord system.

€

. -

3. Effectiveness of program_operation can be measured if terms of ultimate employment

and should take into consideration continued education beyond the first level of instruce- «
tion,” - R
4. Total measurgs of effectiveness of instructional programs should be based on long-term
follow-up as oppased to analysis of initial emplovment of program completers..
. ) . .
5. Program evaluation should take into consideration those factors that deal with measures
that permit decisions to be made regarding resource allocation and cost effectiveness,

In addition, a set of systeni objectives were established that included the following:

1 4,
i.  Permit continuous monitoring and evaluation over time. '
g ¢ ‘
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 preprogramming. S

-] * ]()3
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data necessary tor evaluation activity to take place at the state, regional or fodab level, “The svstem

While providing for maximum tleaibiliev, the system She uld not be burdensome to use

3.
' and must be cast L‘f‘f.i\‘i\‘llt.
- . . ‘ . -~ . A ° < -
~ 6 The dute base for evaluation and monitormg should be usaple tor other applications,
including required reporting and analvsis ot data tor planning.
Jne ¢ g dle . - .
The total evaluation system proposed tor New York State was ong that would provide all the .

»

had- to contain all data including measurements of instructional accomphishient in order to do2ll

that was desired. .

-
~ The mujor elements of the planned reporting, evaluation, and monitoring svstem include the
tollowing: o S R . ‘ '

1. A data base built on individual student records which provides basic information about

. astudent is capable of maintaining inforniation and adding information over a long period
Y. of time. < e . . )
. 3
2. Asvstem of predicging manpower needs in regions as well as shifts in those needs and at
the same time providing long-term follow-up of completers of programs. '
. . ‘ .
3. A system for sorting ott and identifying cost and expenditures at cach level, attributable
. - g% . - N
¢ to .lclllc\'lng _spcclhc n})_]cctl\ e - ¢ v v
T dita bank consistmgotbe hﬂﬁmW\MM]x ettt PP FH ORI e e
e “ . . . o . . T ) ) . e T
. job tor which training is being provided. : e
v L]
5. A curricular design that redi s cach program of study for cach vecupation into short
modules of instruction based o1 seasurable achicvement. ‘
6. A compendium of skills mastery checklists for various occupations keyed to behavioral
~ objectives and modules of instruction, supported by a criterion-referenced testing scheme
to determine the extent of accothiplishment on the part of individual students. .
. ' N .
k]
. Development of the System
’ :
During the preliminary developmental stage. several decisions had to be made with regard to
priorities in order to meet the ultimate goal of an urderly and systematic evaluation system that T
would*encompass defined principles and mect specified objectives.
" . ' ~ ~ ) . . - . g K - -
In view of the fact that the reporting. evalyation, and monitoring system tvas to be student-
- . - ~ . ‘ .. .
“hased and the initial point at which the system would function related to students’in programs, it
was decided that the first concentrated effort should beathe development of a reporting and '
v b ”
*
: . _ _
) 104 . : : . .
. .
O

ERIC

Aruitoxt provided by Eic:

-



. . . N

- Y -

information svdwm capable of generating needed information ;nl;(ttbt programs at the state level,
permit the utilizatioy of the same ddta at o regional level for planing purposes, and. at the same
time, be uuful at the Tocal level tor atalvsis ot program accomphshmentsas well as fors g the
base on which to build monitorimy rand evaluation activity,

. L)

—

P ' . . e
It was agreed as well that two other activities could be conducted at the same time, since their
development was not depehident upon building a data base in the state. These two activities were a
bank ot bohavioras ubjmti\'c.s heved to .spc(ifi( vrgupations and to the modularization of curriculums
in all of the occupptional areas. Both of these activities are proceeding in an orderly tashion. Pres- .
«  ently, 8-10;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 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 mstructmndl programs without the need tor a data base or the other elemeats of the
evaluation system, this portion of the system ultimately' will be built into the overall operation.
. i

) ’
v

- . .

In the same way,'modularization of curriculums can be utilized independently of an organized 3
manitoring system. On thc uther hand, the ultimate design of the evaluation and monitoring svstem
is depeadent to a great extent on using a modular approach to instructional units. At this time, most

-agricultural occupation programs are modularized into three-week units, cach having a specific mea- .
surable objective and content that does not require prerequisites. The system of modules has been
designed in such a way that entrance into an occupational program can be achieved by a student at

any_point during the year as opposed to the wsual semester or beglnning o schoolveds starting =
- times, Inconjunction with the development of modules, cach ut the major occupations within the

agriculture tield have been gnalvzed in order to identify the skills required to prepare for entrance

into a specific occupation. Whilt it is usual for a student to pursue a specific set of modules in order

to ac hw\'e\prcp.xr.ntum for an occupation..it is also possible for a student to move from one occdpa-

tional area to theother, transterring skills that are basic to another occupation. I
\ . K3
- . Q -~

—- - . - A

It is nGt important within the framework of this presentation to dwell on the details of the :
- modualarization of curriculum. At this time. testing-in the field of agriculturs is complete. A sim-
ilar ‘analysis of occupations is being initiated in other fields and development of modularization for
alt other curniculums will begin soon, Total modulanzation of all curriculums is projected for three-
vears hence, at which time it will be possible to tailor an instructional program to the specific carcer
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 svstem. While these two activigies
(classification of behavioral objectives and modularization of curriculum) are buing developed in- - .
dependently of the main thrus® « ceporting and information system has been aeveloped that will

meet state requirements for reporting, regional requimments for analvsis and planning, and local

requirements for monstoring, accountability, and reporting. As the system was generated, addi- AR
tional applicut'i()’ns conceived by local swhool officials were developed ig several test arcas.

’
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I, T The Information Component . o <
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‘At this point. it would seem helptul to describe bricfly the information svsteny and the way it |
_ , . X \ \
operates. ) - -

. The reporting system has as its base an individual Judent record. This record. generated at
. the Tocal level. contains basic information ..bout the stdent and his characteristics, including an
i available, othérwise a unique identifying

he record contains a code number tor the:

identitying numbgs a social sceurity number where it
' . number can be.generated by the s.\"s{cm). In addition,
o student's occupational program. The initial set of characreristics and bits of information maintained
in the individual studege gecord are those required tor specific reporting to the*Education Depart-
ment. Much of this same information can be used for planning purposes at the regional level as well
. ' as tor reporting back to local school districts participating in regional programs.” Beyond this esseri-
tia] information. a local district. at its option. can add other data clements. including such”things as
attendance reports, test scores. modules of instruction completed, achievetent as it relates to be-
havioral objectives and any other information deemed necessary or useful by the local agency.
Because of the flexibility of the system. data clements bevond those which are sequired for state
«  use can vary from agency to agency. A student record of this nature®s generated for every individual
enrolling in an oceupational program tor the first time. School district. county. and zip code for
place of residenct are also included in the record card, . o
A highlv tlexible computer software package. available exclusively to New York State.is util-
ed to maintain the information on vach student in a centralized computer. Input of data from a
local ageney can be made by shipping copies of the student records to the centrdl facility for input,
orremote data entry tepminals can be used to mput information directy over telephone lines.” All

duta are maintained in the computer by the software package ma Lii.‘~ wgregated form. An arrange-
ment of this kind permits local-, regional-, or state-level agencies to utilize the information for what-
T ever purpose they find necessary and. at the same time, maintain confidentiality with respgct to
certain duta. County A, for example, cannot extract data about students in County B and, at the
same tinie. the State Education Department can only extract from the system information of a .
o basic nature required for its reporting and planning purp;)scs. In other words. the education depart- .
. ment will not be able to monitor the test scores or attendance records of “adividual students or, for
that matter, all students in a particular ageney. C ’
Two key design clements permit complete flexibility on the part of the users of this system.
e The first relates to the computer software pachage-izself. This software system does not require
preprogramming to extract any information needed at any particular point in time. The second
) dement relates to the access svstem itself. The lanfguage for accessing information is simple English,
’ Therefore. it is possible.for any uscr, within the constraints of confidentiality. to ask any quesc.on
about a program without concern that there is a program written for that information. [t is a simple
task to ask the computer to display. as an example, by regions of the state. the number of disadvan-
¢ taged students who have ®ompleted a carpentry program and have been placed on jobs related to the
occupational program mn which they p.lrtlc'iputcd. In the same way, o local agengy can ask for sim-
ilar mformation but add an clement requesting that for cach completer an attendance record be

dlspl:{ycd as well,

.
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/ 1 hese ilustrations are used | in ordgr to dunnnstr.m th, unnphn fle xibility of the re pu'rtnu,
/x\ stem and its data base so that laterigts use can b dunnmtr.m d with re spect to eviduation and
monitoring pruudun s Thisre Portig systeih has been tested in two jor Jocations, including
New York Gty and is now lmm_ installed for use bey saning this mnnth in‘approxim, m]\ ane-third
of the agericies i tlu state. By September 19740 all agenvies ofte rnl}, oceupational cdm.mun.pru
arams will be unhung chis Hata svatem, - ' .

. v YW 0‘ ' . ‘ .
.\q_ﬂlmxld be pointed vt that because l]u mdividual }tudgn‘; re pnrtnu, svstentis computer

maintained and utilizes umqm wdenutving numbers tor cach student, it is p()\\lblt‘ tor the record 1o
be comtinued beyond the secondary Teved by other educational institutions otfering occupational
education programs, induding comftunity colleges and adult programs, Whew a student appears for
enrollment m a communty celege, it is a simple matter €or that inditution to’access the bata rece
ords ot student who has completed 4 secondary level program ad Contmue to input additional
information about th‘nt person. The sge \\uuld hold true tor someone continumg i gn adult’ edu
cation voniponent ot the llk'&'llp.ltll)ll.ll u"ltu.'ltlnn prograimn atter nlllp]n)ll\t‘llt.

[
~ . -

¥

' . Manpower Needs and, Follow Up “

.

"\!)utlu‘!' \ub\\'\tcm in the overall evaluation }‘;u‘]\ e reates to Llcci\inn'mul\illu with respedt
to manpower needs as well as nt.abhxlnm, @ syvatem of Tong term tollow.up ot mdividuals wheo come

-

plete occupational education prnur.uns.

AW \t\m has bee n designed thar utahu N mdumml deve lnpnum mtnrm ation s \\(” .u state in

e e e amatn g gt e vt = — c ame e e — s e ——n e

Conte tax tiles tor tie purpose of determining tllL‘ extent to which certain Uuup.ltlml.ll .m.u. aTe ain

tamning stability within o particular region or are being reduced in need. Inaddition. information can
be generated to tell whether thereds an out-migration of trained pe ‘rsons Yrom a region or whether
individual€ are coming intaa region from other locations to seek emploveient ina particular occupa
tonal ticld. Such ntormation will be helptul m making deasions regarding the extent to which ser
VICSS \lmuld bc pr:)\'ulcd in various }‘.lr[\ of the state.

¢ * o

\ A camplete dcurlpnun of this swstem would be time? umsunmu_, Theretore, 1t s sutficient to
report that a sustem has been de signed which will permit analvas and asse smient of nanpower needs
angd make degeione with respect te capaiding, maintaining. or phasing out specifiy decupationa
programs. The svstem requires o minor hp»l.mu change in ordet to become operable, but ity
anticipated that thisTssue will be sertled i the neat ]& gislative.session,

.
¢

S e other a speet of the targeting and Fallowaup wwzemn rebates directh o follow-up. Ar this
tine. follow-up studies are ditficule at beste time-consuming. and in nany wavs unreliable because
Hf d ].u‘l\ uf‘ respuotines, As Pdrt «:f thc n\"'r.nll c\'ultluti(m .uld 11)()|lit(n'nlg Sy stein, un(n]u-r sul)wt WS
developed that will utilize three numbers tound both i toe stndent record data sestem m.nm.unvd.'
for occupational cducanon and i the state meome tas files, These snbers e socnal securig
number, dununer\ ot oceupattonal titles *DOT code numbaer tor the uunp.mnn of the mdiviadual,
and the zipcode St resibence, n!mvw the 11 \ﬂnllz\ ar the Anprutet ol Ty are package, ol be

a
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i possibly to search both the occupation?l eduvation diles dnd the tax files simultancoushy and match
_ 4 social security numbers.DOT nunibers, dud 2ip code numbers. Matching numbers permits noisgless.
L0 burdc‘lﬂcss.‘fulh)w-up‘ of completers aver long periods of Yime. Erom an evaluation point of views  *
- long-term follow-up three vears, five years, crlonger! is more signitigant than results ofia survey ot
* initial employment. The use of zip code numbers pernfies mability studies, as well, to beinstituted
- atany time. Studies of this nature can be.invaluable m planning programs. Ssessing the impact of
programs in specific arcas, as well a3 becoming part 6f anfoverall evaluation process: Until the'tar-
geting and follow-up system b operational, there is available a seini-noiscless follow-up system buile
into the rcportiJ\'g, subsysteni. . Each local ot regional cducational ageney can request the computer,
. - >printed nmiling.la'bglu precoded with some information for use in a mail survey of completers. Hand-
" analysis of returned survey forms neéd not be performed: rather. data clements are added to éach
_ student’s file as part of his permanent record. At the close of the survey,.specific analyses of the

Al

. * follow-up data can be retrieved in'any form required by the local agency or the state..”
Py ) ! X . ’a * K
- - . - ) -
. . Cost Evaldation

% N .
N
» -9

. One of the major pottions of the total.evaluation system relates to cost data.r As indicated
carlicr. this is an essengfal clemept and s required to meet the original rationale presented for evalua-
_ - 7 tion programs. While it is believed that this.is oneof the most critical elements, the decision was
‘ - made to leave its development for a later time. A solid data base and folfow-upand a monitoring
_systemn that can measure achievement jn instructional prograths is needed first. Adding the cost

clements will not be a complicated or time-consuming process. again because of the flexibility of
- .= the computer softwarg used as the foundation for operating the entire svstems.

4

o~

-

- e . - Instructional Monitoring
é
With this very briet overview ot the clements of an evaluation system. a more detailed descrip-
?tiun of the monitoring activity is in order. '

- Monitoring. in this context, is'a method for continuous review of accomplishments during the
teaching-learning process. 1t permits managers and instructional personnel to individualize the in-
strictional process so that the most effective delivgry system is pagvided for cach student.

* Essentially. the process permits pertodic (daily if needed) reporting of results of accomplish-
_~  ments on the part of students. Inghis way. progress of vach student can be checked against his own
carcer objective. At the same time, program mahagers can determine the effectiveness of alternative
methods of instruction. assign costs to instructional clements. and determint if budget reallocations
are required. as *vell as nfintain cost accounting for periodi¢ evaluation of earlier resource decisions.
. .
Tie process utilizes the bank of behavioral objectives, the modular curriculum units. and skills
checklists described carlier. In addition, a key clement is the use of eriterion-referenced tests based

. o onespacific effectiveness measures. In this way. actomplishments on the part of individual students
‘%
. *
: . 108 . .
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arvdetermined against required skills and hnowledge pertormed on the job.as opposed w other

measures such as norny referenced, tests whych might report on overall accomplishment us a per

ceentage ot all the materal covered ina partigular course, . .

3

Utilizing whicceive measures of decopphshment permits the teacher to determine specitic areas
of weakriess and make deaisons gbgat recy cling a studeng through alf or part of @ module of instrue
tion, ae-changing the approach, or usingsome additional resource or alternate means of instruction,
Examining results of the samenature for class groups provides the instructor with information suf-
ticient to analvze s owd choice of instructional mode and pernuits decisions to be nuade for nme

provenmient of-the program tor tuture groups, U

« The basie data system the student mformation file madptains the results of criterion-réferenced
tests and other mearis of de termming individual student ‘IQL\J:N‘II\hHMHt items such as length ot
time !lLulL d ‘)\ students to master \péulha skills or achieve Ub]lct]\k\ can be included. Data of this
nature perinits a varicty of analvses to be actomplished <simphv by instructing the computer te gen

crate the needed dat - . -
: : L :

Hu \\ S Hl l\ U\dblL KR \\L” ds d x'Uld 1mnee tm)l Lo ansist’in dutu m,jninu t]lq dbi“[il"\ Uf \tudvnts
At any- point i reterence to their ;mp]u\ ability at specific job Jevels, Tnaddition, counselors can
S thf" Lata base and results of sKill mustery tests to assist students i making decisions about chang-
ing career go dae Wath the use of madules, it is possible to construct argangements that indicare those
mastered shills transterable foanothier occupation. Ina case where a change in occupational goal s
made. the student record canbe used to construct o new set of modules needind for dhe new occupa:

. . -
tional chvnce, buldimg onwhat has ‘alrmd_\ been fearned.

Summ‘\ry

-

When all of the subsystems are in place, New York will have a comprehensive svstem tor evalu-
ation that can be utilized at the statc regional. or locat Tevel tor whatever apphications are neede d

with respect to evaluation tunctions at cach level. .

. _ * . R‘ -

"

The svstgm shoutd be cost efficient. based on initial review of the cost of operating a flexible,

’ L'U!‘PUYL‘.!‘ b;ly. i b;mk t)f‘idt.‘l clements, L‘il(.'fl usable fng: d multitudc ot functiunal il!l;\]}‘u‘s.

+
H

*Such aswstem will reduce extensively the need for periodic in-depth evaluttions of the kind
now performed. Tt will reduce or elimimate entirely costs associated with maintgining records in the

proscnt muode, . ¢

¢ . . ’ -, . . ) )
Data will be avalable ar all tines HML- tashion., New d ita can bt entere dat any

time t to revise infortmation alped@yv stored. And. of courd. the tT{'\xlnlm of the software pachage

will pg rmitan infinite nuifber of autputs,
-
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The time frame €or full implementation of the system still has two vears to go. However, the
end result will outweigh the early time-consuming design and testing phases now being undertaken.
. _ . Toreturn to the initial position taken with respect to the ultimate purpose of evaluation
- determining the cost effectiveness of the occupational education system at every level - the syswem

and approach described ultimately will be of significant benefit to New York State and the future

development and unprovement of occupational education. 1t is only through hard data of the kind

obtairable utilizing a total evaluation systen that successes can be used to geneute zontinued and

increased support. At the same time. the willingness to clearly identify weaknesses and take ac.1on
to correct deficiencies becomes an additional strategy for gaining the resources necdgsary to mecet

long-term objectives.
< \
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Kentucky’'s StAaff Organization

for Efficient Management

By Carl F. Lamar’

3

Statt organization and mamnagement 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 underlying philusophy. purpose, goals, objectives, and the decision-making process in-
volved. Each of these cotegories should be fully conceptualized with 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 that have been made in the organizational structure
in the past ten years, and (41 projected changes forescen in the organization of the state vocational
education agency over the next ten years. '

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 thém operate according to a “State Plan
for the Administration of Vocational Education® which follows the same basic guidelines and are
structured along a similar pattern. But the details of their operation vary considerably. | have not
attempted to compare differences among the states. | have limited my discussion to what has hap-

_pened in Kentucky and what changes are anticipated for the future.

-

: ©
Organizational Structure for Vocational Education in Kentucky
‘~

Kentucky is oriented to a statewide systeim of vocational education. It has been largely devel-
oped 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. Thestate
vocational education agency is called the Bureau of Vocational Education. Its administrative officer
is designated as the agsistant superintendent for vocational education. The organizational structure
of the Burcau of Vocatjonal Education is shown in Figure 1. '

The Bureau of Vocational Education is now divided into six divisions that have been organized
largely on the basis of functions to be performed. However, the planning function designed to

iy

‘Carl F Lamiar is the assistant state supgrintendent for vocational education in Kentucky.
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. major occupational areas or categories.
, )

?

Q

8 -
" identify’ program nceds. develop curriculums on the basis of the program needs. and determine the
«  appropriate meais of implementing the instructional programs is done primarily on the basis of

.

In the planning process. increased attention is being given to che broad scope ot occupational
clusters in assigning responsibilities for program development. Yet, we realize that considerable
rescarch, exemplary 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
cducational process, and how the overall curriculum pattern should be structured.

R

The basic divisions that we now have operating in the burcau are: (1) Interagency Relations,

{2, Vocational lProgram Development, (3) Vocational Program Supporting Services, (4) Vocational
“Facilines Construction and Maintenance, (5} Fiscal Control and Financial Accounting:-and {6) Voca-
.tional Program Management. Vocational-technical information services are organized as a separate

_ auxiliary unit that operates closely with the State Department of Education's Division of Information

and Pablications. . .

The Burcau of Vocational Education in Kentucky relates to institutions of higher education and
Jocal educational agencies through contractual arrangements. It secures their assistance in providing
certain programs and services throdgh reimbursement contracts. It also has cooperative agreements
with other state organizations, institutions. and agencies that have mutual interests in programs per-
taining to vocational education, manpower development. economic development, and institational

accreditation. .

The Burcau of Vocational Education in Kentucky is responsible for all vocational education
“programs administercd under the Vocational Education Amendments of 1968, Appalachian Redevel-
opment Act of 1965, Economic Development Act of 1965, Manpowcr.i)cwlump;ncnt and Training
Act of 1962, other manpower programs administered through the State Department of Economic
Sccurity, and all adult edycation programs administered under the Adult Education Act of 1966.

w-
}

The Burcau of Vocational Education serves as the state agency for the approval of institutions
that offer training under the Veterans Rehabilitation Act of 1966‘. It isTesponsible to license pri-
vate proprictary schools offering vocational and technical education programs in the state which are
not under the jurisc‘liftiun of other state licensing boardss - . « .. .

The state of Kentucky s divided into seventeen education development districts. They follow
the same pattern as the fifteen area development districts established by the state legislature for the
organization and development of programs operated by other state agencies. The Bureau of Voca-
tional Education has followed this same pattern in dividing the state into fourteen vocational educa-
tion regions -same as the area development districts, except that area development districts 8 and 9
are combined to form vocational education region 9.
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Each vocational education region has a regional staft emploved through the Bureau of Voua-
tional Education as state employees. The regional vocational education statts are directly respon-
sible 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 educa-
tion.regions under the management and control of the State Board of Education. |

: e

Kentucky, basically, supports two kinds ot urganizatidnal arrangements for adult, vocational,
and technical education that come under the management and control of the State Board of Educa-
tion. It has a svstem of state-operated vocational-technical schools and area vocational education
centers. Thev are directly- managed by the Burcau of*Vocational Education. The state vocational-
technical schools are owned. financed, and operated by the state. They are established primariiy
to serve post-secondary 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 readv
aceess to an area vocational education center. We now have fourteen 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
Giools in one or more local school districts. The arca vocational education centers are established
primarily to serve sccondary students during the regular school day. They may serve post-secondary
students and adults in the late afternoons and evenings. We now have sixty-tour area vocational
education centers approved by the State Board of Education. Five of these centers are in correc-
tional institutions. )

Kentucky also supports adult, vocational. and technical education programs on a reimburse-
ment basis hrough a variety of local educational agencies, including 319 secondary schools in 189
Jocal school districts {A single school district may have a vocational education department.). thirteen
community colleges in the University of Kentucky Systém, seven state universities, and one four-
vear state college. The Bureau of Vocational Education staff. in cooperation with the regional voca-
tional cducation staffs, provides consultative assistance and supervision for all local educational
agencies that operate reimbursed dule, vocational, an 1 technical education programs.

Philosophy of Vocational Education

In the development of a staft organization for efficient program management, our most signifi-
*cant tasks have been to conceptualize astatewide system of adult, vocational, and technical educa-
tion: determine how it should be meshed into the total educational program of the state: and deter-
mife the other programs or systems with which it needed to covperate or coordinate its effores. It

is believed that vocational education, the same as any other viable system, needs to share its resources
with other related systems. These we call available inputs to the Systcm which need to be organized
and handled through a process designed to aztain certain desired outputs. The expected outputs are
intended to satisfy the purpose, goals;and objectives of the statewide svstem. The inputs, processes
applied to the inputs to produce the desired outputs, and the outputs arce together intended to pro-
duce a dynamic system of vocational education for the benefit of Kentucky.

-
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"I Gne s to assess the viability of a vocational education system in order to imptove its per-
formance and the quality of its outputs and to intelligently plan its future course, the relation of
its important components nist be continuously examined as intevacting entities or as a unitied
whole. The components in such a system constantly interact on each’other and dicggee any far-
reaching changes that need to be made to satisfy the ever-changing purposes of the svstem. Deci:
sions should be made to change the staff organization and rhe system’s structure, revise the curric-
ulum and teaching methods, alter facilities and equipment to satisfy the curriculum changes, reassign
responsibilitics of staft perwonnel. and adjust educacional programs to satisfy the needs of individual
students whenever they are justitied as a means of improving the etfectiveness ot the system. Sys-
tems analvsis may dictate new program purposes., goals, and objectives that call for changes in the
basic staft vrganization and management procedures.

-
~—
.
.

We need to look at the intérnal components of the state vocational education system to make
sure that it is properly organized. staffed, and managed to satisty the basic purpase for which it was
established. However. it must be clearly understood that the getieral public -the people--supplies
therbasic resources by which the svstem is enabled to function. The vocational education system
must make a significant contribution 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 fac't requires a careful
examination of the inputs, the process, and the outputs of the system with respect to their external
relationship in mecting the needs of the people. An understanding of the relationship of these as-
pects of the system should reveal the resource limitations that impedc the system and the factors
that will ultimately determine its productivity in terms of its goals and objectives. This implies that
there is 4 basic need Lo identify the significant elements that will indicate the probable effectiveness
of the svstem's inputs on the quality of the system’s outpurs.

It should be clearly understood that the people to be served - the students represent the pri-
mary input of the vocational education system. Their propr development ds the educational sys-
tem’s primary reason for existing. Their attitudes about the schiool and the program in which they
are enrolled greatly affect the operation of the systent. 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 experiences provided by the school to bring about a wholesome change
in the hves of the people who have participated. Society has a right to expect the students’ educa-
tional experiences to develop the knowledge., attitudes, and skills needed that they cannot get
elsewhere, The programs offered by the school are expected to make a significant difference in the
tives of the students - in their ability to assume productive roles in the “world of work™ and in-other
arcas of social responsibility.

It is also important to recogiiize 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 expericices. Their
cost. as measurod by student achievement, demands close analysis and continuing evaluation. An -
important goal of the educational system should always be to hold down costs in relation to student
achicvement so.as to maximize learning results. Thi, is the basic challerge to efficient cducational
management. This is the real reason why *Staff Organization for Efficient Management™ deserves
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constant attention by those responsible for “lmproving Administrative Activities of State Vocational
{ -

Education Agencies.” _ N ) .
Vocational education is fundamentally a “teaching-learing 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 cach iearner. Itis a process by which the individual learner through his own activities.-
through what he does -becomes changed in behavior, Productive behavior or performance ot the
individual student is the intended output of the experiential process provided by the school.

- This expericntial process involves and impacts on the cognitive, affective, and psychomotor
. . . R . N . . * .
domams of the human organism; They interact and reinforce cach 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 achievement in the socioeconomic environment. As we con-
sider *Staff Organization for Efficient Management,™ our basic goal must be the acliievement of
success with the “teaching-learning process™ in vocational education.

Expansion in the functions of vocational education has led to significant changes in its basi-
orientations More attention i rew being given to the special problems of individuals and groups
who were ignored or neglected during the vears before passage of the Vocational Education Act
6f 1963, Increased emphasis is being focused on the needs of the disadvantaged. 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 atten-
tion is being focused on problems of the unemployed, underemployed, and underprivileged minor-

ity groups. females, and those living in poverty.

-More interest is now being given to the role of vocational education as a part of career educa-
tion and an integral part of the total educational process. s becoming accepted by more leaders
in education as a vital part of eazh individual's total life carcerdevelopment that must not be over-
looked or neglected, These new horizons for vocational education have placed greater significance
on the social and psychological foundations of education as they relate to vocational education and
life carcer dcvcloﬁmcut. What the individual wants to do with his life should be determined through
a well-planned dnd effectively impleménted experiential process- the total educational process. It
should purposefully maximize individual development in terms of one's social and economic inter-

ests, needs, and cupgbilitics.

A sshift in the emphasis of'vocational education and a reditection in the programs and practices

. has resulted in rather exterisive changes in organization and management at practically all levels of
operation. There has been a significant shift in emphasis fram an orientation on specific occupa-
tional program arcas based on 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 gducational levels and the

-4
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The chanees recognized for vocational education have placed increased stress on the need for
. a stronger and more dynamic leadership role for the managers of vocational education programs and
' services.

u
~ : K N

]

Purpose of Vocational Education

- ~

: The Vocatioral Education Act of 1963, as amended in 1968, provides an excellent statement
o of the purposes of vocational education. As quoted from the-Act:

.

»

7 It is the purpose of this [Act] to authorize Federal grants to States to assist them to .
' “maintain, extend, and improve existing programs of vocational education, to develop
new programs of vocational education, and to provide part-time employment for youths .-
~ *who need the earnings from such employmen: to continue their vocational training on a .
1 " full-time basis, s6 that persons of all ages in all communities of the State—those in high
school, thos¢ who have completed or discontinued their formal education and are pre- .
‘ paring to enter the labor market, those wha 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 schools—will have ready access to vocational training or re-
training which is of high quality..which is realistic irr the light of actual or anticipated”-
opportunities for gainful employment, and which is suited to their needs, interests, and
ability to benefit ?rom such training. :

w

This Act clgarly ipdicates that the purpose of vocational education is to prepare persons of all
ages who are preparing to enter the labor market or who have already entered the I- bor market for
vocational training or retraining that is of high quality and that is realistic én the light of actual or
anticipated opportunities for gainful employment. * ! '

s k4 'y /

* ¢
. . ) .. ’ ( . . :
\Goals and Objectives of Vocatxonay'Eduranon .
. “Basically. the goal of vocational edutation is the preparation of persons of all ages in all com-
: . munities of the state for gainful employment so they can attain self-fuffillment as productive indi-
o " viduals in the world of work and as responsible citizens in important social endeavors.

It is the objective of the Bureau of Vocational Education in Kentucky that through itsleader-_. .~ ... ____
ship, planning, and adminisgration, the statewide system of vocational education will serve the occu-
pational education needs o‘ff\aﬂ the people. It is intended that people throughout the state will have
ready access to high quality vocational instruction that is realistic in the light of actual or anticipated o
opportunities for gainful empioyment., The planning will be done to provide instructional prograins e
and services that are suited to the-people’s.needs, interests, and abilities. Occupational competence
. of each individual is the expected objective. Rromotion 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 te adequately preparc himself for the occupa-,
ion or career of his choice. This will be reinforced with-provisions for continuing training or

-
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retraining as the need arises so that oceupational competence may be achieved and maintained, Thus,

the signiticant objectives that have been identified for attainmeat in vocational education are to:
' ' \

1. Understand the contribution of occupations to the welfare of cach individual and to- g

- .- . . .. (‘ .. - -

R society,

2. Understand the varizty of carcer opportunitics available to cach individual,
3. Provide adequate opportunitics tor acquiring appropriate occupational skills for job entry
and maintenance by persons of-all ages in all communities of the state,

b 4. Cope with changi: g occupational requirements ard demands on a continaing basis. -

_ Principles of Operation : ' .
o . N 3
The basis for planning, developing, and implementing a'sSund statewide system of vocational
education in Kentucky is the sincere beligf that there must be mutual understanding. cooperation,

" coordination. and financial support trom the federdl, state, and local levels of governaent if desirable
results can be expected. It is believed that vocational education must be a nationai concerin and
sresponsibility expressed by tederal leadership, technical assistanee, and financial support: a state
function and responsibility expressed by state leadership. planning, administration, and financial

. suppaort: and a local operation expressed by ocal financial support. effective program planning,
program development. and the in.nplcxncnr.uh)"n of a sound comprehensive instructiogal:program,
The program shoald be based on the needs of the people andd the manpower requirements ot the
Libor market and reinforcedsby the essential program supporting services and the assistance of an L

isory committee composed of lay citizens,

The basis of a sound statewide program of vocational education is a sou ndly conceived, well
planned. and effectively implemented camprehensive vocational education program in cach local
community throughout the.state. Such a program needs leadership, guidance, and technical assis-
tance from the state vocational edugation agency, institutions of higher education. and other related

N

institutions, organizations, and agencies with mutual interésts.,

-

I T . - —_— e — e 4 e s Akt aem e e e e . 2 .

t

. A comprehiensive local vocational education program has as its base a sound instructional pro-
gram that is managed™to satisfy current vecupational demands for manpower and the vocational
education needs of the people. Such a program needs the services of a full-time director and a com-
petent sttt capable of providing such essential ancillary services ass short-term and long-range pro- .
gram planning: operational research and related activities: curriculum development: vocational
. guidance services: inservice personnel development: exemplary or innovative progrann activities:

facilities planning and maintenance: personnel recruitment, placement. and follow-up: and program

cvaluation. Such a staff needs to be organized to work as a team in carrying ont these functions and

to provide viable Jocal leadership in carryving out an affective program, .

9
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. lfa'wcll:ruundcd_.md competent local vocational education statt is to be produced. the insti-
: + tutions of higher education need to develop comprehensive teacher education programs that will
develop in the personnel that they train the competencies needed to properly function in a compre-
hensive prograi at the local level. This challenge is expressed in the Vocational Education Amend-
mefits of 1968. It states that: '
The Commissioner shall approve the vocational education leadership development program
of an institution of higher education upon finding that—(1) the institution oiférs a com-
- prehensive program of vocational education with adequate supporting services and disci-
plines such as edugation administration *dance and counseling, research, and curriculum .
deCelopment: (2) such program js designed to further substantially the objective of im-
proving vocational education through providing opportunities for graduate training of vo-
cational education teachers, supervisors, and afministmturs. and of university lewj voca-
¢ ‘tional edycation teacher educators and researchers . .. * L
R , | o . X
Improvement to get a well-balanced comprehensive vocational education program implemented
at ghe local level and improvement to get a comprehensive program for vocational education person-
nel development in institutions of higher education represent the areas where state vocational edu-
cation agencics 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 osientation! basic .
development. and commitment to professional excellence are acquired in their preservice vocational
training secured in institutions of higher education. ) a

Y
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Changes that hav: Occurred in the Organizational Structure |

o

kg -

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 Voeational
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 burcau. >

., .
. - .. d

The initial reorganization was due primarily to the changed emphasis placed on vocational edu-
cation in the new federal legistation and the new provisions in the State Plan for the Administration

of-Voeational-Education. The change-in emphasis from.primary attentionon specific-oecupational~ - - -
~ areas'to primary attention on special program functions and expanded support for vocational edu-

cation 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 that would acquire the competencies needed
to manage the bureau on the basis of clearly formulated goals and-objectives. The present organiza-
tional structure is shown in Figure 1. ' '

s
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would be more cffective than doing it through the occupational program arcas, such as. agriculture, .

Basically. the Bureau of Vocational Eduggation is organized into divisions, and the divisions are
organized into units. The units are organized, on the basis of specific occupational arcas and program
functions: To date. we have not been able teﬁmu-pmnlizv adelivery system for implententing
adult. vocational, and technical education programs and services in local educational agencies that

business and office. marketing and distribution, health occupations, home economics, industrial
occupations, public service occupations, and practical arts.” The primary emphasis on practical ares
s at the middle school or junior high school level qusually in grades 7. 8, and 9). The practical arts

are organized on the basis of vecupational clusters. The curriculum emphasis for the practical arts
occupational clusters in the cconomic system, and (3} exploration of the oceupational clusters which
are of nterest o the students with appropriate opportunities for hands-on experiences. It is desired
thar these experiences in the practical arts will lead to special or specific occupational preparation

is on: 21 introduction to the cconomic system and its structure. (2) orientation to the different

progr.ams. , .
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 divi- .
. . L . . . . 3 . .
wduns are organized to assume responsibility for the implementation of the various vocational educa-
tion functions provided tor in the State Plan for thie Administration of Vocational Education. :
. > -

The staff in the Burcau of Vocational Education is organized so that it can relate to the insti:
tutions of higher education and. through the regional vocational education staffs, to the local educa
tional agencies on a collegial or pluralistic basis in c;;trr_ving out théir assigned responsibilities. Ba-
sically, this is done through the division structure and in terms of functions to be performed.

- o properly relate ¢he diftferent program tunctions to be carried out with the different occupa-
tonal prog am arcas, wehave developed an orgamzational structure within the bureau that has all
professional personnd 'u.ssigncd to task forces. The task forees have the responsibility for planning -
and developing the various functioas of the state program of vocational education. The functions
are largely implemented through the appropriate occupational program arcas. The task forces are
organized so that personnel from the different divisions in the burcau and from the different occupa-
tional program arcas are represented ona given task foree so they can help plan and develop the
particular function assigned to the task force. Ttis 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
the ongotng program. The representative from a given uecupational program arca who is working

Q

ERIC
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with a particular task farce fias the Tesponsibility to keep the personnel i tiis 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 per-
taans to this particulas occupational arca. The pattern for organizing the rask forces to plan, develop,

and implement the various functions in vocational education is shown in Figure 2.
. ‘. .

n . ‘e

L4 td .

Projected Chlanges Anticipated in the Organizational Structure

in Kentucky, we have been experimenting with several exemplary programs and projects during
the past decade inan attempt to develop the kind of a vocational education svstem that would

i -
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AT effectively serve the occupational education needs of the people and the manpower requirements of
“ " the labor market. *We have attempted to organize the vocational education program so that it would
be 4 viable toree in improving existing industries and attracting new industries so as to improve the, -
economy of the state and thereby enhance the émployment opportunitigs for the people. The record
- will show that significant progress has been made in these endeavors, '

o We have recognized that a sound com prehensive vocational educ +ion .s')?.:ftcm must depend upon
‘ * a sound organizational structure supported by the appropriate adminis tive tasks which are proper-
Iv planned. supported. and implemented. Attention has been given to the organization and develop-
ment of the different administrative tasks into a viable management system with the essentia) sup-
»+ Nporting components and services. ' '

: . >
Our ctfores Have acluded .co%peratiyc activities with many other organizations. agencies, and
. institutions. We are convinced that practically all of these experiences have beetr highly beneficial
to the program of vocational education in Kentucky. Wg are not completely satisfied with our
accomplishments, but we feel confident that we are now at the thrcsh? of pulling things together
so we can have an effective and efficient management ;}:Stcm for u welorganized state program of
a vocational education, : ' - v ot .

- - . -

- Y «
: Stace government in Kentucky has been studying the feasibility of making. certain basic changes .,
in its urgunizatiz)nal strugture for more thap four vedrs. The possible changeswould involve the _
State’Department of Education and the Bugeaa of Vocational Education. The basic purposes of .
the récommended changes are to cg!§l§0]idact ike functions and services so as to improve efficiency
and effectiveness of state agencies in providing ﬂ%{csscn;idl programs ahd services to the people.
Emphasis is being plaged on “management for resiNes.™ The intention isto eliminate duplication of - _

- efforts and waste in’providing an effective management by objectives system that will be sound from I' /

ore accountable to the o/

" a cost-benefit point of view -oné whereby state government can be held m ¢
general public for programs and swv.ggc§ it has promised to deliver. ] - /
Stite government is moving td organize all state agencies.on the basis of management by ob- __.-"/

jectives. To implement this COMCEpt. we age now in the.ptocess of developing the basic compyngfits .
required to'support such a system. The Bureau of Vocational Education in\ the State I)cpart/mcnt
of Edtication has been designated as ong o the units within " ¥state system to develop a manage-

~~ ment by objc(c‘tives system ot the“,‘sta'tc program of vocational education. It is expectedghat some

of the components to be developed. by the bureau will also support other bureaus in the State Depart-

. “ ment of Education and other agencies of state guvcrnfﬁc‘nt. P ) , 4 )

v .
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_In our effurts to conceptualize. develop. and implement a viable 1ﬁgxlqgc;ﬁlcnt by objectives
svstem that would satisfy the needs of the statewide system of vocational education, we have souglic
technical assistance. financial support. and cooperation from all possible séurces where we thought
" promising exemplarg programs were being conducted and expertise would be available to reinforce
our efforts. We believed that such assistance would possibly accelerate the f\lll implementation of
! .

’

thc'systcm thdt we have umccptualizui: : o? . .
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* Stevenson has defined management by objectives in terms that explain rather clearly the ideas
we are-attempting to conceptualize and implement in Kentuckv. He has said:

Managetent by Objectives is a sy stein which cnables an organization 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 mechanisim 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 Jhe organization regardless of
level and responsibility to know what is expected of hin, where he may look for gnidance
and assistance, and who he is L\PLLtLd to coordinate with in his work. The svstem pro-
vides for the progress-of the organization toward certain goals .md keeps disr upticn due

“to bgth outside and inside changes to a minimum, |

It is believed that a sound management by objectives svstem that is properly implemented will
provide tor 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 cheir per-
tormance so they may achieve upﬁnum results from their efforts. In f()”u\\mg this practice, tllc
will assist 1n the ‘uwmphshmcnt of the overall gouls and objectives of the organization.

" The Burcau of Vocational Education has been involved in several C\mel.m projects during
the past few vears, striving to develop the essential components needed to support an effective

. organization for managing'the administrative tasks assigned to the burcau. As we now view it, man-
agenient by ub]un\c- is the approach that we want to tuke in managing the state vocation: al educa-
tion agency in Kentucky. 1t gives cach program manager in the ageney responsibility for planning
on the basis of goals and objectives, administretion of programs, services, and activities required to

. attain his goals and objectives, and leadership in seeing that sub(_)rdinﬁtcs are properly orieneed,
trained, and managed to carry out their assigned functions. .

AR core of the total organization are the administrative tasks that must be performed in
order wo carry dut the purpose uf the organization. In vocation: al education, we have identified
thLSL tasks to ber .

1. Etfective cornpuinications within the burcau, between the burcau and the.operating
.. ‘units within the statewide system and between vocational education and other organiza- |
tions with which it needs to maintain gopd.working relations

2. Staff perspunel development for all personnel in the burcau. and in all other operating
units within the statewide system of vocational education designed to produce appro-
priate understanding, commitment, and competencies in all employees

-

Tilliam W. Stevenson, “Foreword.™ in Management by Objectives liplementation Sequence,
Susan K. Leverene, ot al. - Stillwater. Oklahoma: State Deparunent of Education, Jaruary 197 3

»
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3. Curriculum depelopment 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 program budgeting, financial accounting, and fiscal
control

.
- f
- " h

7. Program supporting services, such as problem definition, operational research. program
¢ evaluation, and a management informatipn system '

" If management by objectivés is to facilitate the implementation of a sound teaching-learning
process in vocational education, it is essential that the major administrative tasks be properly planned
and implemented. There needs to be developed a reinforcing relationship among the administrative
tasks that is well-understood and supported by each program manager. The proper organization of
the different administrative tasks into operational arcas should bring a desived order and cohesive-
ness to the vocational education system that will prove beneficial to the entire staff through its man-
agement capability and to the students enrolled in the program. )

At the center of the process of management By objectives are people, ideas. aiid things. They
are the basic components of.the orginization 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 However, there are
other functions that must be performed in the management process. They are planning, vrganizing,
staffing, directing, coordinating, and budgeting. The manager must strive at all times to sense the
pulse of his organizatioft and take appropriate actian to keep it dynamic in working toward its goals
and obijectives. 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 etticient staff organiza-
tion and an effective management process. ,

B4
B4

[n Kentucky, the Bureau of Vocational Education is in the process of developing these com-
ponents of its management systent: .

A, Education Resources Development Unit. This unic will be responsible for operational
research, program planning, exemplary programs, program evaluation, and information
disseination. 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 done by involving the entire staff in the process.
Basically, the **Delphi Technique" is being used to secure agreement on goals and objec-
tives for the bureau and the divisions and units within the bureau, and for other opera-
tional subdivisions 1 the state system.
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Each operational unit is being trained in the use of the Program Evaluation Review Tech-
S - .
nique (PERT) in program planning, allocation of resoutces, and program implementation,

2. Occupational Information Collection and Utilization Unit. This unit has the major respon-

sibility to develop and operate a management information system for the benefit of the ary

bureau and all local educational agencies requited to produce an annual and long-range

program plan for vocational education. The unit will produce and maintain an up-to-date

»Manpowe r and Occupational Information Handbook™ for cach county'in the state.and

for the state as a whole. Tt will include manpower demand, manpower supply. educational

resources. and student enrollment, placement, and follow-up information.

. . .

' 3 Fiscal Control anid Financial Acccunting Unit. This unit has the major responsibility to

coordinate the development of a program budget for vocational education in the State
Department.of Education. All divisions and units in the burcau 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.

-

A =

’ "4 Education Personnel Development Unit. This unit has the responsibility to provide lead-
' ership and coordination in assessing the needs of all personnel employed in vocational
education in the state for preservice and in-service training to keep them up-to-date with
the responsibilities of their job. Through the support of the Education Professions Devel-
_ opment Act, the bureau has d_cvelopcd a statewide plan for personnel development.

. £
5. Provram Development. This function will be largely carried out throu h the program
¢ ' gely g gr:

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 relationshio in performing their assigned
. responsibilities. -

%

6.  Program Managemenf byiObjectives. The assistant superintendent for vocational educa- '
tion plans to use the directors of all divisions in the Burcau 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. '

 lris believed that all activities of management in Kentucky, whether they involve the profes-
sional 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 vocational education. the intended goal is an effective teaching-learning process that will benefit
all persons who desire to enroll in the program. : S oxa
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An effective statt organization and efficient management process should accomplish these basic

tunctions: .

‘ 1. Identify and influence the formulation of appropriate policies, goals., and vbjectives tor

the organization. ' .

. . i .
2. Stimulate and direct the develgpment of programs and services destgned to achieve the
P . o
purpose, goals, and objectives, .
“-r. ’-_

- 3. Organize and coordinate those responsible for planning, developing, and implementidy
the programs and services that are essential in attaining the goals and objectives of the
organmization, ) '

. 4. Sccure and manage the resources needed fo support the organization and its programs
and services. .

* *
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' Florida’'s Staff Organization
for Effective Management

g By Joe D. Mills*

° " The Tenth Amendment of the United States Constitution assigns to the states those powers
that are neither reserved to the federal government nor denied to the states. Among these is educa-
tion. ‘

o

I. Philosophy and Objectives Underlying the Organizational Structure

k4

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

Both the commissioner of education and the State Board of Education are changed by the
constitution of the state with the supervision of the system of public education as provided by law.

- - in line with that broad responsibility, the commissioner has been charged by the Florida legis-
lature to: (1) Expand the capability of the Department of Education in planning the state’s strategy

-
for effecting constructive change and providing and coordinating creative services necessary to achieve .
greater quality in education and (2 Utilize all appropriate modern management tools, techniques,
and practices that will cause the state’s educational program to be more effective and provide the

_ greatest economics in the managemcent and operation of the state’s system of education.
* To aid the commissioner and State Board, the state legislazure authorized staff for them and
established by statute four operating divisions within the Department of Education:
A -
) 1. Division of Elementary and Secondary Education
K 2. Division of Vocational Education
* .

3. Division of Community Colleges .
4, Division of Universities
kY
Each divisionis organized to fulfill its mission in terms of the state system of education in
coordination with the dther divisions as well as the specific programs, services, and activities for
which each has primary responsibility. .

‘Joe D. Mills is the state director of vocational education in Florida,
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More specifically the Division of Vocational Education is: .

‘ - * 7 .
1. Program-oriented rather than institutionally oriented, being organized to serve programs
. T ~ . . . ’
. at al] levels and in all types ot institutions '
2. Organized in accordance with major functions with due regard for span of control. i.e.,
planning, program supervision, program services, rescarch and evaluation, genera) admin-
istration and State Advisory Couneil ‘

32 Organized t6 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 burcaus and within regional offices to accomplish a total program of voca-
tional education and adult genetal education '

4, Organized to provide consultative services immediately available to local educaticnal °
agencies by decentralizing division services into five regions

[
-

5. Arranged so that cach regional office serves a major labor market arca and is in a_position
to coordinate program development by school dist.icts and community colleges to meet
total labor market needs )

6.  Arranged so that each regional office is close to one or more approved teacher education

institutions '

7. Organized so that there are means to idenufy improved practices and ways to disseminate
and diffuse them .

%

Il. Present Programs, Organization and Staffing

~ A. Programs. The Division of Vocational, Technical, and Adult Education is responsible for
the following programs conducted primarily by sixty-seven school boards and twency-eight junior
college boards of trustees as well as the ancillary services in support of them.

1. Comprchensive Vocational Education Program for Career Development consisting of

»

offerings in:

a.  Orientation to the World of Work
b. Prevocational Education
¢.  Pretechnical Education
. d.  Agricultural Education
¢. Business Education
f.  Distributive Education .
o Diversificd Occupations Education




1

h.  Health Occupations Education

i.  Home Ecgnormnics Education

j Industrial Arts Education

k. Industrial Education ‘ -
I.  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, consistirg, of: .

a. Institutional Training
b. Individual Referrals

3. Adult General Education, consistir;g of:

a. Elementary Education for Adults
b.  Secondary Education for Adults
.c.  Community Service Education for Adult
* d.  Adult Basic Education (Federal)
e. . Civil Defense Education (Federai).
High School
Adult
Adult Migrant and Seasonal Farm Worker Education (Federal)

™

1

4. Ancillary and Supiaort Services including:

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

b.  High School Equivalency Testing Program

c.  Occupational Specialist Training Progréms

d.  Research Coordinating Unit

e.  State Approval Agency for Veteran Education and Training

Vocational Improvement Fund '
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Programs and services are, provided for students at the following levels: elementary, middle

__dnd junior high school, senior high school. post-secondary and adult.

Target groups served inciude regular. disadvantaged and handicapped students.

B. Organization. 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 the
State Board of Education to constitute the State Board for Vocational 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 is also authorized to approve plans for
cooperating with the federal government, accept funds, create subordinate units, and provide nec-
essary administration required by any federal programs. ) '

_ Through the Depdrtment 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 consistent 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 admin-
istration of the statewide program of voc itional education with the local educational agency being
responsible for local program operation.” '

(s

As the result of the breadth of responsibilities assigned to it. the Division of Vocational, Tech-
nical. md Adult Education is **program-oriented”” rather than “institutionally oriented”™ because it
is concerned with the promotion. development, implementation, and evaluation of quality voca-
tional. technical. and adult education rather than the institutional arrangement. which provides the
services at the district level. It is within this context that the director of the division and qualified
professional assistants discharge their leadership roles. : '

.

The division is urganizcd into six major functions for operating purposes:

Division Administration .

1.
2. Bureau of Vocational Planning ,
3. Bureau of Vocational and Adult T rograms )
‘ 4. Bureau of Vocational Rescarch and Evaluation
. 5. Burecau of Vocational Program Services 4§ )
6.  State Advisory Council for Vocational and Technical Education y a
) . :

The rcsponsibilitics of cach are:
1. Division Administration

[

This function comprises the major administrarive office of the division.
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Burcau of Vocational Planning

The responsibilities of this bureau concern: .

a.  Directing major planning activities within the division, including PPBS and coor-
“dinating division planning with.other divisions of the Department of Education and
State Govérnment .

b.  Planning. development, and construction of area vocational-technical center and
arca vocational education school facilities

¢.  Coordinating with'the Division of Elementary and Secondary Education staff assis-
tance to school districts in comprehensive cduc.monal planning '

K4

Burcau cf Vocational and Adult Programs .
The principal responsibility of this bureau is that of effecting a coordinated and inter-
related statewide program of vocational, technical, and adult education, ineluding 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 administration
of programs and the provision of program consultative services to districts.

Burcau of Vocational Research and Evaluation <

-

This burcau is concerned with: o .

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

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

Within this burcau fall the design and cva]uation of exemplary projectsdprojects related to
career education. and the Research Coordinating Unit.
' ' ’ .

.Burcau.of Vocational Prograin Services ' ‘,/‘ “F

t .

This bureau is responsible for services supportive to the instructional, supervisory, and
administrative functions of the Program Sections,-Bureaus, and General Administration
of the Division. Included are: statistical setvices, information systems, teacher education,
staff development, vocational gundancc. occupational specialist training, materials deyelop-
ment, preparation of reports, and development and revision of the State Plan and other
special services as may be assigned.

State Advisory Council for Vocational and Technical Education

This function is responsible for:

——
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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
\-. . - o Lo :
, b.  Advising the State Board fos Vocational Education on the preparation of long-range
. . e x . ) . R
and annual program plans :

~—a
Evaluating annually the statewide vocatior:al and technical education programs 7

d.  Preparing and submitting through the Stare Board for Vocational Educatign to the *
. U.S. Cc:nmissioner of Eddeation and the Natipna?“Advisory Council an annual eval-
~ . uation report. - '

fa

¢ >

4 )
The otganization of the division emphasjges effective and efficient services to lucal distriets :
through the decentralization of supervisory services. '
6 ' T

‘Although the division headquarters is located in Tallahassee, the state is divided into five regions
approximating major labor markeg areas with area offices'in Ta'lahassee, 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
cither as an individual or member of a team to the educational leaders in local districts.

- -

Elsewhere in this section are 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. Ch art of the organization of the Division of Vocational; Technical, and Adult Education
showing relationship of functions, bureaus. and arca offices ' ;
. g ¥
, ) 3. Map of Florida outlining the five areas of Florida with the location of arca’officcs
C. Staffing. Part 1I-A of this memorandum lists the varicty of programs and services for which
. the Division of Vocational, Technical, and Adult Educatjon is responsible. The following assignment
of authorized FTE positions is in support of them: "

_— : B I\\Jo K F:FF. Positions "0'_“ .
Organizational Unit Staff ' Clerical - Toal
B 1. Division Administration 7 ' 10 . 17
& . .
2 Bureau of Vocational Planning 4 ) 6
3. Bureau of Vocational and Adult Programs
_ Y .
a.  Office of Bureau Chief 4 3 7
b. Adult and Veteran Education 20 10.5 30.5
(Continued) -
»
-t L 4
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. No. of FTE Positions
'Organizational Unit - , Staff Clerical Total
W, . S N : .
: c.  Agricultural Education ' ’ 8 "3 11
‘ -d.  Business Education 6 2 8
e. Distributive Education 5 2 7
f. Home Economics Educdtion 10 5 . 15
. & Industrial Education: 16 6 -22
h.  Manpower Development Training 8 8 16
i.  Diversified Occupations 4 2 6
j. Technical and Health
Occupations Education ' 11 3 14
k. Area Offices* ’
Area | 1 2 3
Area 1l 1 i 2
. Area lll 1 2 )
Area IV i 2 3
Area V o 1 3 ¢ 4
% Total of Bureau . 97 54.5 151.5*
4. Bureau of Vocational Research and .
Evaluation ' 3 3 . 6
5. Bureau of Vocational Program Services .6 . 5 1t
6. State Advisory Council for Vocational .
and Technical Education - 2 1 - 3
DIVISION TOTAL , 119 755 194.5

*NOTE: The figures for each area office represent the area program coordinator and secretarial as-
sistancé, In addition, representatives from each program are assigned to these offices. Of the*151.5
FTE positions (97 staff und 54.5 clerical) in the Bureau of Vocational and Adult Programs, 59 FTE
positions (49 staff and 10 clerical) are assigned to area offices.

111, Changes in the Organizational Structure within the Past Ten Years

Rapid program growth. a changing role of the Department of Education. and acknowledgment
by the state legislature of the Division of Vocational Education as one of four operating divisions of
the department, dictated a need for a continuing study of the division organization.

During the past ten years the organization of the division changed from one in which the em-
. phasis was upon indivigal program sections with all administrators reporting to the division director
to the present organization based upon funciuens and corresponding bureaus and offizes.
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O AREA OFFICES .

Area | Office .. Area 111 Office
480 Barnett Bani Blc‘. 6880 Lake Eitenui Diive
Tallahassee 32304 Orlando Centrat Parh
{Phude 904/488.1826) - Orlando 32509

N {Phone 305/851 $210)
Area Il Otfice .

1219 West University Ave Afea IV Office

Gairesvitie 32601 715 East Bird Stredt
{Phone 904/373.8551) Pan American 8ank Blflg.
: Tampa 33604

{Phone 813/935-2802)

Area V Office
£132 State Road 808
Buca Raton 3432

DIVISION  :(Phone 305395 9401)

VTAD 3/73
™

OF ~L

VOCATIONAL

TECHNICAL -

. _AND -

ADULT EDUCATION
-, ' q'

.
138
' ’

N ' 4
. \w N i
% P ] -

P

»as08t
[ITrReYT 3
of sorg™

CoLevge -
7 {1

DEPARTMINT OF EDVCATION
: _ _oPALLANASSEE « PLORDA
" oUOYD V. CHRISTIAN o COMMISSIONIR
A )



A series of changes took place in an orderly fashion with the involvement of the total statt of
the division,

~ Asigniti ant contribution to this effort came tfrom a study conducted by the Oregon Center
for Research and l)cwlnpmcnt in State Leadership, '

During the fall of 1968, Florida was accepted jas one of five pllut 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 tor change in this important field of education resulting from the Vocational Edulation
Amendments of 1968 and other federal legislation, These studies were conduceed by the Center for
Research and Development in State Education Leadership, Teaching Rescarch Division. Oregott*State
Svstem of Higher Education, Monmouth, Oregon, through contract, with the U.s, Ofﬁce of Educa-

tion. The study bc;,an December 1() 1968.

.- : \
In brict, the stud\ involved a self-analysis by the total division staff followmg criteria fufnished
by the Oregon center.” On April 23, 24, and 25. 1969, a team selected by the center visited the Divi-.
sion of Vocational, Technical, and Adule Educ.mon to study firsthand its organization and operation,
| oy :
The recommendations of the ()rcgon Center for Rescarch and Development in State Lcadérship
have provided the division with significant guidelines in its reorganization,

v

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

The role ot the Florida Department ot Education is changing from a regulagory function to one
in support of educational renewal. ~ '

o .

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

/
1. More responsive to .md r"spunslblc for improved policy at the federal. state. and local

i

levels .

)

. :
More involved in educational renewal, the process whereby the goals and objectives of
education arecontinually modified to meet the changing needs of its clients and educa-
tional programs are continually modified to facilitate the attainment of those objectives
Although staffing patterns may change, it is believed that the present organization, based upon.
the mission of the division and its major functions, will continue to be vidble and will adaptto

changirig emphases as Florida moves into and through the nexe decade, ;
. . > - .
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~ Jndiana’s Staff Organization
for Effective Management

. By Don K. Gentry

—.

) 11 ’ ’ -

¢ Several major chlungcs have taken place in the administration of vocational education in Indiana
) dup'a?ig the 1960°s and carly 1970°s -a new State Bbard of Vocational and Technical Education. a new
" statesupported technical college. a new State Advisory Council. a new Higher Education Commission.
and the development of an area vocational school .x'v..\icm.ju.xt to name a few, The ideas presented
in this paper are not intended to be new. but are a c'mubin'.k\tim.l ot good management practices that
" have worked in Indiana for the past three years.

i the late 19007, the Division of Vecational Education was inﬂcx‘iblc. regulatory in natare,
and used a traditional approach to administration of vocational education programs. There was very
. \\]ittlc contacr with other segments of education. and each of the sis program arcas operated as angon-

-

. anous divisions within o division. More than seventy-five report forms were used in asking Jocal

v

educational agencies to report necessary data tor 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 admmistrative structure tor providing a service to the local edu-
o cational agencies,

Ter

Indiana has 4 long history of vocational education prograios, getting its tinst legislative support
in 1913, Indiana is the thirteenth largest state. Ttruns from a very indostrialized communiy to
farming operations to large manufacturing businesses. Indiana is approaching a population of six
.  “million and receives over twelve million dollars of federal vocational education tunds.

[

During 197 3. we'are serving over 120,000 high school students in vocational education programs
and over 170,000 high school students in industrial arts and non-reimbursable business education
programs. Ot the .’»()U.lll)()'lngh school population, more than 290,000 students are being served in
occupation-related programs. We are serving rhore than 30,000 adults and 10,000 post-seeondary
vocational students. The restructuring of the administrative system has developed these improved
Mallagement functions: ) '

A\
P K o £ the rate divecror oFvoeational cdo e arioe in fodione
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Staff Managcmcnt Svstem, known as Indiana’s Management by Objective System
~ Statewide In-Service Training Program

‘Statewide Area School System

Statewide Post-Secondary Technical System

State Y()CED Data System , ~

State Svstem of Career Education Programs

State Self-Evaluation System

Combined Youth Leadership Programs

State Technical Assistance Program

State Statf Professional Development Program

Communications system with other education agencies and the siate legislature

In all. our professional staff of twenty-eight people is providing a service to more than 345
local educational agencies. An administrative service plan was developed to coordinate, combine,
and review the many different finctions to be served by the state vocational staff. After staff work-
shops, training programs, and input from local educational agencies, the baric functions, goals. ands,
objectives of the state vocational system were identified. The principle used in outlining this portion
of the svstem: a good staff management system is dependent upon having clearly defined, measurable
goals, and objectives at all levels of operation. '

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. 1t was imperative all
people involved in the system have an understanding of the system, be involved in the planning and
development of the systein, 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
trving. Asa 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 of the different program
arcas, could not be used if a unified system of service was to be implemented. After much discussion,

an administrative structure was developed. (See Figure 1.)

-
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The administrative structure called for vocational education to be part of the total educational

wstens of the state, The structure uses input trom various agencies involved in planning for voca-

tional education and stresses service versus regulatory functions of the state vocational statf, The
administrative structure ot the st 2 staft is broken into two major service arcas Program Scervicee
Unit and Administrative Service Unit. The tunctions assigned to cach unit are outlined in the organ-
izational table. The structure uses new nppmachcs to providing service in our state. A team service
approach and the use ot task torees have been inib{'utcd to accomplish the common objectives of the
Division ot Vocational Education, 0

~ As the svstem developed, centralization of statistical and financial information and other opera-
tional procedures became essential for its success. The services of computer experts were utilized-to
duta collection. retrieval, and dissemination. Titles of

develop a completely automated system of
program supervisors were changed to program consultants. It was also realized changing the names
was notnecessarily enoughs much in-service education, indoctrination, and in some cases some real

head knocking™ was rcquircd before the svstem was understood. It was important cach staft mem-

. . B . I - .
ber develop the philesophy of providing serviceas opposed to regulatory functions.

-

Another major administrative decision was staffing the system, With non-expanding resources
for the state administrative staft, the decision was reached to reduce the program arca personnel and
expand the overall or total vocational positions with people within the division. Staff members with
broader perspectives than just one program arca and who had a total vocational education philosophy
were used for the new positions. Job descriptions were developed and, again, in-service education tor
the entire staff way necessary. Of paramount importance was the principle of a balance of program
specialists and total vocational oriented personnel. Although this was not deveJoped without prob-
ferns, 1 believe the systent is stronger because we used our people, who had an interest in providing a

more total service to local educational agencies.

The total implementation stage took 4 commitment and perseverance on the part of the adniin-
istration. As Franklin D, Roosevelt said. “New ideas cannot be administered successfullv by mtn
with old ideas. for the firsg esseritial of doing a job well ts the wish to sée the job done at all.™ The
job has not been casys casy jobs never last long. the competition is too keen, The administration
made a commitment, stuck by that commitment, and the system to provide a service was imple-

I8

mented and has been successtul.

During the planning and development stage, the principle adopted was any good staff manage-
MeRt svstem contains elements of review, evaluation, and renewal. The management svsteim was
developed to allow for continuous updating and revision. Weekly staff meetings were planned tor

communication purposes and review of activitics.,

The evaluation segment included weekly, monthly, quarterly.and vearly it lividua!l and total
statt reports and reviews, allowing for input from all people involved tor succes of the system. peri-
odically, the services provided are evaluated by ud fioe committees reprosenting the local educational

agencics ot vocational education in Indiana.
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As stated carlier, the svstem is a collection of administrative practices and procedures, When
coordinated together, they have developed into a staff management system that has worked tor
three vears. At the preseat tne, there are few plans tor changing or revising the system. Two arcas
under consideration are the development of a centralized filing system tor the Program Service Unit
and a more coordinated centralization of youth activities,” ‘ '

In summary. we were faced with a given apount of resources to provide the most ctficient and
effective services to local educational agencies. We have met the challenge with a unified staft man-
. agement system that has proven not only successtul but also very rewarding tor all. Making this
g " change was not casy, but we cannot be atraid of change if we are going to pr‘(&vidc the services needed
by the various agencies. The five majér principles developed and implemented in our statt manage-
ment svatem are: . :

1. A total commitment, understanding, and involvement of the state statt :

w0

2. Centralization of data, fiscal information, and other operational processes

3. Clearky defined, measurable goals and objectives atall levels of the operation

a

1. A balance of program specialists and total vocational personnel

p—

1

5.  Contains elements of continuous review, communication, evaliation, and renewal

’
.

~ With the above outlined program. our seryices just seem to multiply.
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lowa’s Staff Organization

- . for Effective Management

2

- , ' By William O. Schuermann'*

o

One must consider the past in order to relate to the future. In vocational education, this
period of-time begins with the Smith-Hughes Act and continues to the present. In fact to relate the
legislative actions taken over this period of time indicates quite clearly the path taken by adminis-
trative actions devised to provide a manageable means of state administration of the vocational edu-
cation etfort in the state of lowa. This presentation could be expanded and developed inte a three-
hour graduate course offered by a state university. What I will present today is a brief overview.

In reviewing the state vocational admiistrative structure ten years ago, [ believe it well met
and reflected the Smith-Hughes Act. We implemented very well the intent and purpose of federal
legislation which was to supervise and monitor vocational education programs. Our division staff
was identified with the typical categorical funding pattern —agriculture, home economics, trade and
industry. office, and distributive education. During this time vocational education was aimed toward
program developméat separate and apart from the rest of education, Although necessary, I believe
that Smith-Hughes and other similar types of federal legislation greatly contributed to the chasm
that occurred between general and vocational education in our attempt to educate the whole person
in total education. )
In 1962 the Manpowcr Developmeng Training Act was passed and for the first time legislation
< became available thatdirected voc;ﬁ"ﬂcducanon training to be people-oriented rather than pro-

' gram-oriented. Some vocational educators felt that MDTA (sometimes referred to as “More Damn
Trouble Ahead") was no more than a “band-aid" vocational pragram and in two or three years would
disappear. Under MDT A training it was recognized that the trainee required more than just skxll
training in order to be acceptable at the job-entry level, e

) P
{ The Vocational Act of 1963 as passed by Congress implied that 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 occupa-
tional groups, .

In 1965 the state legislature of lowa passed legislation that created not lgss than four or more
than twenty post-secondary area schools in our state. Since lowa had no vocational post-secondary
“schools, the action within the state to create area schools moved quickly and ¢reated what we now

“William O. Schuermann is the state director of career education in lowa,
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have as fifteen post-secondary ot area schools. At this time, the state also had a number of post-
secondary juntor volleges and by law these were linked with the area vocational schools to create in
our stare the first comprehensive community colleges. ' '

All of the before-mentioned circumstances conttibuted to and influenced the restrugturing of
the Vocational Education Division of thé Department of Prolic Instruction. In lowa, the State
Board of Public Instruction acts as the State Board of Vo.ational Education and Area Schools as

well as clementary and secondary public education. .

In 1968 the state superintendent requested that-the Voeational Education Division evaluate
its operation and recommend changes that we felt would better meet the needs of the 1968 Amend-
ments and would also assist our. division staff in providing leadership and consultative services to the
public schools at the elementary-secondary and post-secondary levels. Sinee we were vocational .
educators. we set up a task foree within our division made up of the head supervisors of the occupa-
tional units and approached the effort in a problem-solving manner. ' .

1. Define the function or purpose

(£

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 that 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. At this time, the Vocational Education Divi-
sion was renamed the Career Education Division in an eftort to add thrust and also to assist the
department in the Carcer Education movement. This allowed us to implement the Amendments of
1968 in its broadest concept which we in lowa felt was the intent of Congress and HEW. The re-
naming of the division caused confusion in the ficld since our division continued to administer all
vocational education offerings as well as the proumiotion of the carcer development concept at all
educational levels. At the state level. additional services such as special needs, guidance, certification
and approval, etc. are pertormed by consul *ants attached to other branches in our department.

We feel that the present organizational structure as outlined has operated quite well over the
past four years. As we all recognize, the person performing the task indicated on the operational
chart is the kev to success of the operation. The consultants assigned to the op erational services or
units are vocational educators with specialities in various occupations. This expertise is interchanged

between services of the division and department. We also determined the need for division manage-

ment, planning, and review. This effort is accomplished by having weekly management staff meet-
ings of the chiefs of the division services and chiefs of periphery support services such as fiscal con-
trol. special needs. guidance. supplementary (adult) education, and data processing. Also, as the
problem under consideration dictates, the management staff meetings are expanded to include other
professional personnel in the department.
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Leadership Style

and Organizational Effectiveness 1
- By Terence R. Mitchell*

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, '

Most people would agree that the success or failure of a group is largely determined by the
effectiveness of its leader. When a business or a military campaign is successful, it is the top manager
or general who receives the credit. When baseball or football teams have a losing scason, the man-

" ager 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 and developing good

leaders. - . /<
The rescarch in this area has concentrated on two main questions: What kinds 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 that can be utilized to differentiate the potential leager
from the follower have typically failed (Stogdill, 1948;'GibB. 1954). All folkiore and isolated anec-

dotes to the contrary. there Seem to be no distinct leadership traits, althotigh such attributes as

higher intelligence, greater physical size, etc., are somewhat more characteristic of leaders than 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

1Research conducteq under Office of Naval Research Contractﬂ..N6-ori-O7135. and ARPA Order
454 under Office of Naval Research Contract 177-472, Nonr 1834 (36) and Contracs DA-49-193-

?

“T'erence R. Mitchell is an associate professor of psychology and of management arfd organiza-
tion at th University of Washington, Seattle. :

~
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academic background and experience that a person happens to have, and the skills a job happens to
require,
. *

A similar problem exists when we try to distinguish by means of personality tests between et-
fective and ineffective leaders, A certain trait may be useful in one situatior. bt not in another.
For example. interpersonal skills might be iniportant in organizations that emphasize tasks that
require cooperation and interpersonal contact. These same traits might not be related to performance
in organizations that emphasize individual ability or aggressiveness.

Attempts to measure leader behavior have also produced discouraging results. Leadership re-
sexreh has identified two major behavioral styles that leaders use to interact widh their group mem-
bersy Bales. 1958: Stogdill, 1948: Kahn and Katz, 1960). One of these has been identified as a human
relati \1.~.Auricntcd. considerate, permissive. or non-directive type of leadership. The other is a direc-
tive, task-oriented, and structuring type of leadership we associate more commonly with orthodox
supervisoty and military training. However, the use of these.styles to predict effectiye performance
ACTOSS sitt‘x\a\ions or to help in the prediction of a rise to leadership status has not proven to be fruit-

ful. These st\N's are helpful in some situations and not in others. 2

\
"What | am saying is not newe Different situations require different leadership. This means that
‘the same type of leddership style or the same leadership behavior will not be effective in all tituations.
The question is, What kinds of situations require what kinds of leadership? 1f we want to predict
ieadership perfurmax}(cc. we must learn how to match a person's leadership style with his leadership

situation.
@

Developnient of the Contingency Model &’

An ezxtensive research program by Fiedler since 1951 has resulted in the development of *“The
Contingency Model of Leadership Effectiveness.” This model suggests that an effective leader must
match his “style™ with the demands of the situation. To provide support for this model it was nec-
essary to define effectivenéss, leadership style, and the situational demands. The rest of this paper
will describe the model. the data o 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 performed 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 performance. An orchestra condyetor has to be
evaluated on how well his orchestra performs; a general is effective to the extent to which his trocps
perfr'm welh ' .



Leadership Styvle

N \

“

Relationship-oriented versus task oriented leadership styles are measured by*means of the Least
. Preferred Coworker Scores (LPCi. The score is obtained by asking the mdmdual to think of all the
~people with whom he has ever worked. He then describes his Least- Prctcrrcd Coworker {or LPC):
that is, the person in his life with whom he has been least able to woit well. The items follow the
form of Osgood's Semantic Differential (1957). For example:

Not o
Intelligent e - : : — : : Intelligent
8 7 6 5 4 3 2 1
Not . -
Friendly2 . : : S, : : = : Friendly )

~ A favorable description of the Least Preferred Coworker indicates a relationship-oriented style:
¢ an unfavorable description indicates a task-oriented style of leadership. Since thiis Least Preferred
Coworker does not need to be a member 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 ina wid s ariety of interacting
groups, ranging from high school basketball teams and surveying parties to military combat crews,
research and management teams, and boards of directors. The early results, however, failed toin-
- dicate that one type of leader was consistently better than another. To interpret the results it was

necessdry to have some sort ()f assessment Uf tllL‘ situation.

(-] N -

e ———t -

Factors Determining Sitiﬂational Favorableness

»

Fiedler has argued that\be basic component of leadershir is influence. That is, leadership is
defined as a refationship In which one person tries to influence others in the performance of a com- .
mon task. Therefore, his situational assessment consists of one undcrlymg dimension: the degree to

“which the leader can mﬂuence 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 relanons. thc
‘more influence the leader has.

.+ 20ther items were: confident—not confident: impatient - patient: hardworking—not hardwork-
ing: close ~distant: lazy -ambitious: warm —-cold: productive - not productive’ sociable- -not sociable;
casual - formal; considerate - not considerate; dependable - not dependablg: ag,rccablc ‘not a&rccablc.
creative -not creative: sympathetic  not sympathetic: : :

- . ' ' ’ 183




° t
The second factor is 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 unstructured. The greater the structure. the easier icis for the leader to tell his

people what to do.

g s N . . - ' . . .
'l hese are at least three of the major factors that determine leader influence. These three dimen-

sivas Jead 1o a classification of group situations shown in Figure 1. Just as there is no one stvle of
leadership that is eftective tor all groups. so there is no one type of situation that makes a group
etfective. Liked leaders do not, on the average. perform more effectively than do disliked leaders: .
“ and powertul leaders donog perform better than leaders with low position power.  °
Please note that this sayswothing about how intrinsically difficult the task itself may be. A

structured task. sav building an electronic computer, may be much more difficult than an unstruc-
tured job of preparing an entertainment program. But the leader’s problem of influencing the group
will be greater in the volunteer committee than in the task of building a computer. 1t will obviously
be caster to lead if vou are the liked and trusted sergeant of a rifle squad (Cell 1) than if you are the
informal leader of a reereational basketball team (Cell 2), and it will be very difficult indeed to be
the disliked and distrusted leader of a volunteer group that 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 fnr#thc leader. '

.

N u

The Contingency Madel .
. : ;
. ' )

° We are now able to ask what kaud.ofTeadership stvles various situations require, To apswer
this question, the Teadership stvle score has been correlated with the performance of the leader’s
group in cach of the situations on which there was data (Figure 1),

The correlation between the leadership style score and group performance is indicated by the

black ling. The difficulty of the situation is shown below. There are more than 500 difterent groups

represented on this plot®

. What docs this figure show? Positive correlations: that is. puints 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. indi-
cate that the task-oriented leaders performed better than did the relationship-oriented leaders. .

s that the gﬁsk—uricntcd leaders are more effective in situations
wence asawell as in situations in which he has relatively lide

Taken as a whole. the plot shd

- in which the leadepdeas very-mach iy
influence. The rélbtionship-oriented person is most effective in situations that are only moderately

favorable tor the leader. En effect. these di -a reconcile the two major viewpoints in leadership theory, \

=z Eiedler argues that in the very easy or very difficult situations. strong task-oriented leadershiy
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, '
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Validation Evidence |

Classification of Studies
i

A number of studies designed to test the model have been conducted by various independent

investigators as well as by Fiedler and his associates. Some of these investigators, by 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, 1967: Hill, 1969; Bates, 1969). and some used leadership style measures - %

unrelated to LPC (Shaw and Blum, 1966). These diffcrences in methodology and divergences from

the model are, of course, quite appropriate and desirable. However, studies that 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 about the methédology of the
.9 = . . ~
carlier work and asked to choose from about twenty studies those which conformed to-these pro-
cedursg, Nine studies were selected that at le_ﬁlst 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 seven octants.are in the predicted direction (Octant VI was ot predicted).
* -Of these. the joint probabilities of the correlaiions in Octants 1. I1l. and IV are significant below the
- .05 level. Alsa, thirty-four of the forty-five 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 and
Fiedler, 1972). The argument is that training and experience could also change the amount of in-
fluence attained by a leader and therefore change the favorability of the situation for him. Under
these circumstances the model would predict that training would be good for some people and not

. for others. Fo\‘{ 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 ex-
tensive 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 that is no longer an optimal match for.their
style. The low LPC task-oriented types have moved into a situation that is better fit for their lead-
ership style and cons uently they perform better. Thus, training is only helpful for some people.
Hypotheses such as ghose above have now been empirically supported in a number of settings. These
results also provide prediciive validity for the model as well as suggest some interesting questions

about traditional training practi..s. We will return to this point later in the paper.,
2 .

o
«

Brief Critique of the Model . .

Recently a number of critiques and evaluations of the model have appeared (Fiedler, 1 170:° -—
Mitchell: Biglan, Oncken, and Fiedler, 1970; Graen, Orris. and Alvares, 1970). A brief summaryaf
the major points of these reviewsis presented below. _ ' e




LPC

Attempts to relate this measure to other personaliey measures has met with repeated tailure

- (Bass. Fiedler, and Krueger, 196+4; Fishbein, Landy, and Hatch, 19691, Only recently have some
suggestions gained support. Mitchell {19703 has shown that the LPC variable is related to the lead-
er'’s ability to make numerous distinetions within his leadership role (cognitive complexity ), These
data have been reconciled with the modelin a paper by Foa. Mitchell, and Fiedler (1970) that sug-
gests that situational favorability may also be related to the complexity of the situation. This inter.
pretation suggests that cognitively simple leaders (low L.PC) perfortn better in simple situations that

. are composed of all good aspects or all bad aspects. More complex leaders (high LPC) would perform

better in situations of moderate favorability which have some gooud and some poor aspects, N

K

- Eavorability Dimension’

- ?

——

One of the major problems with the model has been ‘the incomparability of studies. Itis dif-
ficuli to cquate studics using different measures of intérpersonal relations. task structure, or position
power, A recent report by Posthuma (19705 has attempted to provide normative data for the LPC
scale and the Group Atimosphere scale that is frequently used as a measure of interpersonal relations.
Also, in a study by O'Brien, an independent index of influence was generated using other structural
measures and groups were placed in three situational categories (high, medium, and low leader in-
fluence!. The correlations for the high and low influence situations between leader LPC and perfor-
Mance were negative as was cxpcctcd.' In situations of medium influence, these correlations were

positive, These results prnvidcd some .\Llppnrt-fnr the validity of the favorability dimension,
.‘ .

)

. Mctll()dulug}'
A number of methodologival insues will be discussed. First., as can be seen in Table 10 Fiedler?
has not used the usual tests of stagistical significance to test the model, “Since the number of cases
A . . X!
per octant in any one study tends'to be very small, the more lenient eriterion of being in the hypoth-

.

esized dircetion was used. This pafactice results in an alpha level of .50 for a specific correladon.

s
\

To use this lenient eriterion as support for the model, itis necessary to generate almost the entire
. . . . - . [ . N -t . -

sampling distribution of correlations in an octant béfore the null hypothesis can be rejected. The
. . - I . . :

question of whether 500 groups are sutticient is debatable,

_ A final methodological ditficulty with the contingency model has to do with the partitioning
a of the situational favorability dimension into homogeneous subsets of groups (Graen, et al., 1970).
" Figdler states. *Fhe basic hyputhesis 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 meaningtul results

(e, supporting the model; are (1btuincd. This type of rescarch strategy has two conseguences,

First, with continued partitioning, the number of groups within anv octantis reducedito a level
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TABLE 1

i Summary of Field and Laboratory Studies

-, _ Testing the Contingency Model
Field Studies | ' Octants

l i1 I v ! \Al Vil VIll

Hunt -.64 -.80 21 .30

-51 -30

Hill : -10  -.29 -.24 .62
| Fiedler. et al. | .21 .00 67" 51
O"Brien. et al. | .46 47 .45 14

. Laboratory Experiments

Belgian Navy 72 37 .16 .08 .16 . .07 .26 -37
| .77 - .50 54 .13 .03 .14 27 .60
Shima | -.26 g1
Mitchell .24 .43
: .38
Fiedler Exec. | 34 1
Skrzypek .43 .32 .10 .35 \.‘25' 13 .08 -33
Mcdxan..all studies w69 17 -220 3822 10 26 .35
Median. Field studies .59 .21 -29 .23 21 24 .;:30 ~.733
Median, Laboratory Experiments 7? 24 16 .38 .16 .13 .08 233
Medians in original studies -52 .58 -33 47 42 05 -,4.3.

Number of correlations in the expected direction . . . . . . o« o 0o e 341
- Number of correlations oppositc to expected direction . . . . . .o oo o "9
S pbybinomialtest . ..o .o oL .0

1Exclusive of Octant VI, for which no prediction had been made.
: ‘p <€.05 -
. + +Studies not conducted by the writer or his associates.
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where meaningful statistical tests cannot be performed. 'Second. this approach will inevitably lead
to a rejection of the null hypothesis Gver a series of studies. The rejection of the null hypothesis of
no systematic relationship would, 1n 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 indepen-
dent tests of the model.

Immplications for Further Resecarch

‘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 chagacteristics may be found that are more systematically related
to performance in a given situatiyn. 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. moti-
vation is tied to need fulfillment (as 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. Factors such as stress or similarity
of group members are also important. It is necessary. therefore, to construct a different method of
measuring the favorablengss of the situation that will incorperate these factors. It is suggested here
that the use of other structural measures 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 sixteen situations: the addition of two variables gives you thirty-two, etc.
These partitions would make the model very cumbersome and certainly are not required by its under-

- lyving theoretical assumptions.

Implications for lmproving Léadership Performance

What are the major implications of the modei for understanding leadership and supervision, and
what does the model tell us about leadership sclection and training and the more general problem of
improving group performance?

Leader Selection

" Traditionally, psychologists have used a rather simple model of selection. Dunnette points out
that this model has sought to link predictors {that is, various measures of individual differences;)

1

\
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_dirétl‘v with so-called criteria (that is. various measures of organizational consequences or job
‘success’) through a simple index or relationship. the correlation coefficient. This traditional valida-
tion 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 promotion) into successes and failures and that
they be compared on test scorés, biographical information, or any other personal measuretments
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 ¢! e position of -
company policy. That is, two salesmen might have equally good sales records but one might be dili-
gent. 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, that 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 a thorough analysis of the jobs and the behaviors required to be successful on oo
that job. Various selection techniques can be used to determine what types of people are most likely
to display these behaviors. Such a model has been suggested by Dunnette and is presented in Figure
2. Some recent rescarch using this approach has been completed. Dunnette discusses rescarch with
managers at Standard Oil, with a small electrical 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 people frequently change positions.
To match people with positions when both might change has implications for training.

Predictors Consequences
(Individual (Related
Ditference Job ' Organizational
Measures) Individuals Behaviors * - Situations Goals)
//'
P - | I By SISl c .
P2 {7 <Bz ————=| S2| - C2
\\ . ’//

Pi I;

] ; Bk S} . Cin

Source: Marvin D, Dunnette, (1966: p. 105) s

A Model for Tcs-t Validation and SelectiorfResearch
Figure 2
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_personality to fit each of his successive jobs?

Leadership Training

The second method tor improving performance has been through leadership training.” In fact
when we talk about improving leadership, we immediately think of training, And yet. atter all these
years we have no convincing evidence that leadership training improves organizational performance.

Let me stress that we are not speaking here of traiaing military leaders or business executives in
administrative procedures, in personnel methods, or in the technical aspects Gf their jobs. 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 eriterion of effective:
ness is organizational pertormance,

This is clearly a crucial problem.- Yet according to Gilmer (1966, p. 245). A rigorously con-
trolled study of the value of executive training has. .. never been conducted.” More recent studies
have not settled the problem. But as we mentioned carlier, the contingency model has explained
why these results are so poor. Training is good for some managers and not for others.

If the theory is correct, training can be effective only if it teaches the individual first to diagnose
the situation correctly and then either to modity his leadershig style to fit the situation, or to modify

_the situatian to fit his leadership style.

However, 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 be switched on and off at will. Would-t mot -
be easier. therefore., to teach the executive to fit his job to his leadership style than to change his

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 heterogencity is related to group cohesiveness. We can assign troublemakers to
him, or other types of individuals.

The task structure can be modified in terms of the specificity of instructions, the latitude of
decision-making, or through other procedures that influence the amounts and kinds of information
that the leader has about the job.

These changes in supervisory jobs we are discussing are relatively small and do not require re-
organizing the entire unit. Our research does not suggest something brand-new, but, rather, it pro-
vides a rationale and a beteer basis for making these organizational enginecring decisions.
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Finally. we might suggest that a policy of job rotation be adopted. This is a fairly common
practice in many organizations both to promote an individual or to familiarize hini with other aspects
of the organization. In many cases rotation is an integral pare of a long-term management develop-
ment program. |

Historically. however, most rotational decisions have been made on an intuitive basis. The con-
tingency 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 situa-
tion may be dealt with appropriately. Since situations are constantly changing, if we cduple rotation
policics with training policies that teach an individual how to manipulate the setting in optimal ways
we are betrer able to maximize the fit between the individual 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 cat no
longer afford to discard a highly qualified specialist just because he may not perform effectively in
a particular leadership position, nor should we expect that a person will be an outstanding leader no.
matter what the situation, Rather, we need to learn how to engineer the organization to make the
leader effective. '
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>the Educational 'éuperboard?

By Wendell H. Pierce*

Time for

- \.

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 post-secondary
education. At the elementary-secondary level, Dr. Roald Campbell is in the midst of a study of edu-
cational governance in the states, focusing on state agencies. At the same time, the Education Com- .
mission of the States has a major task force studying coordination, governance, and structure of
post-secondary education. But is anyone taking an overall look at governance for all levels of edu-

: cation at the same time? Can we afford to let each level of education continue an aimost independ-
_ent 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, general and special revenue sharing before the
Congress, the **new federalism philosophy of the current fefral administration, the emphasts in
the 1972 amendments to the Higher Education Act, and, in particular, the state coordinating com-
missions in section 1202 of that legislation, we must seriously rethink state governance patrerns 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 cffective operation of state agencies. '
~

5 ———— — ’ -

In considering the diversc 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 wavs. 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 a]l education agencies, others have
separate agencics for cach 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.

—

* Wendell H. Pierce is the exeeutive director for the Education Commission of the States.
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A few states have:

12 ‘
\ One Ageney for All Levels of Edueation
\ Examples: New York, Rhode Island, Pennsylvania
i . .
. .
. -~ Several states have:
1 - . .
An Agency for Elementary and A' Legal State Coordinating
Secondary Schools Including -and- or Governing Agency for
Vocational Education ) Higher Education
Examples: Georgia, Connecticut. California’
. -
\\
Some states have:
: ° : -
An Agency for . An Agency tor A Legal State
Elementary and -and- Vocational -and- Coordinating or
Secondary Schools | Education Governing Agency
N for Higher Education -
Examples: Colorado, Oklahoma, Washington
Still others have:
- .
An Agency for Elementary and” . Governing Boards for Individual
Secondary Schools Including ¢ -and- lastitutions but No Legal Statewide
Vocational Education ‘ Agency for Higher Education
Examples: Delaware, Nebraska, Vermont
. N
\

\
1

Obviously, there are a variety of ways 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 con-
ditions to copy one state’s plan in another state. While there are problems and reegmmendations
expressed by scholars in this arca, there scems to be little hard evidence of the effectiveness and
efticiency of one approach onanother. Thaugh some states have enjoved 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 prin- |
ciples of strucrure. qm(i political considerations inhibiting change. ' '

1



State Departments of Education : .
runaﬂ}lﬁl’cmcntary-Sccondary)

Of the fifty states and ¢he territories, only Wisconsin is without a state board of education for
the state elementary-sccondary system. Fogty-six of the other fifty-five state boards of education
serve also in the capacity of the state board for vocational education. Eight states (Colorado, llinois,
Indiand, ORlahoma, Washington, Wisconsin, Puerto Rico, the Virgin Islands) and the District of .
Columbia have a separate board for vocational education. Fhe state board responsible for vocational
education is the state board of education in forty-six states, theState Board of vocational education
in nine states, and the board of regents of the state university in one 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. |

Chicf state school officers are elected bv popular vote in nineteen states. In twenty-eight states,
they are appointed by the state board of education. In nine states the chief is appointed by the 2

s

governor.

Since 1812, when NewYork 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. pleaning,
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 admin-
istration, 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 s¢hool systems,
the following became significant roles for the agencies: (1) establishing goals, (2) developing pol-
icies, (3) planning needed changes, (4) determining priorities, (5) devising specific steps, procedures
and strategies for attaining goals, and (6) developing and implementing appropriate procedures for -
continuous evaluation of programs.! "o ~

-

. tp:“

.

! Coogdinating and Governing Agencies for
Post-Secondary Education '

The last seven years have seen the rapid establishment of either coordinating or governing boards
to deal with the administration pf post-secoridary education. Currently, twenty-seven states have a
statewide coordinating agency, twenty-have governing boards and three either have nc agency or a

1Clifford L. Dochterman, and Barron B. Beshoar, Directions to Better I lucation.. Projecton  *
Improving State Leadership in Education (Deaver, Colorado, 1970), pp."13-14.
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Cvoluntary agency. Statisticas about the establishment of these agencies at the higher education level

. B : . :

fail to reflect the complexity of the governance of post-secondary education. In states where there
. e . : .

are councils fur coordimating higher education, thery are, quite frequently many-goversing boards

represgnting Cifferent institutions or classes of institutions and, in some cases, at least for the plan-

. . . . . T . . 1 ’
ning aspect, répresenting private and proprictary’as well as public institutions. Osegon and New York

are illustrations of this over-arching responsibiiity. .

It should be stressed again that state agencies operating cither as coordinating or governing
boards at the state level are of vecent origin, In most states there structure and functions are under
continual legislative scrutiny, In many states litle coordination is exercised between post-secondary
and clementary-secondary state agencics. In some states, educational functions fall between the
cracfys of the operations of these various boards: or where the functibns overlap there is little cdor-
dindvon. ) Q <y '

.

Vocational/technical education and. in its broad aspects, carcer education, have suftered from
this cenfusion. Congress attacked this problem by providing for designation gr creation of state
post-secondary education commissions in section 1202 of the Education Amendments.ot 1972,
These commissions were to be charged with responsibility tor comprehensive planning tor pust-
secondary education including some articulation in occupygional education with elementary-second
ary education. However, through withholding of guidelines, no effective leadership has come from

‘the federal government in implementing the commissions. In addition. these coordinating conymis-

sons 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 leca® state, and federal general government. Educators abhored an -
interrelationship with, or controls by, general government and they were fearful of any relationships'
with politicians. Thy said “Give us the money and we will determine how to ediicate vour children.”
But Sputnik and federal aid in the sixties changed all that. Education became one of the major do

mestic isspes. Politicians found that positions on educational issues gave them political mileage.
. v

As the cost of éducation mounted and its visibility continued to increase, the general public
became disenchanted-with the idea that more m sney meant better education. Surveys found the
public uncertain about the ability of the educational structure to offer thfe quality and diversity of
education necessary to meet future needs. ' )

Since in many &res education acgounted for 50 péreent or more of the state’s expendigures.
ZOVETNOTS cxprcsscd-tix,c desire for closer control over this activity. *With the support of legislatures,
state governments were reorganized to estabiish a secretary of education responsible for all educa-
tion or some similar titleappointed by the governor operating as a cabinet member. Massachusetes,
@ennsylvania. South Dakota, and Virginia have followed this pattfm. but it is still too new to offer”
any evaluation of its gffectiveness. ' :

)
\

' L 4 ' d
L . ° ’ . ° .
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
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eftectiveness of existing operations. Because of the-uniquenesses of state structures, criteria tor
cevaluation must be developed state-by-state to be responsive to their unique evolutionary processes.
Identifiable strengths and weaknesses in any governing structure are_interpreted variously. de-

pendent upon the position of the viewer in that structure and his concept of what it should accom-
plish. State offitials quite frequently can bepleased with a given function because of its preciseness, |
supportive data, etc.. but educators may be'disturbed because of its failure to meet the diverse edu-
cational needs of the state. In fact, I do not knows anyvone who hgs 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 identitied and
will be recorded later in this paper. . ‘ |

. z

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 educational problems. In

" fact. all made major contributions to cur thinking today. They helped sharpen our focus. identify

" our problems, and give a realism to our priorities. ‘But by the late 196Q’s and certainly into the early
1970%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 reemphasized.

»

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
+ thove toward the free marketplace for tax dollars to ssudents so they can buy the kind of education
they wish. Public education or education in general is under attack. The public has begun to ques-
~ tion the dol'ars it takes ro educate our children and youth. The notion of education for education’s
sake is gradually passit. ind preparation for a career is becoming the goal of vouth. The reordering
of students’ interests is snaking the very foundations of education. The status quo is not guod 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 tq the teacher or the professor, now is sifting
back through the structure and is being applied to superinfndents. presidents, state educational
executives, legislators, and governors. All this means thae thy states must look at their education
governance structure to find ways to'overcome each duplicftion and to promote articulation in an-
swering the question of how ef/f:cc't’ivc and efficient this structure operates.

-

e

a

.~ o These are some of the conditions and problems that educational governanee must cope with:

\ 1. Fragmengition among state agencies and the resulting competition, duplication, and
dissipation of resources
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Competing priorities within educationt and between education and other public agencies,
for state tunds ' '

Growing insistence by legislators, executives, and the general public tor education account-
ability ' ' '

Increascd congressional support for grant and program consolidation for spécial education
revenue sharing in elementary-secondary e ucation—although this is not extended by the
administration to post-secondary education '

Clearer recognition on the part of state and federal governments of the need for continuity
in caieer edycation - T

| . .
Shifting emphiasis federally (at least on the part ot the administration) to aid students
rather than institutions in post-secondgry education and to support a “free-market™
concept at a time when competition for enrollments is escalating

1 . :

! . o
Increased emphasis on the need for ef'lcompassing the range of post-secondary education -
public, private, and proprietary —in apy planning or funding effort

3 - o
Continued digsatisfaction with the e fectiveness of education at the various levels of edu-
cation, along with concern for evaluations based more on output than on input
Ferment within both elementary-secbndary and post-secondary education in relation to
innovation and change

Demographic changes, including dtopging birthrates and decreasing school populations
for the foresceable future \

Increased concern for lifelong learning a\u:l the opening of educational opportunities to

people of all ages. \ o

While some of these' changes will require precipigous action, most can be dealt with over time.
The only danger is that procrastination and unwillingn\‘ess to act will résult in a continuous stream of
precipitous actions in systems of governance and structures not geared to the needs of tomorrow,
The challenge is then to direct our complex decision-myking process of federal, state, local, and
institutional levels to mee%ing the needs of next gcnerat'\on’s youth and adults.

" \

The Future in State Governande of Education

_Most educators are inclined to think that the major pglicies affecting cducation and structures
established for the governance of education should be their\prerogative. if they don't think those
matters are their prerogative, then they are convinced that the peaple who make the decisions should
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have the result of their wisdom. In recent years it has become apparent to me that the major deci-
sions 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.

_lLt behooves us to think through the kind of structure we want, why we support it, and to accu-.
mutite the evidence necessary to interpret it. No single form of governance is best for all states.
Each state must make its adaptations based upon it's own evolution of governance. In addition, 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 realign the
functions to be performed by the governance system, to clarify functions to be pertormed at the
state level, at the state and local levels, or, in the case of elementary-secondary education, by any
intermediate governance units established. Consideration should also be given to uniquenesses that
may cxist 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 nrake 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 post-secondary edu-
cation wich the total range of education, including continuing education, meeting the test of diversity
will necessitate cither a “superboard™ or overall board, such as found in New York, Oregon, Pennsyl-
vania. and Rhode Island, nr some other mechanism such as a joint planning coordinating commission
which makes it possible to develop comprehensive educational plans throughout the range of edu-
cation. Boards such as these, which have prestige and overall responsibility, must ¢stablish mecha-
nisms so that the special service needs of vocational/technical: handicapped. and ¢arly childhood edu-

cation are met. e
' ' \_..-. -

The mantle of leadership in education has been placed on thie states. ’ As governance is restruc-
tured, functions that are to be performed must be redefined. States must be ur a position to carry
out comprehensive planning, to establish priorities, to assess results, to fix accouhtability, and to
offer the necessary technical assistance. As I look to the future, 1 see a responsive structure that
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 guide-
linés. it nust be able to: '

1. Furnish leadership for education across the beard.
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10,

13.

14,

-

15.

I();

i
Establish prioritics for the state, bur be responsive to national needs.

Be sensitive and responsive to thypolitical leadership of the state at the executive and
fegistative level.

Adjust to changing needs for leadership.
Plan, innovate, and evaluate programs.
Bring about cffective articulation between the levels of education.

Plan allocation of funds between the levels and by programs to best meet the education
needs ot the state.

Define functions to be, performed by local school districts or. in the case of post-secondary
education institutions, define functions performed by those institutions in contrast to

state functions.

Adjust the structure within the state to meet unique needs such as sparsity or urban
concentration, '

Be structured so the diverse constituency within the state will have adequate representation
and involvement. .

Effectively manage its own personnel and functions.
Offer technical assistance to local districts and institutions.
Render service to its constituency, including the political decision-makers.

Interpret the financial needs of education in competition with other human resource
needs.

Make continual adjustment of the goals of education in keeping with societal needs.

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 dominate state role. Much that 1 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 activ-
ities all point to more cffective leadership through better education for our citizens,
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A System for Upgrading
Career Guidance Programs

By Warren N. Suzuki*
Paul E. Shaltry

As technology fosters diversity, that diversity is reflected in cur labor force and complex eco-

" nomic system. Tools make jobs and jobs make touls, 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 increasingly difficult task. It is hard enough for a high school stu-

dent to know about the complex job market.structure, not to méntion 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 luck eyen the know-how
to begin 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 carecr 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

&chool 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
n .

and efficiency of career guidance programs. - '

°

-

Operation Guidance uses a systems approach to upgrade high school career guidance programs.
It does not prescribe program content for any particular high school. Rather, Operation Guidance

Warren N. Suzuki is a research and development specialist at The Center for Vocational and
Technical Education, Columbus, Ohio. Paul E. Shaltry is a program assistant at I'he Center for
Vocational and Technical Education. '

"
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enables faculty, statf, and students to assess career guidance needs of their students, identify re-

sources, and determine what methods viould work in their local situation. Thus, content is deter-

(=]

- mined locally. o .

f)pé}htion Guidance involves six major tasks: organizing the school to use Operation Guidance:
conducting a needs and resource assessment; formulating goals from needs; determining behavioral
objectives to meet those goals: selecting, implementing, and testing methods to enable the achieve-
ment of these behavioral objectives: and establishing a system to monitor the continued effective-
ness and efficiency of the renovated career gd‘«idan? program.

These tasks are accomplished by following the programmed instructional materials and supple-
mental 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 self-pacing, but a school can get through the initial cycle at a reasonable speed.
within one sct ool year, once the product is finalized:

£, high school elects to use and complete Operation. Guidance, these results should be achiqvc.'d:.

1. Student career guidance needs will be documented. | - .

-y

2. Goals will be formulated to ameliorate student needs.

.- 3. Behavioral objectives to meet the goals will be derived.

4. Carecr deveiopment units to accomplish the behavioral ubjectives will be developed.

- 5. Asystem will exist to collect, analyze, and report evaluarive 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:

1. School and community resources will have increased use, if previously underutilized. .

2. Career guidance services and counselor activities will be optimally responsive to student
needs. ~ . '

Traditionally, career guidance has been viewed as only those activities accomplished by coun-
selors. By looking toward other parts of the school and community agencies as sources for carecr
guidance services, the school should increase the resource base for its career guidance program.

- ¢

‘ Normally, the principal, with the advice of his faculty, chooses to use a progratﬁ in his school.
Before a school should use Operation Guidance, we feel that.a majority of the faculty and staff mem-
bersand s .denis of the school must he willing to participate in the developmental activities if the
178 | | ;
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use of the package is to be successful. It is important that all types of individuals be included so that
«the unique perspective of cach may be considered in the resolution of some critical carcer guidance
problems and the accomplishment of difficule tasks. Furthermore, this widespread involvement 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.

* 3

In summary. application of Operation Guidance can result in a career development prograim

that is student-centered. makes optimal use of resources, has an extendeddbase, includes innovative
carcer guidance methods. is designed for each individual high school, and encourages decisions based
on current information from graduates, parents, teachers, counselors, and students. ‘

®  Operation Guidafite 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. '
t
®  The chances of satisfying studént needs should increase if the career guidance services
offered are limited to only those that ‘can be adequately supported with available resources.”

e A school should consider career guidance as morethan an assistance provided to students
by counselors and the school. The program should inclyde teachers, admiuistrators, stu-
"dents. and public and private agencies within the community.

. ’
L]

® A broad range of career methods and techniques should be considered for inclusion in
the program. Thi? requires a purposeful search to increase the probability of identifying .
and installing the effective innovative career guidance methods.

-

-
ey

®. Because each community and the high schools within it are unique, each career guidance -

A3 . . .
program will probably be unique also. In view of this, Operation Guidance permits each
school to install its own program to meet the needs of its own students, rather than im-
posing a predetermined standardized program on a school.

" @  Operation Guidance enables each school to make decisions concerning its own career

guidance program based on reliable information that it collects itself. :
> .

This has been a brief overview of Operation Guidance. We at The Center for Vocational and
Technical Education are ctirrently developing this Operation Guidance package which will enable
individual%chools to apply the previously mentioned procedures. Six schools and five state depart- ’
ments of education are currently working with us in the development of the Operation Guidance
packagé. 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. Washing-
ton High Schools in Atlanta, Georgia; Jesse H. Jones High School in Houston, Texas; and Sunset Hig
School in Beaverton, Oregon. The dévelopment effort is now scheduled to be completed in the fall
of 1974, Then the entire product will be available = many more schools on a national basis.

hfk
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‘Operation Guidance's development into an efficient and effecrive package is made possible

only through the support and assistance of the cooperating schools, school districts, and state de-

artments of education. In every case, linkage with a school has been and will be made through the
v

P
assistance of the state director of vocational or caregr education.
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Exhibit A

SEMINAR AGENDA .
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 Lowell Burkett, AVA .
\ ' . Don K. Gentry, Indiana

Cee \ Ed Huvdgens, Tennessee

- \ . Otto Legg, USOE
\ - James L. Rei_q, Maryland .
A George L. Sandvig, NASDVE
o . Robert S. Séckendorf, New York
e - \ Byl R. Shoemaker, Ohio
Francis T. Tuttle, Oklahoma
\ :

CENTER STAFF

Darrell L. Ward, associate director
Daniel E. Koble, Jr., component director
Robert U. Coker, research associate
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IMPROVING ADMINISTRATIVE ACTIVITIES
STATE VOCATIONAL EDUCATION AGENCIES

SEMINAR PURPOSE

To provide an c;.portunity for the professional development and self-improvemént of state directors
of vocationai education and key members of their staffs in the area of administrative activities.

To provide seminar participants an opportunity to exchange ideas with each other and discuss com-
mon vocational education activities. ' ' .

SEMINAR PROBLEM .

*

!

. State directors of vocational education and their staffs are called upon and expecied to give admin-

"istrative leadership to programs, It is important that they be knowledgeable about the processes and

innovative concepts related to the maintenance and improvement of administrative activities. Itis
necessary that guidelines and information papers be developed that explain and define methods that
state vocational education personnel can utilize in discharging administrative responsibilities.

SEMINAR OBJ ECTIVES

The seminar will increase the knowledge and awarcness of part\pants in the administrative areas of: .

Management Systems

State and LocaPProgram Evaluation
Development of Performance Based Obj‘ectives
Techniques of Making Administrati.e Decisions
Management of Leadership

~ o e oo

Statys of Current Federal Legislation Affecting
* ** Vocational Education

Staff Qrganazatnon
h. Administ?a,tive Services of the USOE
i.  High School Career Guidarice-Programs

r
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- MONDAY
7:00 p.m.
8:30 p.m.

TUESDAY

8:00 a.m.
9;30 a.m.

9:30 a.m.

10:15 a.m.

s

1:00 am.

1t:30 a.m.

. ROLE OF THE USOE IN PROVIDING ADMINISTRATIVE

'PRESENTER - N L

/ . .

SEPTEMBER 17, 1973

-

L )

. ’ REGISTRATION

Lobby
SEPTEMBER 18, 1973

REGISTRATION

. Lobby
" FIRST GENERAL SESSION
g Barcelona/
. Valencia
PRESIDER

L

George Orr, state director of vocatuonal
educatlon Virginia

o . '
* (Y Che ¢ c el

OPENING REMARKS | "

WELCOME TO TENNESSEE — MUSIC CITY, USA

Honorable Winfield Dunn, governor of Tennessee

Benjamin E. Carmichael, cammissioner of education,

Tennessee ’ .
. [} 3 3 ’ 3 ol 3 N -. ’ - | '/

William Harrison, assistant ~ommissioner for vocational-:

technical education, Tennessee ~ : 3

LEADERSHIP TO STATE VOCATlONAL EDUCATIONAL - ‘ - &
AGENCIES . . )

%

~ William Smith, acting deputy commissioner for ) ‘ o
development, USOE S R ot

DISCUSSION - ' -

LUNGH (Individually arranged)

o

. . " -

. .
.
. -
S
- ) . . . -
. - * -
o ) )
! -
- 1Y " .
- . . -
- . -

"
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TUESDAY

1:00 p.m.

2:00 p.m.

SEPTEMBER 18, 1973

SECOND GENERAL SESSION

l
\ \

PRESIDER

Arthur A. Binnie, state director of vocational education,
Washington /

- STATE SHOWCASE

State Management of the Tennessee Comprehensive Voca-
tional Education Act

PRESENTER .

William Harrison, assistant commissioner for vocational-
technical education, Tennessee

SEMINAR GROUPS

A

" Report directly to your assigned study group as announced.
It should be ncticed that the room assignment will remain
constant by the resource person and participants will rotate
at each seminar session.

The purpose of these groups is to provide a time for presen-
tations and discussion concerning improving administrative
activities.

GROUP | — SESSION A
MANAGEMENT SYSTEMS

- Resource Person: Cecil H. Johnson, Jr., program director,
The Center for Vocational and Technical Education, Ohio

GHIUP 11 — SESSION B
STATE AND LOCAL PROGRAM EVALUATION
Resource Person: N. * Mac’ McCaslin, research and

‘development specialist, The Center for Vocational and
Technical Education, Ohio

/7!
7

.
o )

Barcelona/

"Valencia

N

Barcelona

Valencia



TUESDAY \ SEPTEMBER 18, 1973
SECOND GENERAL SESSION (comT't.fn \ | //
GROUP |1 — SESSION C o \ Cabinet

PERFORMANCE BASED OBJECTIVES ¢ -\
. Resource Person: Darrell Parks, administrative specialist, "-\
: curriculum & instruction, Great Oaks Joint Vocational

7 School, Ohio

H

GROUP IV —SESSIOND | "- State

TECHNIQUES FOR ADMINISTRATIVE DECISION—
“MAKING | \

Resource Person: Daniel E. Koble, Jr., research and develop-
ment specialist, The Center for Vocational and Technical
Education, Ohio ,

3:5p.m.  COFFEE BREAK' . Lobby
3:30p.m.  CONTINUE GROUP MEETINGS
5:00 p.r:.  ADJOURNMENT

6:30 p.m. HOSPITALITY HOUR , ' 'Barcelona/
' e Valencia
SPONSORED BY. BRODHEAD—-GARRETT COMPANY, '
Cleveland, Ohio

v

HOST — Tom Rogers, Educaticnal Consultant :',




WEDNESDAY

8:00 a.m.

- 9:30a.m.

-

10:30a.m.

SEPTEMBER 19,1973

SPECIAL EVENT
AVA BREAKFAST"
EYE—OPENER

. Robert H. Koon, assistant state director of vocational
education, Ohio

STATUS OF FEDERAL LEGISLATION AFFECTING VQCA.
TIONAL EDUCATION

PRESENTER
Lowell Burkgtt, executive director, AVA

‘Calvin Dellefield, executive director, National Advisory

Council for Vocational Education N
THIRD GENERAL SESSION. '

PRESIDER

Glen Strain, state director c;f vocational educ-tion, Nebraska
STATE SHOWCASE

Program Evaluation in New. York Stat.
PRESENTE R}

Robert S. Seckendorf, assistant commissioner for occupational
education, New York

SEMINAR GROUPS

GROUP |- TECHNIQUES FOR ADMINISTRATIVE
\DECISION MAKING Daniel E. Koble, Jr. .

GROUP v - MANAGEMENT SYSTEMS, Cecil H. Johnson, ur.

GROUP - STATE AND LOCAL PROGRAM EVALUATION,
N. *Mac”* McCaslin .

\

/9_5/?
a .

|

|
Barcelona/
Valencia

s

Barcelona/
Valencia

State

* Barcelona

.
-

Valencia



THIRD GENERAL SESSION (CONT'D)

L3

GROUP Il — PERFORMANCE BASED OBJE,CTIVEé.
Darrell Parks .

112:00 Noon  LUNCH (Indwidually arranged)

WEDNESDAY ' | - . SEPTEMBER 19, 1973

FOURTH GENERAL SESSION

1:30 p.m.
. PRESIDER
Clarence Burdette, assistant state superintendent and-state
director of vocational education, West Virginia
THE UTILIZATION OF STATE PLANS AND REPORTING ,
SYSTEMS IN STATE ADMINISTRATIVE ACTIVITIES
PRESENTER
%Michagl Russo, d« ector of the Division of Vocational
Technical Education, USOE
230 p.r.  DISCUSSION )

I SN

3:00 p.m. PUTTING IT ALL TOG‘E'I’HER

PRESENTER

Robe:t E. Taylor, director of The Center for Vocational
-and Technical Education, Ohio

. 330 p.m.  COFFEE BREAK

.345p.m.  ASYSTEM FOR UPGRADING CAREER GUIDANCE PROGRAMS

el

PRESENTER

Warren Suzuki, research and development spectalist, Thes
_Center for Vocationawchmcal Educatipn, Ohio

-~

. &15pm, ADJOURNMENT—~
~ 4:30p.m. MEETING OF THE NATIONAL AssqplATION OF STATE
e, DIRECTORS OF VOCATIONAL EDUCATION
OPEN EVENING - :
' S /97
/2f

Barcelona
Valencia

Lokby

Barcelona’

Valencia

v
2

~
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Ta RSDAY

8:30 a.m.

EY

9:30 3.Mmn

9:45a.m.

. .45 a.m.

SEPTEMBER 20, 1973

FIFTH GENERAL SESSION

Barcelona/

PRESIDER : o Valencia

L. L. Lewis, state director of vacational education,
South Carolina

STATE SHOWCASE _

_STAF ORGANIZAT,u:l FOR EFFECTIVE MANAGEMENT

PRESENTERS
Don K. Gentry, state director of vocational education, Indiana
Joe D. Mills, state director of vocational education, Florida -

\ - -
Wiiliam O. Schuermann, director of career education, lowa

Carl F, Limar assistant superintendent of vocational education,

77" Kentucky T~

COFFEE BRFAK " . . Lobby

SEMINAR GROUPS B ,_ -

GROUP I — PERFORMANCE BASED OBJECTIVES . Granada
Darrell Parks

GROUP Il — TECHNIQUES FOR ADMINISTRATIVE _ State

- DECISION-MAK!NG, Daniel E. Koble, Jr.

GROUP H1 — MANAGEMENT SYSTEMS, Cecil H. Johnson, Jr. * Barcelona

- GROUP IV — STATE AND LOCAL PROGRAM EVALUATION . Valencia

N. “Mac” McCaslln

LU_NCH (Individually arranged)

A

e



“ THURSDAY c | . SEPTEMBER 20, 1973
SIXTH GENERAL SESSION .

1:00 p.m. Barcelona/

PRESIDER . " Valencia

Conrad C. Shuman, state-director-of vocational education,
Delaware

LEADERSHIP STYLE AND ORGANIZATIONAL EFFECTIVENESS
PRESENTER | ¢

Terence R. Mitchell, associate professor of management and
* -organization and of psychology, University of Washington

-

2:30 p.m. , STATE OF THE ART REPORT

Developing Performance Based Objectives

-

PRESENTER
Orlando C. Behling, professor of management science, T he
Ohio State University

3:30p.m.  COFFEE BREAK * " . Lobby

-

3:45pm. . SEf\:jNAR GROUPS
| GROUP | — STATE AND LOCAL PROGRAM EVALUATION Valencia
N. “Mac’”’ McCaslin, e

———e & o ——m—ie e

[ ' _j; ) .
_- . GROUP |V — PERFORMANCE BASED OBJECTIVES . Granada
\ | Darrell Parks; o S

_GROUP 11l — TECHNIQUES FOR ADMINISTRATIVE State
DECISION-MAKING, Dae E. Koble, J. ,

.GROUP Il —- MANAGEMENT SYSTEMS, Cecil H. Johnson, Jr. | Barcelona

5:15 p.m- ADJOURNMENT

.

Rz,




- THURSDAY

7:00 p.m.

'FRIDAY

8:30 a.m.

i1:30 a.m.

e

TOASTMASTER

SEPTEMBER 20, 1973

DINNER ., . Barcelona/
T ' ' Valencia

Robert Worthingtoh, associate commissioner for adult, voca-
tional, technical ard manpower education, YSOE

CHANGES IN THE BUREAUCRATIC STRUCTURE OF STATE
EDUCATION AGENCIES OVER THE NEXT DECADE '

-

PRESENTE_R ‘ : .
Wendell Pierce, executive director, Education Commission of
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Arch B, Alexander, Deputy Director

Department ot Vocational-Technical
Education -

1515 West Sixth Avenue

Stillwater. Oklahoma 74074

Neal Baker, Coordinator
Vocational Education
Department of Education
Box 214 CHRB )
Saipan. Mariona'Islands
Trust Territory of the
Pacific Islands 96950

Samucl L. Barrett, State Director
Vaocational Education

721 Capitol M.A_” .

Sacramento, Califoraia 95814

' '\ Orlando C. Behlin g, Professor

“The Ohio State University
1775 S. College Road
Columbus, Ohio 43210 K

Paul Bennewits, Deputy Associgte
.Supcrintcnd&nt. Vocational Education
State Department of Edud {tion
1535 West Jefferson /
Phoenix, Arizona 85007
. Kent Benmons Directonr
()L'L‘upzltln'l.ll -nd Adult Education »
USOE Region [X Office
) 50 F uhu'-n Stryut
T San Fr.mcisyt'}. California 94102
P

.
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. ~ Exhibit B

PROGRAM PRESENTERS AND PARTICIPANTS

[~

. William H. Borgiman, RCU Director
University of South Dakota

—-- - Vermillion, South Dakota 57069

Garry R, Bice, Director
Rescarch Coordinating Unit
909 Mountcastle Strect
Knoxville, Tennessee 37916

Arthur A. Binnic, State Director
Coordinating Council for

. Occupational Education
216 Old Capitol Buildi-g
Olvmpia, Washington 98504

Fred P. Black, State Director
Occupational Education

stete Departmeng of Education
Capitor Building |

Chevenne, Wyoming 82001

Michael brici. Fiscal Officer
Division of Vocational Education
1012 Staie Office Building
Indianapolis, Indiana - 46204

Donald M.'Brill.__.As\i‘-tnnt State Directon
State Board of Vocational. ‘FTechnical,

and Adult Educasion
137 E. Wilson Street
Madison, Wisconsin 33703

Kathvm Bruce, Educational Inrecton
Council on Hotel, Restaman, and
Institutional Education
K87 Bush Sneet
. San Francisco, Calitornia - 94108
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‘Division of Occupation:l Education

Carrol E. Burchinal, State Director

‘Vocational Lducaton

State Uffi;c Building : o

200 East Roulevard Avenue )

Bismarck, North Dakota 58501

§
Clareace E. Burdette. Assistant '

Staie Superintendent - .
Bureau of Vocational, Technical. '

and Adult Education .

State Department ot Education .,

Charleston, West Virgmia. 25305
>
Lowell AL Burkett, Executive Director
American Vaocational Association ..
1510 H'Strect, N. WL
Washington, D. C. 20005

- ..

* Charles H. Buzzell, Associate

Commissioner ot Education

State Dapartmgnt ot Education
]

IX" Tremont Street 3 .

B\)stun. Massachusetts \bZI i1

Glen T. Byram, Assistant Director
State Department of Education
405 Centennial Building

1035 Outer Park Drive
Springficld. Hlinois . 62706

. f

Benjamin E. Carmichacl, Commissioner
of Education .

~ State Depirement of Education

Cordell Hall Building
Nashville, Tennessee 37219

‘John Carneyv. Chief Administrator

Vocational Education

Staté Department of Educauion
Cordell Hull Building
Nashville. Tennessee 37219

«

2006

X

Robert N. Claxton. Director
Professional Dcw;lopmcni
State Department ot Edycation
Cordell Hull Building

Nashv lle, Tennessee 37219

Robert U. Coker. Research Associate
The Center for Vocational and
Technical Education
The Obio State University

1960 Kenny Road

) (Lolumbus, Ohio 43210

Marguerite Crumley. Associate Director
State Department of Education
Eighth Street Office Building
Richmond, Virginia 23216
¥
William Cummens, Senior Program Ofticer
Vocational-Technical Eduvcation
USOE Region G ftice VI
1114 Cominerce Street
Dallas. Texas 75202 .~ .

Sherwead Dees, State Director

_ Vocational Education’

State Depasctment of Education
408 Centennial Building

1038 OQuter Park Drive
Springfield, Hlinois 62706

Calvin Dellefield, Executive Director

National Advisory Council on
Vocational Education

425 Thirteenth Street, N. W,

Washington, D. C. 30004

Bobby G. Der-yberry, Coordinator
Program Planning and Evaluation
State Department of Education
208 Cordell Hull Building
Nashville, Teanessee 27219

.
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Benjamin Dilworth, Assistant Director _ Luther Hardin, Associate Director
Vocational Education : Vocational Education

¢ State Department of Education . State Department ot Education
State Ottice Buildiné . State Education Building
Montgomery, Alabama 36104 " ' Litde Rock, Arkansas 72201
Winticld Dunn, Governor - william M. Harrison, Assistant
State of ‘Tennessee . ' Commissioner o
. * State Capitol Building Vocational Education
*- Nashville, Tennessee 37219 ) * State Department of Education
o ) . 205 Cordell Hull Building
Arthur W. Ericson, Assistant ’ Nashville, Tennessee 37219
v State Director . '
Vocational Education Addison S. Hobbs, State Director
State I.)cp;l;‘mwnt of Education - ) - Vocational Education, Career
State Office Building o Development Services
Montpelier. Vermont 05002 ‘ , .+ State Board of Education
) ' Box Y28
Geneva Flctch:‘r. Assistant to Lansing, Michigan 48904
the Director ) : ' '
Division of Vocational Education : Richard Hobson. Chicf
‘ Department ot Public Instruction ' National Programs and Services Branch
1012 State Office Building - - USOE
Indianapolis, Indizna 46204 Washington, D, C. 20202 7
i Don K. Gentry, Slt.itc Directoer : Charles O, Hupkins. Coordinator
State Board of Vocational and of Planning
Technical Education © State Department of Education
1012 State Office Building 1515 West Sixth Avenue
:lndiam;lp()lis Indiana 46204 - ' Stillwater, Oklahoma 74074 )
e K
Robbie R, Grogan, Deputy Director Ed. B. Hudgens, Chicf
Vocational Educar’on Program Service
. State Office Building : State Department ot Education
Plaza Tower - 200 Cordell Hull Building
" Frankfort, Kentucky 40601 Nashville, Tennessee 37219
John R. Guemple, Associate Commissioner Roy D. lrons, State Director '
of Education o Vocational Education
State Department of Education State Department of Education |
Texas Education Agency : - 506 North Fifth
Austin, Texas 78711 ' | ~ Boise, Idaho R3720
: N

o
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David Jared, Coordinator * , < ~ Charles J. Law, Jr., St;lt/[ Director

State Departiment-of Education Division of Occupational Education
Cordell Hull Building State Department of Education
Nashville, Tennesee 37219 _»_‘__'__“ R 546 Edceation Building

— T - B Raleigh, North Carolina 27602

W. M. Jackson, Jr., Zoordinator
State Department of Education
214 Cordell Hull Building -
Nashville, Tennessee 37219

Otto Legg, Deputy Director

Division ot Vocational-Technical
Educaticn

ROB 5606

_ _ _(_:“"ﬂ H. Johnson, fr. i Seventh and D Streets, S W,
. Route 1 Box 187 : ‘ Washington, D. C. 20202
“Pinewood.South Carolina 29125 , :
. . ’ . Eugcnc Lehrmann, State l)ircctor_\
Samued Kerr, Acting Dicector P .
ey ol Bd < o ‘ Vocational Education _
‘ U:::EORM , L;::;’;fm i . “State Building of Vocational,
1:‘;”1 S ‘g“(’l"A lee \ ' Technical. and Adult Education
2=l second Aventc ] © 137 East Witson Stredt y

s . S 4 O . . . C Y o
Seattle, Washington 9810 Madison, Wisconsin . 53703
Daniel E. Koble, Jr.. Resarch and

- . - t’ * - PY N [y i PR "
Development Specialist 3 2 JosLema-Moyal State Director

. The Center for Vocational and V"F“ti”"“] Education '
Technical Education * ~ State Department of Ed-ucatiun‘
The Ohio State UniverSity - Box 818 '
1960 Kenny Road ¢ Hatou Rey, Puerto Rico 00900
Columbus. Ohio 43210 ' o
} . oW Lewis, l')cﬁut},' Dircector
Robert H, Koon, Assistant Director - Vocational-Technicel Education
" ..Vocational Education Division  © : * State Departmenr of Education
Ohio Department ot Education, . Box 771 ’
65 South Front Street  Room 612 Jackson, Mississippi 39205 B
Columbus, Ohio 43215 .

_ ) L.. L. Lewis, State Director
Leonard Kunzman, State Director .

. Vocational Education
Vocational Education .

) _ :S'tutc Department of Education
State Department of. Education - ¥ 908 Rutledge Office Building

942 Lancaster Drive, N. E, o Columbia. South Carolina 29301
Saleni, Oregon 97310 _ ‘

Carl F, Lamar. Assistant Superintendent
for Vocationa. Education

< Willlam L. Lewis, Regional Director

L Adult."/uc.nti;m.ll.'I'cclmig.l] Education
USOE Regional Office V
300 Soath Wacker Drive

s

State Department of Vocational Education

Capital Plaza Tower ’ - o /
apral £omt v Chicago. Hligois 60606 /
. Franktort, Kentacky 40601 ‘ Y
. . VA :
_’.U("D . . \\,_j . 3
~ o n‘-
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’ : ' : . _ _ \l
M. G. Linson, State Directory l . Joe D, Mills, State Director i:
V. ational Education : Vocational Education ,
o —State Departient ot Education”  State Departmen, ot Education
215 State Services Building 204 Knott Building
Denver, Colorado 80203 _ Tallahassee, Florida 32304
1 david R. Lvnn, State Director Terence R Mitchell, Associate
Vocational Education - \ . Professor on Management Science
Stau Deparement ot Education . University anu.shixlxgt(m ‘
P.xi_,u Pago, Amcrmm Samoa : Seattle, Washingtmﬁ 98195 .
Robci‘t M. M;wls'nn. As:sist.mt State Director “Tom Moore. State Director
Vocational Education , Arca Vocational Technical Schools
-State 1)4.'p.1}tnwnt ot Education State Department of Education
~Capital Square Building State Office Building, .
658 Cedar Strecet 120 East Tenth
¢ 8t. Paul, Minnesota 55101 Topeka, Kansas 66612
Shirley E. Mannion, Deputy ' Geurge Mulling, Director
Associate Superintendent. ) T Dision of Pl.mmng .md‘t)‘*\“'f‘“pm“*m""
Monitoring and Evaluation Hffu.c of Adr't and Vocativanal Edug.mnn
‘State Department of Education . 2 State Office Building
1535 West Jetferson : T At]u.ltn.‘(ncorbm 30334
Phocenix, Arizona 85007 ‘
) - Joseph F. Murphv: Associate
N. L. McCaslin, Rescarch and ' Commissioner of Educaiion
Development Specialist . State l)cpurtmc“‘f of Education .
TheCenter for Vocational and Room 333 State Office Buildir :
~Technical Education “Hartford, Connceticut 06115
The Ohio State University -
1960 Kenny Road / _Dewey Oakley, Assistant Supervisor
Columbus, Ohio 43210 ) Vocarional Education
' - ‘ State Depurtment of Education
Sherrill D. McMillen, Chief - Eighth Street Office Building
State Programs Branch Richmond, Virginia 23219
USOE . —
"« Washington, D, €. 20202 . Charles O'Connor, Director
. ’ . Adult. Vocationdl, and Technical
~Joe Miller, Drectot . Education
Comnitnity Jr. Colleges . o _ .« USOE Regional 11 Oftice
State D rement of Education 26 Federal Plaza
120 Eu nth Street - New York, New York
Topcka. nagsds 00612 . ﬁ
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E. B. Oleson, State Director
Division of Vocational-Technical Education

State Department ot Education
. ° .t
222 West Pleasant Drive

Pierre, South Dakota 57501

Kenneth § S. Oleson, Director

Oceupation Programs

‘Departmens of Community Colleges

102 Education Building
Raleigh, North Carolina 27611

-George S, Orr, Dire tor

Vocational Education
Dcpartment ot Education

v b Street Oftice Building ‘

Richmond, Virginia 23219

t

t

Darrell L. Parks. Administrative Specialist

Curriculum and Instruction
Great Oaks Joint V cational School
3254 Kemper Road ,
Cincinnati, Ohio 43241 '

.

1

‘Wendell H. Pierce. Executive Ditector

Education Commission of the Stetes
[860 Lincoln Avenue
Denver, Colorado 80203 l

|
William R. Phillips. Exccutive l)‘rcctur
Teimnessee State Advxsor\ Coundil
Route h  Oakwood Drive g
Maryviﬂc. Tennessee 37801 |

Donald A. Poulin, State Consultant

Industrial Arts and Handicapped Programs

_ State Department ot Education
" Education Building
August.x Maine 04330

Assistant Commissioner
Vocatianal Education
Statc Department ot Edmatmn
25 West State Street - ,
Trcntp_tl, New Jersey 08625 - _/’

Jolm E.'Radvany, Deputy I
i
‘1

L]
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“Pauf Schalles, Assistant Staie Dircctor

lames L. Reid, Assistant Superintendyt

- Vocational Education

State Department ot Education
Box 8717 Friendship Airpurt
Baltimore, Mar_vland 21240

1)

Louis D. Ridle, State Director .

- Vocational Education

State Department of Education
Pouch F - Alaska Otfice Building
Juncau, Alaska 99301

R. Courtnev Riley, State Director
Vocational Education '
State Department of Education
State Capitol Building

Carson City, Nevada 89701

Thomas Rogers. Educational Cofisultant
Broadhead-Garrett Company
4560 East 7 Ist Street '
Clcvcl;gnd.()'hiv 44105
T *
williain N. Rowland, Senior Consultant:
Vocational-Technical Education
State Departunent of Education
05 Luudcn Road .
(‘m)cord New Hampshire 03301
Michacl Rus-%u. Director
Division of Vocational- Iuhmcal
Educatlun
USOE . |
Washington, D, C. 20202 .
\ {
Thomas H. Sandham, Executive Director
New England Resource Center for
Occupational Eduutnon NERCOE)
44 Brattle Street .
Cambridge. Massachusctts 02138

!

Vocational Education : !
State Départment of Education -~
Box 971 v

' .H.;msburg. Pcnr.svlvam.a 171”(»

&

{
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Wayvne E. Schroeder. Assistant Director

The Center tor Vocational and

Technical Educatian
The Ohio State University

.1‘)(NL1\'cnfl.\' Koad T ey

Colu abus. Ohio 43210

W. O. Schuermann, Director
Carcer Education '
l)gp.lrtm« nt of Public Instruction
(.nmu State Ofiice Building

" Ies Moines, hm a w()}]‘)

N

. Robert S. ’sulu.'xdurf Asmta 1t Commissioner

for Oc Lupatmr\,aﬂ Education

State Education l)v;?,artmcm

Afbany. New vork 2224

Samson S. Shigetomi. Srate Director
Vocational Educanon

" State Deparvment of Educetion
_ 2337 Dole Street

Honolulu, Hawait 96822

Conrad C. Shuman, State Dircctor
State Department of Public Instruction
J. G. Townsend Building

Dover, Delaware 19901

Rohert A, Smallvood. Director | :
Occupational and Adult Education 5
USOE Reygion 1 Ottice

401 West Broad Sereet ¢
Philadelphia, Pennsylvania - 19108

Warren G. Smicltzer, Assistant Director
Division of Vm.ntiun.ll Education
Maryland State l)cpartmcnt of Education
box R717 Fncndsinp/ntcrnanmml Firpoit
B;unm«;r;-. Maryv lamd‘ 21240

Russell Stith. Coordinator
State l)cpartmcnt of Education
‘Cordeli Hull Building S

Nashville. Tennessee 3729

kY - f T

Willizim L. Smith, Acting Deputy

(‘(mnni»inncr of Education 7
U\()E’ - . . ‘
400 Maryl. ind Avenue, S, \\

.lshmknn, D.C. 20202

{ ’ s

John E. Snvder. Assistant Commissioner
tur Vocational Education .

State Department of Education

120 East Teath

.Tupckal. Kansas 006612

Harriete Stgpht‘ns. Scecretary A
The Center for Vocational and.
Technical Education

The Ohio State University
1960 Kenny Road

(,olumbus. Ohio 43210 {
T, N. Stephens, Chiet Consultant
Awarcness and Exploragion o

State Department of Public Instruction

Ralcigh.Norg‘__.,(larul.in.]l 27602

Glen H. Strain, Assistant Cot emissimwr
Vocational Education

State Deparumers of Education .
233 Soutd Tenth

Linceh. Nebraska, 68308

John W, "truck‘Statcl)iré;tur o
Vocational Education

State Nepartment of Edl::‘..ntmu
Box 91

Harrisburg. Pennsylvania 17126

Warren N, SuzuKi. Rescarch and’
- Development Specialist
The C Sentgr fHr Vocational and
Technical Educasion
The Ohio State University o
;1960 Kenny Road .
Columbus. Qhio 4321 .

»
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LeRov Swenson, Iirector

Adult. Vocational. and Technical Education
“USOE Regional Oftice VI

1961 Stourt Street
Denver, Colorado 80203

Robert E, Tavlor, Director
The Center tor Vocational and
Technical Education
The Ohio State University

1960 Kenny Road
Columbus, Ohio 43210 .

Mary E. Tronsue, Director
Vocational Educati-¢

27 Chinquapin Round Road
Annapolis, Marvland 21401

Francis T. Tuttle, State Director
Vocational Education

State Department of Education
1515 West Sinth Avenue
Stillwater. Oklahoma 74074

Benjamin AL Ulmer, State Director
Vocational and Occupational Skills
State Department ot Education
State (I.npit.ll '
Helena, Montana 39601

Walter E. Ulrich, State Director
Vocational Education

State Department ot Education
1400 University Club Building
136 East South Temple

Salt Lake City, Utah 84111

v
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Darrell L. Ward, Associate Director

The Center tor Vocational and
Technical Education

The Ohio State University

1960 Kenny Road

Columbus, Ohio 43210

Kenneth Whittington, Assistant Director
Vocational Education

State Department ot Education

1900 Washington Street, East
Charleston, West Virginia 25305

John J. Wilkinson, Consultant
Vocational Education _
State Departiment of Education
Roger Williams Building

Hayes Street

Providence, Rhode tsland 02908

H. E. Wolte. Program Consultant
American Foundation for the Blind
15 West Sixteenth Strecet

New York. New York 10011

Robert M. Worthington, Adjunct Protessor

Office of Graduate School
Rutgers University
New Brunawick, New Jersev 08903

Rov J. Ziegler. Assistant State Director

Division ot Vocational-Technical
Education

State Department of Education

222 West Pleasant Drive

Pierre, South Dakota 57501
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