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The material in this publication N'as prepared pursuant to a-contract with the National Institute

of Education, U.S. Oepartment of Health. Education and Welfare. Contactors undertaking such

projects undLr government sponsorship are encouraged to-express fively their judgment in profes-

sional and technical matters. Points of view or opinions do net. therefore. necessprily represent of-

tidal Nation; 11, I nslit me of Education position or polit.,.
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V

An important function of state,yocational education agencies is the administration of federal and
state vocational education funds. Related directly to this function are tasks such as program plan.
ning and evaluation, personnel.managimenr, and decision-making, 2-he Center for Vocational and

Edu_..tion has recognized .the importance of this function by providing an opportunity
.

for state agency personnel to share problems and ideas through a continuing series Of national semi-
nars.

The 1973 seminar focused upon improving administrative activities of state vocational education
agencies. 4.he theme proved to be a timely topic for state leaders. One 'hundred and twenty two.
persons, reprise sting fifty state vocational education units, attended the seminar.

Emphasis was given to the processes and innovative concepts related to the maintenance and lin-
provetnent of administrative activities: Guidelines and inforthation papers were presenti'd to explain
and define methods that can be utilized by leadership pu- .onnel in discharging administrative fespon-..

sibilities. The seminar was designed to increase the knowledge and awareness of participants in the
following areas: managemeni systems,- program evaluation. use 9f performance-based objectiv4s.
dZcision-making, man:igement, legislation. and staff organization.

Special interest and enthusiasm were displayed by the conference participants as they explored
concepts and exchanged ideas. Contributions of notionally recognized authorities and the practical
solutions to admitl,istrative problems formulated by participants de reflected in this conference re-
port.

Recognition is due Daniel E. Koble. Jr.. research and development specialist. and Robert U. Coker.
research associate. at The Center for their efforts in directing the seminar. An expression of appre-
'dation is also in order for Center staff members Darrell Ward., Curtis Ftinch, Lorella McKinney,Jerry,
Walker. John Walton. and Harriett Stephens for their assistance in conducting the 1973 seminar. The

.

cooperation of the planning committe.: and officers of the National Association of State Directors,
of Vocational EduCation is eratefully.acknowledged.

Jaw

Robert E. Taylor
Director
The Center for Vocational

and Technical Education.
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To enhance the deliVery of educatiimal.objectives itappears 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 manneutent information that will 'assist us hi making more rational decisicIns as
tk our allocation of resources. This can b° done by the appropriatetise of data input and
proper analysis of the data for impact assessment. Management must also acquire experi-
ence and insight into the alternatives. It must have the capacity to measure and test the
alternatives fqr decisions regarding resource allocations. To assist educational planners
and pdlicy-makers is an imperative. This is p4rticularly true in occupational education
. liere people are being prepared fqr a highly cpinpetitive marketplaccoThe.investment

o in education must demonstrate a cost benefit an very clear and specific terms.

. ..

The above is a diect quotation from a letter written by Gregory R. Anzig. Commissioner of

Education for the Commonwealth of Massachusetti. Dr. Anrig*.s emphasis on the importance of

m nagement competencies for state-level vocational Fdtcation persothieJ is typical of-the 'concern

. pressed by many chief state school officers.
i

.

I

Letter dated July 20. 1973. written to Daniel E. Koble, Jr.. The Center for Vocational and
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.

r1
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Education in the State of Tenneessee

A
:The Honorable Winfield Dunn

11,
p
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. . In ?kinking about the subject of vocational edueatipn. I am reminded of a relatively utiknOwn

chapter of Tennessee hist-son.. I doubt that many of you are awake of the small cohinunity4 Rugby..

Tennessee. in thi! Cumberland Mountains some 1.25 miles east of here. ft is. however, listed on the
National Register of Historic Sites in recognition of-,its national significance.

. 1

. 40*i 88. Thomas Hughes. the Engli-sh statesman, novelist, and philanthropist. established the
Rugby colony for certain sons of the aristocracy. These lads were brought to Temesseebecause
their s6ciet*. denied them a basic right, the right to pursue the vocatiorrof their choice. These youPg
men wanted td learn manu,iltrads.s. endeavors that Were mit consideredtrespectable" at a time when
the English educational systZmn had nothing to offer but preparation for the Ht.:ailed professions"
of medicine! law. and' thecleYgy..

*Jo

Unf rtunately. some sectors of our sAciety still. regard the trades as less than respectable. No
one has more forcefully ini(icted ttlis attitude than U.S. Assistant Secretary of Education Sidney
Marland. In a recent sOeech,.he noted th :t "Education that is Rtsstconscious, separating collars-by
color. ca not be a source of equality but of divisiveness. inevitably weakening and blurring -the mutual
respect and understanding Upon which American societris,intended to stand." Secretary Marhid

asyou know, the foremost advocate of a concept called -career eduCation" as. the remedy to this_
divisive dichotomy of our educational system. For a few moments. I would like to relate our efforts
to interpret and implement this concept in ThltlessCIC.

0

Many educators and public officials have tried to define the concept of career education. I pre-

fer to think of it simply:' Career education is the common sense idea that afi.our citizens should
receive the type of education that will enable them to have satisfying and productive lives.

Career education, itself, is not a program. In fact, one aspect of this concept is the realization
that all educdtion,isareer education. but not all our education is goad caber education. The em-
phasis on-this concept i ran attempt to increase the value of our instructional efforts to our citizens
and heir lifework.

The essenye of career education is that all ediicational activities should be aimed at assistifirt9.
individual, to analyze his abilities and interests and provide him the necessary information, guidance,

'The Honorable Winfield AIM? is governor of the state of Tennessee.

3
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and skill development to help Alin a !neve self,determined career Objk....tiVe. In addition. edll lull

mast give the'stueivnt the OpporYtU itV and the knowledge to take advantage of it to leave the sys
tem.at any of several appropNr ite:i.i ints. fully prparetfor the occupation he or site has cbosen.
The alternatives. either dropping Out witlu.ut stalk.' lent skills or becoming overqualified for the
'amen career. are preiven plagues to .our economy and society.

.

t

()M. exam ple 'tr title efforts of this administration is the million-dollar. special industry training
program begun last tk'ar to provide workers trained to meet specific needs of Tennessee industries'.
413-at mosioiMportant hs rhe ctirreat planning of the Department of Edu,cation designed to provide
vocational education'opportunities for .l) high school students In 1977. serving at least per.

Cent in earn county'. as well as provide prevocational instruction in junitir
IA

;ile l )epartment of Education will rest nt a comprehensive vo itional education plan to the,
next session of the General Assembly. The fut cis available for this purpose will then be applied to
this plan in order ti).F4ress toward the 1977 )f course. a prill1ary emphasis Will be placed
the best utilization of the existing comprehensive high schools and area vocational - technical schools
in de'velopint coordinated system of comprehensive vcicational education.

We lose sight of the reason for this prog,rain unless we we.igh..its impact in human terms. For
ileXaMpie. we know that more than a quarter u.f Tennessee's ninth grade students never reach high

school graduation. This dropout rate is tragic in a society y I increasing specialization and 'reliant e
on formal training...

What clues a high school dropout have to look forward to)? Fifty ars ago. his pi-ospects were

not had because he wasten competing with individuals with a similar lack of ft mual education.

But in 197.3. a,nigh school dropout is ofte
wage job to Amalie ..with:periods of ui)emptoy
disadvantage of no possessing a diploma.

n doomed to a life of drifting from one minimum
ment in between. All because of the competitive

In comparison. what can students in one of the new comprehensive vocational education pro-
grains expect when they leave school'? They can expect to enter a labor market,where their skills

will be rewarded by a meaningful wage. Perhaps even more important. they wilrpossess skills titat
industry wants-andne4..ds and that give them the flexibility to find self-suppoikting and sell-fulfillifig

jobs. They will be. in %Vp t. productive members of society.

It is with this prospect of investing in persons who will ble a better Tennessee and a better
nation that I look upon (air planning efforts for comprehensive vocational education. Even more
satisfying is the knowledge that we as Tennesseans arc giving otiier Tennesseans the opportunity to
develop their potentials and their self-esteem..

.
1

Each state represented here is engaged in yorying degrees and in various ways in the effort to
make...our educational system better serve the needs of students and society. .1n my opinion..there

is iwpinore important endeavor. I applaud each of vou for taking the time to multiply our progress

4
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through sharing and cooperation. There are more than fifty million good reasons the school age

children of this nation -why your time will be well-spent.
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The -Greening of Career Education
B% Wril iam L''. Smith

Jonathan Swift. the satirist. wrote some time ago about imaginary people wh' fought bloody

wars among themselves over such e:.oteric considerations as whether an egg should be opened from

the big end or the little end. Own- the Years, the education world has 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 schism between the vocai.ional education camp aim the so-called academic camp

is a case in point. The labels, the snobbery. the reverse snobbery, and the -We-They" syndrome that
marked the continuing conflict played havoc with human relationships among educational personnel-

and more importantly. with the learning opportunities and developing life styles of young people in

the classroom.

Though the educational battleground may never be overgrown with roses. I think we have

reached a kind of maturity in the education community level of sophitication that permits us to
view education not as a series of separate enterprises but as a collaborative independent venture made

up of the sum of all of its parts. With this maturity has also come the ability --and the desire to sort

out the big issues from the paltry ones. In short, we are no longer willing to dissipate our energies
and resources iirdetertnining from which end the egg should be opened.

Let me cite just two examples of this collaborative movement which. I might add, the federal

government has hd 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 collaborative training. programstoward a sharing of responsibility and resources. El
forts such as the reacher Corps. the Career Opportunities Program. training in special education for
the regular classroom teacher. and others have helped move teacher training out of the make-believe

into the real world. Not too long ago that was considered a task as impos-sible as moving Lake Michi-

gan to Arizona.

NA-

William I.. Smith is deputy commissioner for derehTment. 'idled StateS()Ifife of FlitteatiOn.
O
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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 ESE/N. a variety of formula
grants under other legislation, alid efforts to make effective use of diScretionary funds. I can remem-

ber the time when expecting state and federal agencies to sit together in any meaningful joineventure

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

The collaborative efforts, the pooling of talent in these areas, predictably led to a cooling of
animosities. I would venture a guess that much the same thing is destined to occur among the dis-

ciplines that make up the components 2f 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 a healthy back and forth,. but developing the
i:areer education concept with any integrity means that all concerned must worside.-by-sidciin
mutual respect, not only for one another but for a moiement that implies a whole new concept of
what edu'cation 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 systemone eared to producing
"winners" and the. other adjusted to turning out "losers."

Unfortunately, career echication 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-servingnotions of what it meant. Here was a perfect breeding groUnd for perpetuating
the "We-They" struggle- -for taking myths and hardening them into dOgina. If we in OE do have a

mission, it is to see that this does not continue tothappen. .

The one thing most current definitions have in common is that the purpose of career education
is to establish a relationship between education and work. 'Beyond that, the goal is to make work,
whether it is for the purpose of earning a living, whether it is in service to one's home, one's family,

one's community, or one's selfbeceme 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 (if work, decision-making
relative.to educational needs, and, finally, preparation for career proficiency. It allows for decisions

at various stages, including new decisions in early or mid-career. It also provides for an understand-
ing of the relationship between a career and one's life style.

Yet, it seems to me that the consensus toward which we are moving in definitions and in rhet-
oric is sometime c 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. I have talked with numbers of people concerned with career educationchief
state school officers, some state and local vocational education directors, researchers, a host of

8
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concerned individuals in academic quarters, and people influential in vocational education organiza-

tions.

. WILat I have learned is that there is great concern that caree1 education is being viewed by man

in the education community as simply a 1-elnish of vocational education- an effort to enhance it and

legitimize it. Well, implicit in career education is an effort to enhance vocational education, but as

a discipline in its own right that has a. sizable contribution to make to the larger concept of career

education. The advice I have received is to make sure that career ed is not vocational education by
another name that vocational edit ation is recognizqd as : discipline within career education. just

as are math, science. English, and the social sciences. Frankly. it is aft important part (.?,f my mission

to see that vocational education does not dotn;nate, control, or unduly influence the careeryduca-

tion concept.
o

There are other things i have learned., One is that some folk in the academic world look askance

.it the whoI4 movement. They see it as a rejection of the liberal. humanistic tradition of education

in favor of astrictIC pragMatie approach focusing on employment and income and meeting manpower

needs. This attitude, I think, indicates either; failure to do one's homework or that some highly.
credentialed practitioners are educated beyond their capacity to learn.

As I see it, if career education is to serve its purpose, it must be recognized that many com-

ponents contribute to a meaningful career and all of the rewards 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 satisfying work at any level requires a familiarity

with science and technology, the abnity and knowledge necessary to function as a citizen, exposure

to art forms and an appreciation of beauty. and an element of self-awareness. This is far from re-

jection of the human tradition. On the contrary. it supports it and carries it further by saying that
intelligent career choices enhance an individual's opportunities to pursue a meaningful life.

.

There is nothing to rule out the study of history or English or biology or phifosophy for their

o.vn sake--for the simple reason that one is desirous of learning them. And the student with a deep

and abiding interest in any subject area has.a disservice perpetrated upon -him if hr does not have-

the added advantage of exploring related career opportunities.

No, career education, when properly articulated, understood, and implemented, does not stifle

academic or intellectual achievement. A significant part of my mission has to do with reeducating

those aiademicians who have been reluctant to take a hard look at the world around them so that
they can relate their work to it.

I have also learned and this, as you might expect. I learned early in the game- -that most minor-
.

ity groups; especially, the poor. are suspicious of career education. They fear it is a design to feed

them into service occupations while middle- and upper-class majority groups are directed into colleges

where they can prepare fir 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 intellectufilly demanding careers brings a new dimension to the minority experience.

I 9
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Properly applied. career.education will become a vehicle for directing more young people from
minority grOups into..the work world or into our colleges. it will do this by preparing them at au
early age.--by introducing them to,-the opportunities open to them. Many of the young people for
whom career education can open new worlds are chic very same youth who are presently dropping
out of high school or graduating_ without a marketable skill, or a career goal.

If the purpose and function olcareer education is not understood or is-deliLerately 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 fears are not realized.

I have also learned that some people see career education'as a scheme to force early career
decisions. On the contrary, it is an effort to expose people at a very early age to the vast variety
of opportunities open to them. As someone recently said, failure to teach decision-making in rela-
tion to work situations is like forbidding a youth to date until he is twenty-one.' The intention is
to keep options open, but the result is often the opposite,--a liaison with the first person available
after the bars are let down.

re'

These are some of the doubts I have encountered. And they are not ill-founded or foolish as
long as misinformed'or ill-informed school and non-school people continue to flounder with an ill-
definedconcept. Thesfloundering is, in a way, understandable because during the early growth of
the career education movement the Office of Education sought to avoid a prescriptive and premature
definition that might stifle creativity and diversity.

But the time has come for us to assume a national leadership role and to set down some ground
rules. for we have found that- in some cases creativity often meant doing a cosmetic job on old exist-
ing programs and masquerading them as career education.

An'd diversity sometimes became debaucheiywith a few people rushing into something that
exhibited little commitment to anything beyond the acquisition of federal or state dollars..

r

Of course, it is not my intent to imply that deception was the-name of the game. Far from it.
Most people who either developed new programs or revamped old ones made an honest effort to fit
into a range 'of activities aimed at giving young people the tools to.make better choices about their
career. As you know. some of the states and some local school systems developed highly sophisti-
cated programs. And many of these we think will hold up under criteria currently being developed. '

encouragingIn spite of these and other encouraging events, we are still handicapped by a fact I mentioned
earlierthat,ovcr-the past few years career education has come to mean different things to different
people. Everyone seems to be doing hisp.wn thing.

- t

From the federal perspeCtive, the newtenter for Career Education (CCE) is faced with the
problem of supporting activities designed to'kring a greater measure of order to the career education
movement. This is primarily because career ed&ation is receiving wide attention, and a wide variety
of programmatic efforts to incorporate career education in the schools and colleges is being made.

10
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ticti ,it:i1t . the 1c' k)puuleult t uietwt)rks tit rtc-e.Ir .uiid tUL1F-iJi 1 .t-sciuid.ir- luistitutluuls Ill

career t:clUt.itltli, tile llllt!,ItltUl (It tt.'.Lchler trIiuliIlL .II1I1 st,ttt deveiopuie.iit .ictIities iii IHE and LEA
uuls')rti.i. and tile 1le)'Iifleiit t .111 ilitruii.ItItUi system that will t:iiabk the ( )IILe ut Educ.itiuii tO

pr ide alst.Illte to ',ites. sihlools. and cuhle:es iui:ercsted in hegiuiuuiuig or eiihiaiiciiig career edtica-

tioll iilltlaties.

hit.' pu rp 1st: cd t Ii ese .i.. t ivit les is to bei ii lie devt:h puneult cf .i su pp 'it S\ svcki

for ilistahljtjccn ict t.ululpueheulslve t.auCr educ,ititcn efforts on a iiitiuial scale based upouu tile data
develt ped I r 'iii t lii diatu stit: a uial csis. t.i tes v.i II be able ti tkterni I lie thu eir needs and assess their

limit .m;ih liii p.ilticip.ltioul in tile ii,itltcii,.l uuist.tll.Iticm rozlauul hut ahsc to increase or begin
iuii i.c t ivt: of their c wii. P kt st:t olltlar i list I tilt It ii are iii .t ide r.i uige ct post ures a- ri. career
tth .ttt cli .uid !li:st etic' nhi.Ittl to hegiui .tn t:\c ic.iiie ''t ih it ulI.ttIc cii cmii .111 cirZ,llil/ecl si'. .111th

tc ) sc.'t:k ettec t l' t.' v .i t ' t.t n rdiui.ite their eth rts wit it si Ii ooi s' stems. Situ e stalt i', the ke t t, tui

pit gr.iuul iuittl,ItiVe ill e.ireei education. elf rts iiflist be eiiiour.igçtl t. deise stall tiaiiuilig programs
.111th tIlt: uii.teri.Il uieeictI t.r tr.iIuilIi. ,liiIi tm dcc sic 1' siIpertuligUstIrti.I arr.Iuiueul1euits aili(cuiz
SCitIl svsteii. iid Utlivetsitles .ii1 ci)lht:t's. \iih ii t(-crniatior) c. uilt.uuuuiiuiZ coinprehuetusirt' illustrations

cit -iit e'.st iii c',irt'el eJucat Ii iii ra t it t'S .iiid' rc ) '.s('s lii list bU IIl.Ide .iv.i ihable to t hui. tie! ii as ,t 111,1 j

foiui oft E tk.veioptieiital assistIl1ce, ' e firnulv buh;cve n thi.t' julirn.Il of iiegative t'iuudiiig kiiuvini

.lt ut if ti tIc .1! It ,i. he1 pti ii as kui .ci tii. vli,it tt Ic

t'Iease reiieniber that particular atteuition to i uurdiiiated. caref'ullv dcfined and focused eflort
iii career ctIjt ,itIoil ,is first iid with thlt c. rt .liOT1 of' tlit.; Rureau ot( )ectipiltic )lill .111(1

Adu} Educ,iti cii iii thi ( )ffiie of Education.' hit: bureati was estib1shied under authuorit v of' tile ELIU
t,itiuil A,ieiidiiieiits of I cl;'2. It ciu;ii,tlh- caine jiutobeitig oil Ma 17. P173.

\t tile saint: time, tile Ciii ter ft .r C,iretr Lduit Ic iii as 5t.bl ishi ed within the l't huresu
e ( hi, beeji iveii resp n5ihl itv t act: rdiiu t the Feder;il Register "plan. de el op. a ut!

t.''rdiiiate ,l1 tareer edu .iti0n prc.r.iliis withiiii tile ( )lfjt. of' Edii. ,tioIi." 'flit: present l.uruiiiili

.ictivitksr'quire the center st,it't to develop .i set (It t.ritt'riI to by.jised iii udeuututviiig cart er edti .i-

don .ictl". itits fir't iT IE thien iii ht. fiJd.

'6.'
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W . e are doing this 111 concert-with .ill of the dcput% ships that have an inteiest .0- In% estInent in

career education, tt1111 the staff et the Assistant Secret.ir fur Educatiii4i, Skint.% I'. kin-land. and

%%ith the 11,111*ot..ion Ledh I t 1t e of the .Nati-tial,,liistittite

:t is safe t') say.that 11t> eft., >rt i1F t it, i.e er the last tw..Li %ears has had No man%. quits within the

oft), e feeling a of ownership h.is the career education notion. Nam sure that much the sank'
thina is happening in the field evervbod% seems to own or want .1 piete of the action. This sitlption
has itN good points and'its bad pima,, but from an administrative %iew. Lienvinds rig( irous coordi-

!rating efforts. the criteria to which I referred represent a first hilt important step 111 "2',etting it all
to,ether the ( Mice of Education.-

bile the L riteria are not finali/ed. I think they can o a clear notion of the direction in
which we arc ino% Mg. Let me pa'raphrase rtnn the official document setting forth the criteria:

In at L. ordain: e with the agreement real lied among 0 E. NI E. and the Office t>t the Assistant
Secretary :'or Educati career education is a major Education Division theme for making education
consistent Lvith the needs of societ% and its members. .The EducatiOn Division includes OE. NI E

the Fund for the Impro%'ement of Post-secondary Education. These majin objectives of career
, , , °

ouucation have been agreed upon:

1. To improve the quality of career choice

improve individua-1 opportunities tor career entry

3. lo unp. ove mdividuhl opportUllities for career progres.snin

All of these gi)als. especially the third, require the itwoke.ment of other segments of society
in .iddit ion to the education set tor. Net etheless, the education set tor has specific.responsibilities
in in:tiring attention to the qualitative aspects of career choices.

"
It is also responsible fur preparing

students for career entry and enaloling them to make and prepare fur subsequent choices and progress
in careers. Accordingly, the fidlowing criteria are considered instrumental to the fulfillment of ()E's
contribution to the 4u,ds of eari%er education. 'They will be used to identif% OE career education
initiatives.

There are three types of projects. The first will be designated a -Comprehensive Career Educa-
tion Projec't. It must contain all of the following objectives:

1. Fo develop and expaitd the career awareness of all students in the educational levels served.

- To provide all students in the educational levels served with opportunities for detailed e\-
phiration anti: or specific and general kno4wledge and skill attainment in a tareer o6 their,
!mice through 111 school and outolschool activities

O



Ow

o.

fr

.3. pri ide Areer or!ented guidance and ttoinsling ,d1 studodt's in th'e eduemiLm;,11

le\ ek set

1..) pro\ career hl,t. einem sell it es studeirt- leaving eduL ational programs at an \ level
t.t insure that L'a1/4.11 such satittent enters pr returns to either .1 job. further formal cdue.it
) a specilk alterliatik e lit.' L.\ perien, e designed in terms tit the individual's career de chip
nicht

"It) Illiproke the k nollitRe and atiCt Ilk c pertor111.111t. C t)1 .111 student, iii t he cdtiL at Iona!

',AL.!, sem L.:trut. -coring di,' trtriculum tt> lo,-us all subjects around tittlCr liC \

)ril e lit t II C111 e

rr,,\ Lie traddlie, fur cdti, animal !Ivry oinel to imp! L. their LarabilitA, it) ds10,11. ()pr
ate, and or evaluate those .ispeL-t t it Clith t Mal programs that meet the }wet. citing ob
let t 111'1

A t t pc of proJeL.t \ \ill he Lis1:411.itCd *( 'arccr ation SuiTort S\ stein Projet t It It

colit,olis .01e I It. more ..1 the folltAvin4 as it, o(liv ..1)1ective or objectives:

1. 'I') provide training, tr. educattonfil per.sonnel to improve their L...ipabilitv to design. oper.
ate, And to- evaluate th..se aspects of eLith ational prograniseind e periences that meet otte
to- lilt ot the Lbjecti\ es enumerated 111 the I:ompreliensive (.:arecr Education Project-
tis1411

1.) (lc\ clop. test. demonstrate. or disseminate t. tit rii ulum materials the 'pt itlt
1)111111)NC t it \\111C11 to ellll,tllte I 1St: &Tel" tst;( )1 educational prt.gra.ins and cxporionkcs
that Meet ()lie ()r int In' of the objectives in the C.oinpreliensive design

3, to design. devel..p. test. denionstratc. t tr Ltisseininate management materials the spei ltit
purpose (it \vhicii is to enhance thost.- aspcts ut cducatiollat programs and c.pericticcs
that meet one or inure tit t1.0. objeeti1"t'S in the (:onipreliensive design

:" .
,

A third t pe tit. )1eCt \\ill he "Career [dui. adult Related and will ha\ e inure limited
it II I he -a) Lit'sigliateti if:

1

1. It c:( )11(.1111%1)M' ur 111t ire. btlt not .111. (if thc uhiecti%"cs ill the "CuiliptihciisiNc...ticsigli or

L',( ).11s.

It .(Ititailis (oh: ()T til()ri tit the -Corliprehensive- ol-)jectives but attempts to serve only
Lout- student, in the educational le\ els ser% c.g., a school English department attempt:,
to make its curriitiluin t'arL et' taiented although the other academic departments 111 the

r.

sL.11...,1 tits titit: t ir Li ',pet 'tit ot.:Itional pi osy.iiti adds L areer development dimension to
its k ourses hile the remainder of the school maintains the traditional at Acquit %lit at it Itial



3. It coiltairlS, as only vkl portion of its objectives. one or more of tile obje,ctives in the second

design th,r -tinppo irtSYsto.sniss group of. projectss

Running through the criteria) hive lust react recurrent phrase -students.at .111 educational
levels,- That ..dniuld tell you that we are not. restricting, our concerns to-elonentary ..-tiihsecondar
schoods. A great 4.1.42.11 nerd, to be dun at tile .-ollege and university level and certai-lv.vithin the
two ear colleges. Pressure for career oriented itql1111V, sq iiiuc l from students ill post-

secondary institutions as fi"(1111 anVoile else. IlleV 11,1%e a heavy illVestIlleil.t in their college educations
and the% want them releant, the %Yalu them to pat off in terms of .1 worthwhile career and ....ION

fYint.; life style. Institutions of higher education also will certainly be involved in the,training and
retraining of educational personnel.

tusk , I am attempting to cover a lot of ,round here, and I think I 11.:y
' Office it.: Education's stance to date on career e(1.1Catiull as best I I have shared with vi)1.1 cer

tain de, isions though the have not been completely finalized. .\,,w I would like to touch upon the
role of vocational educators.

Oyer a perionhd time. I have worked with`it man\ vut'ational vdt1c.ita chpccially those involved
in personnel de\ elopment ao:tivities under Part F of the E.ducation Professions 1)eveloopment Act.
)ne of the illu>t 111111011.)M things i ftallid (nii is that the concerned vocational educator is perpetualk

Involed 111 coot ts to impro.ye his discipline. And that, it seeltiti to illy. 1s one of the Most significant
eontributio:.s the 1,ocational educator can make to) de%eloping the career o7ducat ion concept. At the
state. level. I would say that you must-assume leadership in problem areas where von have both au
thorn% and es.pertise. . A

For instance: ,flow do ou provide for effective linkages and articulation with trade schools.
arrangenicnts.manpower development anti training etiorts, adult and continuing

education pro )granis, especially for minority groups and the poor? Iii view of oversized classes in
most voced facilities. how do) you pro)yide for tptinium utillzatitm of equipment and space? What .

progress are \ ou tilakipg with couiieratie education? ktiat are tiu doing to reach out into business
-.and industry to ascertain that training. is appropriate? Are advist,ry tommittees being used-effectively?

Elt.iw are oaluating placement efforts? What kind of ail acti-ities arc you conducting.
lilt ludiug tallow up on upward mobility? M, hat influence do t oti use to determine the location of
OCCd sells ()1st I know U1.1 number of schools that have been constructed at the cit -suburban

border. makii it difficult for the inner-city poor to get there. How many stuilents are still being
trained for a sing career alitetime occupational role. in spite of evidence that increasing numbers
of worker., feel -lock, I in- allot desire earl and mid-cart:ex ibang,eS? WOIllens minorit% people,

of the puor, led into
\

.sttssl'K ,.0.peti roles and prepared for stereot%pedj(ibs?

% s:s. ,Ihese are some (it the questnins la( ing , areer etint ation. and t. ertainly you know piled) %yell.
Yet these are esamples of -a,pms in Min. Your discipline and in some cast's related disciplines have

,
... serious obligati(ins. These are ova, that hake mut. h to do with the .uccess of all if career education.

...,

-
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While %till e\alnine yolir discipline, let ille assure Volt, at the Office of Edneation Vve also arc
eatnining ours. A e call-ours "bureaucraeA." and it. as you well know. is closek related to another
discipline e,onoinks. t )r. to be in,,reti eci.e. finances. I et Inc tell oil where we stand,

As vot, know, most of what is called career education now is funded in either NIL and ()E. In
OE the mai,,,r mphasis has-been through Parts (' and I) aiFiel I of the vocational Education Amend-
ments of 198. These are administerozi through the Division of Voci.7iollal Reseal°Cfin ti Bureau

tek )t OLcupational and Adult Education. And this has been a thorn in the side of mnne vticational
educators. iniscal ear 197-4. anti thereafter. the %()Catiolial education will be used `..or
strictl% vocationaleduLation projects, though these-projects, it they meet certain criteria, could be-

,.

Collie all iillportant component of the career education de.ign either in support systems sir CE re
.kited Lategories.

should hasten to add that career education currently under Part 1) will con
be supported under dn....same authority for the agreed upon term. And the commissioner s

share of Part the ( )E disiactionarY part will he used for applied studies iirvOcaRilnal

Federal ,,ptions for career education e\penditures foi fiscal year 1974 and after are affeLled by
a Iltlillber of constraints be% unit the control of the Center for Career Education and the ()ffice of
Education. The most salient of these is appropriations. The FY 74 .estimates included a career edu-
cation line.tertn of S 4 million under authprit% of the Cooperative Research Act. The House appro.
priation bill did not include this item. Although there is reason to hope that the Senate may act to
restore at least part of this appropriation, the finar figure coming out of a HouseSenate conference
Onninittee.h like!'. cp be Cl ,n.ider.1141% less than )110,1;1.111 \ pct. tcd. V hate nimh,, is appropriated

r
probably will not be available to us before November or I keember.

in we arc going ahead with our planning, and I would like to share with you some of
our !dean as to the general direction in which we hope to. move.

As I eviamed earlier, we are setting up certain criteria for determining what legitinlatek can
be supported ,is L;areer educatihn.. In conjunction with the National institute of Education, the .

Center for Career E, meation initially will use its limited resources toAprovide the developmental
impetu, and cross-bounda perspet iteeessar..y to advance the iMplementat ion of the career edll
cation effort.

()bviouslY. funds available in re 74 did 75 will allow direct funding of a very small number of
state, regional. and local programs. liat support will be limited to preinstallation activities. And,
.as I have already indicated, mtieh of otir energy will be devoted to surve%ing,.and evaluating what has
already been developed over the past two years. To put it another way, the bulk of FY 74 funds .

earmarked specificalIV for career education will be spent on trying to identify various approaches
that have been developed. on getting people together to examine these approaches, and on deter
Mining what facilities should be funded in FY 75. During this entire period, we will be working

**-(Jowl% with praLtitioners the field, seeking their ( mments, th.eir advice. and their evertise.



?iie thing of which I am certain is that career education, by its very. nature. is one of the most

difficult challenges 0E has haa-_,_to face. Yet. it dearly addresses itself to a pressing need one that
more. and more Younz, people are laelltliVille; as a need.

e

The invitation to speak here specifically asked that suggest sonic administrative and organua-

tional strategies Which state etilliation could adopt in order to implement career education
programs.

think I have implied one straw* when I.said that career eda'ation is of an -interdisciplinary
natureoand vocational education is a contributing discipline, At the risk of putting sonic noses out
of joint. I %%:01.1 d ectAnnmid that the person coordinating career education efforts be an in.
dividualxis144 multidisciplinary background and approach. !deafly, he or she should be a person
dt..signateUo work out of the office of the ,uperintendent or be his assistant for curriculum, in-
struction. or elementary: secondary, or postsecondary education, Inv 411111 conviction that

Ca.ceer education ,annot and will not beconie the private domain of vocational education or any
other .single discipline if we expect it to succeed.

4 Certainly, lie experience and knowledge of vocational educator~ will contribute-greatly ti) the
'development and operation of the concept. but the very essence of career education is that it touches

and reaches into all areas of learning.
.

C

Now... you must decide in your own mind whether this ilirea ens or einnances vocational educa-

tion Or vocational educators. I We opportunitie.,s for enhauceme opportunities for contributing
to the mainstream o.f every state department on a parity basis with every other segment of the de-

partkisiii t.

Other administrative and organizational strategies?

. "fiis.: that are necessary to move us into an open elltranCe;eXit system permitting an.
in and-out movement for students starting; perhaps, in junior high school and'extending
through adult education

, ,

_. 2. Those changes necessary. to permit stuuents to combineschoth with work

,,- 3. 'I hose that introduce performance-based criteria for evaluating students, teachers, eoun7
N -

~clot~: supervisor,~, administrators and, Yes. superintendents
.

..., .

4. Strategies necessary to include students, teaclwrs, parents. and the community in educa-
tional planning.and decision-making whether it is aethe elementary level or at the adult
education level

.
I cow(' go further. State departminits and local eillication agencies need to work out additional

cooperative arratIgehlentS with institutions that train educational pirsonnel. The goal is to-be,the

master of your own fate and that can't happen unless all have a Nily in how all personnel are either
.

trained or retrained in hi service prOgrams.

tr
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Lastly. there is a need for strategies that will guarantee a commitment to the .career education,
colicept..1.N.V111111gIless to COIltrtblite to its furiher development, While the Office of Education can
prk.wiLle a 1/4. crt.iitti impetus we know iottt the real develppme,nt Lvill be at the state and local levels.
That's where the decisions that at fetwolie ever\ d.% life of teaLlers and students are really made.,

It is relativek ea for me to t.4 abf4ut necessary power rearrangement and changes. Sonic of
theta dle difficult to ma :crtainiv changes do not Lome more easily t the federal level than they
1/4lo at the state level. yet we have been able to do some of the things that I am suggesting you under
.take. For one thing. those of us specifically involved with education have estabhs
cellent relationship with other within Lhe Bureau.of Occupational and Adult Edu
we have had immeasurable assistance froin the people who adminhiter Parts C, Wand r of the Voca-
tional Education Amendments. Yet it is clearly understood in OE that vocational education is but
one onnponent t.leareer education. I di ink 'iliat.each unit has a respect for its own discipline and
for the other fellow's discipline. This kind of understanding and respect enables us to work together
on a rarity 'basis and move ,ihead in harmony. -

ed an ex-
ion. And

I am certain that the same kind of harmony can extend to our relationships With 'the state. edn-
.

cation agencies. and espciall% the vocational education family,for SEAs must be- dirANtlY involved.
particularly in determining their own needs and in building their own capacity for exerting leader.
ship in the career education movement.

a
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Decision-Making

for Vocational.Education.
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Techniques for
Admisnistritive Decision-Making

sBy Daniel E. 1:.(1111e.jr.
David (.(;ilinore

co

You Larry autliori but .Ire not its source ... your authority is ;.Onlin..tti akin
,1 rrescribed orbit of occtipational actions. and such power. is you-1.1. kid is .1 borr,Aved

`1' .1rethe servant of decisioir, the assistant of atittiorit the minion', if man-.

al!,,inent. You art' maw:la-einem than the \%orlst-r are. but \ ours is serdoin,.
the last decision. I

a

the .i \ t'i'nge state .igency L' \ ecutive devotes approiinatelv 80 percent of his ttecision itiaktinz,..
tinic..to situations that itivolv.4 either tin:nate?, (Jr per.otiiiel situations. This decision-imikingshoultl
not l,..,-,oine s nonvinous with probleni-solyino. The , ouittnuous putting nit of ,stnalrbriusli fires can
ilrain an individual or ot-14,1i;iiiation of much ut. the tri.ame, l.9irgv netessary to ecteiki and inipt,,ve

s.

..1c.,tivitic:,-. .. . .
! .. ,. . .

,

,l,,ii..-ii itlakiihz a decisi,,ii. the 4.0t.1.1t1Ve 1111Ist ,ikV.1V consider the possible , otisiq.itient. es. 1 Ills

i. wh er...e.ill.t i' et.ne. lt ..6)ri'si:,ile..111t1 111~1 lit eollle illtc, pia \ . The deLlsltd-Illakt'r iltht be able to atj-
ti,'ipate in Ii minu, 's eve what the sequence of events and actions c)t-- actions ()t those affected by
thc-de, won niiilit be. Iltit, ability is largel based on k.itowlech4,- ibf human 'Limn.% kii(Avied*: (>1
the t4 )1,1w . t onti klit,wieL114e .)t the rt'l.Ition.shiphc1 the dc. 1'i and th,se atfe, Led b%
Ins de, ision.' 1-;,,resi,dit dud insildit arealso involved in settinl; u11 .1 s. stem that will tiiiiiiiiiiie t lie
chaikes of err, a- in iii.ikint.; de, isions as \Yell .1, Minimize the number of irtianti,ipated dectsions-tkit

'T
V if

\VII! tilell to 1)1.. 111.111e. b... ,..
.

.
. 4 . -

\ ... A ( ;onlinunicatiun I tlfluctice;Motlel
. ... -+...: .

Shartle- IoN clevelopeti an interaction Model tor.t15toaking of admitifstrative ( e, isions which. ,i

.
can be adapted to the situations fi aim) in man\ state oc.itt.oial llitil :16111 .1V,CfiCit'S. the tofu's, 1)0 ttli
''. f .

'-. IC. Wright Mills. Itititf:)11ar: 1lic Iincric.ait MichlIc (1.,;(1 -Ost rd: Oxford UniversityPress.. .

4190.-
. .."'

.4, .
2.Carruil L. S rtle, "An Intera,tion Modttl for Adininistrotive Decisi.ois- Prair:Do/oi:ica Pub

fished in -the 1;04<i;- W111( 1 971- -.

,"..1,";.isti i 1.. ktiMe, Jr. is 4 re. arch all../ dere/opmew cpyrialtq at /h vent,...1- his I ()Ctiti();1.1lailli

)1,10. 1).wid (.. (itatire is .1 1!nicill./te teeah:// 411

(.('lilt'? 101- I ot sati4 mai aa,1,..1 14'11)/i, 14111 ( olit1111)11 IN.>.

it
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iniernal and externalictin,, upon these agencies require organizational adjustments and. dieref(we,
place complex problem, before both members and leaders in the organiz' ation. "These pressures arc

mi described a, politi,...11' and require response, which are also 'political'." Political in this con
text relates to all external tOrces as opposed to partisan politics. which is only a part of the external
etivirom»ent. The state director is in a unique role in that he is both a "decision- maker" and a sour, e
of decision making information. His role and limitations in decision-making are defined at a higher
lev, in the organization, ( )bviousk. the scope and power delegated to each agency head varies from
state to state and. therefore, it is nut always the state director who makes the final decision.

The psych))- physiological abilities of the agency head "makes it possible tor him to receive and
give information, to respond internally, that is, to think, and to act with the belief that he has at
least limited latitude to choose among alternative strategies.

Sharde classifies alternative strategies in a decisicm making situation into three categories:

1. Acts against the force of threat, such as denial of charges, verbal attacks on advez saries.
and expelling or threatening attackers who may be within she organization

No action that appears significant to the threat, cxcept'as a tactical delay

3. Acts of recognizing and yielding to the force, including concessions to those advocating
cliange,4:Td making organizational adjustments to prevent further difficulties

Shattle's model suggests that there is communication among at least eight identifiable cum.
pment, (pen subsystem, in an organizdtion. The intensity and quality of communication will

.according; to personal and organizational differences, The subsystems are as follows:

1. Intimates: Family member, close friends, and intimate colleague's. These are persons
with whom the agency head discusses matters in confidence and often in detail.

)eriors: Persons of higher authority in the organization. including boards of control.
Discucsion of mattersis usually more or less guarded depending uphn the degree of social
Llistance suggested by the situation.

1.71 7usbordinates:,, Persons s; n the agency head's staff. Decisions of importance usually involve
interreaction Wirth subordinates to a considerable degree. The intensity and quality of coni-

. munication is deteralined. by the degree.- of social distance among communicants.

4. colleagues: Persons who are usually in the sat c oitiniza ion and with whom the agency
head interacts less frequently and less intinia tl e tune status level as intimates.,
These persons arc usually of equal status with the agetkily 1 ad but,not in a line relation -'
ship. This is generally a much lower social distance situation.

11

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

"4
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6.. Constituents: Persons or groups that the agency head serves or to whom he may have
obligations.

7. Political Bodies: Organizations that gave an avowed political 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 theorganizationa_l power strum. re and-romtwunicationnetwoik 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.

t

The Successful state director of vocational education should develop a similar comniunication-
influence model for his own situation. Once these agents of influence and channels of communica-
tion have been identified, We can concentrate on establishing a desirable relationship with them. It
is important .that a_ feeling of mutual understanding and respect be established before a problem

. situation arises.

The.development and maintenance of this communication-influence network is probably one
of the greatest challenges faced by the agency head. Organizations ultimAtelv 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.

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 facilitates collaborative and creative problem-solving Several constraints
may limit an agency head's freedons to organize 4n a fashion that is completely accepuble to him.
Some of these are:

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

2. Limitations in the capabilities of existing staff personnel

A great 'deal of emphasis today is placed on participatory or collaborative decision-making; the
, itivialvement of others, including subordinates and constituents, in the solving of problems is often
'advantageous fOr both the individual and the organization.
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Schmuck3 claims that by changing organizational patterns to increase reliance upon partici-
.

. patory decision-making, many sources of conflict. both external and internal, can be uncovered

lulu re 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. Scrittruck

does not believe that every stall-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 s tbordinate, 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."4

This technique. for iiisfance, could be applied in state vocational education agencies in the selection

of funding priorities or the choosing of problems to be challenged in a particular year.

The Panel Consensus Technique contains five distinct uction levels:

1. Ideate level "At the ideate level, individuals with knowledge of :he problem subject

supply ideas for solving the problem."

Screen level "The screen level is the first review level ... the task of the screen p nels

is to begin the process of narrowing down or shrinking the number of ideas. by repeated

review and assignment of weighted values, to obtain a predetermined number-of the best

ideas submitted."

3. Select fevel "The select-action level is made up of three panels, each with five action

members and a monitor ... the task at the select action level is for each panel to select

five (for example) of the preferred good ideas passed on to it from the screen level. ",

4. Refine level "The refine level, the first level of executive decision-making, is staffed

with five action members and a monitor ... the task of the refine panel is to select the

five !ii-.r example) best ideas from the fifteen preferred ideas f the select panels."

C

3Richard A. Schmuck, "New Procedures for Collaborative Decision- Making," k soul 1) Per-
.

vectires (Eugene, oregym The Center for the Advanced Study of Educational Administration;

University of Oregon. spring 1973).

. 4Charles W. Taylor. "Panel Consensus Technique: A New Approach To Decision-Making."

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 implementtad is made 41t 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 individuats of equal position from outside the organization ... the
decide panel is not bound to:accept any of the ideas and may return them to the controller...
for reconsideration by appropriate panels."

IA is obvious that one of the limiting factors associated with using this.method is the am-oun-t-of.
ime--involvect.---Tayi.or-iifate<-"ITntier optimum conditions the final selection of ideas can_

be completed in a week's time." This limits its use to those decisions about matters that can be an-

. ticipated and that are of sufficient'importance and scope to involve a great deal 9f staff time and
effort.

To understand how decisions are actually made, we need knowledge about environtnentsln
which decision-makers work. about individuals and groups as decision-makers, and about the com-
plexities of interpersonal and intergroup relations in decision-making.5

The organizational environment or the feature of environments in which decision:makers wort
:-onsists of the following characteristics:

1. Problems .hat are presented for solving are ambiguous.and not clearly defined by he
external environment'that presents them for solving. Both agerida-building and search
activities may have greater, effects on the future of an oTOVzation than the actual chi :ice.

I... organizational environments are factorable. Most environments. provide strong cues that
help organizations build simplified model., of what their environments demand and what
the o \I tcomes will be. These cues are:

tA. .he source of environmental inputs

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

C. he clarity of the information and the frequency with which it is repeated to the .

o ganization

3. Organiational environments are heterogeneous in that they present a set of overlapping
e.nviroments... It, therefore, Matters who-discovers that a decision needs to be made.

4: The en .ironment's long-run impact on the people who make up an organization and on
their approach to decision-making can be significant.

5Adapted from William. R. Dill, "Iieeision-Making," Beharioral Science and Mucational . It/min-
istration, Daniel Eli Griffiths, ed. Sixty-third yearbook of the NSSE (Part II) (Chicako: University
Of Chicago Press, 1'96-1 . pp. 199-222.

. .
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decisions in vocational education organizations are generally of three

types:

lr Operational problems: Those dealing with the management, operation or structur'e of

the Working body (finance. personnel, etc.)

.

Specific problems: A content area or fitid relatieg to an individual discipline

3. General problems: Curriculum, special needs, etc.
OA

a
Once a pattern of organization has been determined and establiShed to deal witri these` problems

in the state vocational education agency, it is, necessary to implement practices for the maintenance

of organizational effectiveness and efficiency. These practices may very simply be broken down imito

two classifications: individual and group involvement. Each of these classifications will be discussed

separately.

The Individual in Decision-Making

The prime function of state-level leadership in vocational education is decision-making which

leads to policy setting, and program implementation. Man is distinguished from lower forms of

animal life in his abilities to reason, to make considered and intelligent decisions, and to communicate

th(-)se decisions to his fellowman, Thus, as Miller and Starr claim, -the executive is a decider and not

a doer.-6 Griffiths also perceives of administrative decision-making as an important function.

. . the central function of administration is directing and controlling the decision-making

process. It is not only central in the sense i1tt it is more important than other functions

. but it is central in that all other functions of administration can best be interpreted in

terms of the decision-making process.7

Must managers who make informed individual decisions go through the following.five stages

of activity:

11110111Mir

1. Agenda- building phase :intelligence activity) Covers the activities of the administrator

in defining goals and assigning. priorities for their completion.

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.

{'David W. Miller and Martin K. Starr, Eveutive Decisions and Operation$ IZesearch.(Englewood

Cliffs, New Jersey: Prentice-Hall, Inc., 1960).

71)aniel E. Griffiths, iclivittistratirene.ory 1, New York: Appleton-Century-Crofts, Inc., 1959).
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3. Commitment Ouse (choice activity ) Involve uaresting proposed alternatives to choose
one for adoption or, as is'often appropriate,'to postpone making the choice.

Implementation phase Includes clarif% ing the meaning of a decision for those4ho ate
to carry it out, elaborating; ne.-%-1:z,-or:isiort-problems--that the cloiumit;me.n_ticads to.

--and motivating people to put the commitment into ertect.

5. Evaluation phase Involves examining the results of previous commitments and actions'
in order to find problem areas for the agenda and to help the organization learn how to
make decisions more effectiveb...,8

In order to make adequate decisions, the administrator should carefully think about. the answers
to the following questions:

1. How are decisions made?

2. Who should make decisions?

3. How can I make better decisions?

All executives 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 bureaucracy generally have the t ihowing three common proper-
ties:

.

I.. The make must decisions iii a way that is satisfactorylor the present; rather than -op-
timizing- for the long-range, future effect. (The immediate effect is of gr:mtest concern.)

overall. an individual's decision-making behavior can, be described effectiselY in terms of
strategies or programs for action. That is, we can predict what an individual's response
will.be, if all the facts are available. (Decision-making activities are predictable..)

3. The decision process is a sequence of fairly simple elements; the thought processes of
skilled and less. skilled decision makers are not necessarily. dissimilar. The difference be-
tween them lies in ilow basic strategies are combined to change gal. how Ihey interpret
the environment, and how they develop and evaluate alternative courses or action.
Skilled and less-skilled decision-makers vary greatest in the way they organize for and

gather information for making decisions.)

8Williettil R. Dili, "Administrative Decision- Making." Concepts and Issues lu
Behavior. Sidney Mailiek and Edward H. Van Ness. eds. (Englewood Cliffs. New Jersey: Prentice.
Hall, let ., 1962 , pp. 2') -lx.

27



by

Grou.p Decision-Making

or

r;

The United States has sometimes been referred to as a inciting pot because its people originated

from a variety of races and cultures. The growth of the country has been assisted because groups

worked together toward cdmmon goals.

State vocational education agencies need such working together toti. Each professional employee

ys special talents and abilities. At is management's role to identify the capabilities and abilities of

each individual and to provide, -uses for them.

individuals who have discovered and developed their individual talents can work together coop-

eratively toward a common goal. With so many kinds of abilities existing within the organization, .

each member contributes unique insight and commitment to the other members of a problem-solving

group. One result of using the special. 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, each 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 groups, sensitivity groups, T-groups

(training groups). and others. Sociologists, psychologists, and psychiatrists have on occasion been

rather critical of these techniques and the individuals who propose them as a means of changing

people in organizations. liack9 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 difficult to

justify their use as a training technique for the purpose of changing human behavior.

in the past, state leadership personnel have approached the use of group decision-making on an

intuitive basis and have -flown by the seat of their pants." Little formal preparation has been Of-

fered to them in this area, and even less has been written about the application and techniq.ues in

Vocational books and periodicals. Nevertheless, successful leaders in vocational education have king

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 reported by Koile and Draegerld 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, No. 7 (December 1972).

pp. 28.35.

1()Earl A. Koile and Carolyn Dracger. ''T-Group Member Ratings of Leader and Self in A. Human

Relations Laboratory." The Journal of Psychology, Vol. 72. 1972. pp. 11-20.

2g



Y.

. .

-s"

1. T-Group members and leaders did not rate themselves more nearly alike at the end of the
sessions compared to the beginning of the group experience. Therefore.. members and
their 1.e.i.iers not become more like each other as the sessions progressed.

.-
2. Members saw their group leaders more positivel in the last session than in the first session.

However, theslrifts in menrbers' perceptions of the leaders from one session to another
were not continuously positive.

_

3. It was found that members cable to perceive the leaders more like the leaders perceived
themselves by the last sessions..

4. T-Group members saw themselves more positively at the end than at the beginning of the
sessions.

5. 612oup members did not tend to become more similar in their self-ratiygs after the last
,essic ma.

A management technique which capitalizes on some of the positive effects of group problem
so1ving is the task forco approach. Task force operations can be very effective for an organization.
However. many individual managers have said "We tried task forces in the past .but they didn't work
because the mismanagement of one element of a task force caused its failure....

It is extremely important that,someone in the organization be assigned the responsibility for
seeing to it that the task force committees function properly. This overseer's job c(msists of:

Receiving problems to be attacked from top management personnel

Assigning the most appropriate persons to each t.'sk ;force group

3. Briefing each task forCe group on its missioii and function

4:-. Insuring the maintenance of task force records including membership lists, objectives.
time lines. milestone achievements, outcomes. etc.

From the standpoint of Subordinate members of the org,anization;it is extremely important
that someone in management be responsible for seeing that certain organization members arc not
over-utilized and others under-utilized ip committee or task force assignments. This individual or
task force manager must have a thorough knowledge of each member's pegs ?nag capabilities, char-
acteristics:and capacities. The task force manager last also be thoroughly schooled in systems de-

.

sign. personnel management. evaluation techniques. and modern problem-solving methods. It is
the basic responsibility of the agency head to select and prepaie his task force Manager. t

The following potential problem situations may occur when task forces are used to make
sions:

79
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I. Invoking individuals from outside the immediate orgarlization'in task forces.

2. Relying upon the expertise of the -loner" iii task force deliberations.

li

3. Differences of opinions or philosophical differences within the group may be difficult

to resolve.

4. The group may be reluctant to reach decisions about possible solutions and a solution

may be dictated by other people.
a

5. Members may disagree in their solutions and reach an impasse leading to confusion and

frustration.

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

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

a

3. Increases the acceptance of decisions by involving more individuals in the decision-making

',Process

The agency head must insure that the following critical requirements of task _force management

are met:

1. Identification of problems to be studied by task forces.

2. Selection and preparation of the task force manager

.39 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 on schedule

6. Evaluating the work of task forces

In so far as is possible, the people who are affected by decisions should be involved more fully

in the process of defining the problems, developing alternatives, and the making of choices. This

insures more cooperation in implementing the decisions as well-as gives belt .r quality decisions.

These participative methods can also lead to greater production. increased efficiency and higher morale.

30



". a

If participatory management is to be used, the organization environment must be adaptable.

There cannot.be conflicting elements in the environment which neutralize or interfere with the
effeci,, participation is to produce. For example, the decision to use parcicipatory management

cat of be non-participative. This in effect becomes,a-demf'cratic dictatorship. "You will partici-

. sate regardless of whether you want to or not." The bulk of nee ed advice should come from

sources internal to the organization. with only a minimum nt coining irom external sources

and then only as matter of supplemating inadequate internal sources. Some negative aspects of

participatory methods are:

1. Managers sometimes mak"' deCisions and consult with staff members under he pretense
of seeking help in making a decision that has already been made. This, in effect, becomes
brain-washing or the seeking of reinforcement. It is often interesting to observe tln reac-

tion of managers who are confronted with invited participants who refuse to support a

decision that has already been made.

Managers sometimes only ccinsult with their staff about impossible or highly difficult

situations, A favorite ploy of an autocratic manager is to pass the very difficult or almost
impossible decisions to the lowest level of the organization. The logic-behind such action

is that if tlings don't work out well, the blame will be placed at a lower level.

Participative manageMent techniques should not be used by all managers. For example.

a manager who is easily threatened or who needs constant reinforcement May feel uncom-

fortable since this form of decision-making elicits open and frank .criticism and evaluation

by subordinate Staff. In other words, the manager and anyone who participates must be

able to take criticism.

In deciding upon the strategy to use in solvinga particular problem an admidistrator should

always consider the fact. that inviting wider involvement in making decisions does not always bring

positive results.
\

It should be kept in mind that the decision-Making process canproduce many side benefits.

some desirable and some undesirable. Participative decision-making can be used as an in-service

development program for strengthening and improvink§taff. 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 hig,responxibility for the final decision,

but rather. becomes a filter through which the decisionshis subordinatesmake are passed and eval-

uated. This process must be so structUred that the subordinate does not perceive it to he simply a

simulated procedure.

Some people are not interested in participating in the making of decisions. In fact, some
people are not interested in taking any responsibility. Many studies show employees are willing to

let employers make decisions for them. What are the reasons for this condition?
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1. Employees are conditioned to having someone else make their decisions for them.

Their personality characteristics are not conducive to making decisions.

3. They do not fruit or respect their superiors.

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

Perhaps the time is at hand for experinvntation, demonstration, and learning 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 vocational education?

What are the roles 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?.

4. What methods should be used in selecting group members?

How should groups be structured for most effective operation?

The main question is "Should the principles of sensitivity training techniques be categorically
ignored by the leadership in vocational education or are there useful aspects that can be adapted

and used to bring about desired changes?"

The Relationship of Planning to Decision-Making

,

Planning is the setting or purpose's or objectives for future attainment and the development of
a program of action to achieve them. Stated another way. planning is a service to decision - making;
in that it provides support 'and analysis in the process of selecting objectives and policies while allow-

.

ing for rational consideration of administrative action in implementing policies..

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 ratonal alteinatives
that ultimately lead to decisions.,

The planning process relates, to the development of a decision-making agenda. Planning involves
insight and foresight in all instances. Situations that require planning.can be either anticipated or
unanticipated (emergency).

One of the areas Statedirectors of vocational education frequently are called upon to make Lci-
sions about is "personnel management." The following is a short attitude assessment exercise con-
cerning your opinions about personnel administration which. will be useful later
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,..)pinions About Personnel'Administtationl 1

Please indicate if vou agree with. disagree Avith, or are undecided about the following:

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

,2. Staff personnel policy and practices should
generally encourage thy: creativity, individ-
uality, and self-realization of the supervisory
staff.

3. It one must decide between equal treatment
of state supervisors or permitting variations
in personnel practices'to accommodate in-
dividual differences-among state supervisors.
the state director of vocational education
should generally favor the former.

4. if a serious conflict arises between two state
supervisors. it is usualli, a good idea for the,
state director of vocational edUcation to
moderate a discussion between the two in

' an effort to reduce the conflict.

Agree
A

Undecided . Ditigree

I
I

... ' .

.

..

,

41
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4

.

I

The fdlowing aresimulated situations requiring decisions about personnel managenient. Please

review each situation and determine how.you would resolve it.12

I Adapted from Richard Wynn, Simulation Materials on Decision-Making in Elementary School

Administration (Columbus. Ohio: The University Council for Education Administration. January

1966)..
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SITUATION 1

- TO: 4. All DiVision Directors

FROM:.' Jamestong, State .Superintendent ..,

DATE: January 3, 1973
6

SUBJECT: Sick leave provisions

As you knOW.4tIfie Personnel Committee of the State Board of Education is reviewing certain
aspects of our personnel policies. Presently Alder consideration is our provision for up to five days
absence annually. cumulative up to thirty days after six years. for absence Jib pay b cause of illness.

here is good reason to believe that-a few state supervisors are taking advantage of th tenerpus
rovision by.claiming illness while absent for other reasons.

Please indicate below how you would feel about our requiring a doctor's certificate certifying
illness fiir all such absences ur two or more consecutive days duration.

SITUATION 2

I favor the requirement °a doctor's certificitte.

I disfavor the requirement of a doctor's certificate.

TO: All Division Directors

FROM: James Long. State Superintendent

DATE: January .4. 1973

SUBJECT: Reconsideration of retirement policy

I tend to faVor division directOrs having a major responsibility in determining the proper time
for the retirement ofstate supervisorS. If the board were to delegate this authority to division direc-
tors, would yillu generally favor

Vie automatic retirement of all state supervisors at a predetermined compulsory
:retirement age for all?

. .
retirement of state supervisurs4Lvarious ages beyond. say .sixty five, as determined

by the merits of the individual case?

/34
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Please check your preference and retarri
the; disciussion before any changt:Df policy is
appropriate from your.responsec.

'SITUATION 3
.. . ...._

. .,

- In September, vou receive these three items in vour mold.
, ...

ti
%-;

a
i t t o m e. There will. of course. be opportunity tor tur
undertalw. if consideraiOn of such change,seems

Nu. 1

TO:

ROM:

All Division Directors

James Long, State Superintendent

UB J ECT: Memb,:hip in professional associations
. \ 9Il

. .

For the past eleven years. our state education agency has taken pride in the 104) percentagency.
rship of our staff in NEA and LSEA., We regard membership in education associations as the hall-

mark or the truly professional person. I hope that division directors will initiate appropriate action
among their supervisors to ent.c4)urage our continued perfect membership in these important associa-
tions.

t,

tions.

No. /

Dear Fran:

..

As you know, we've had*.101) perCent membership of our supervisory staff in our professional

910
--

4

_

ScptFinber 20, 1973

`associations. But this year. five supervisCws on your staff Avis. _lathes. Rubin. Jeffc$ and White)
have failed to submit their appliciitions for mmbersh:i. duispite sonic Rudging from our state mem- .

bership committee. .

Would you take a momentat your next staff nieeting to speak of the benefits that derive to
us arid of the prestige to our state education agency membership in our professipnal associations?
Perhaps you will ware to speak to these supewisors individually..

4

fik "1.1.

Bill Dodridge, President
Limbo State Agency
Educiition Association

r ?
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No. 3

Dear Fran.:

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 dtoom No. 2
of tie 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 et out the notices soon, could you give my secre-
tary you'r reply before the end of theeday plea

*2

;

1 WOULD

C

Yours truly,
Chuck RadoSovitch

O

I

a

V

;
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SITUATION .4

You are the state director of vocational education for the state of Limbo and you are due in a

state superintendent's cabinet meeting in fifteen minytes. You find two telephone memos from your
secretary in your in-basket on your desk upon returning from a meeting of the State Apprenticeship
Council. You have time to deal with only one of them before leaving for the meeting. Place an "X"

in the space before the one matter that you would attempt to handle before your departure.
low. eat

1. A telephone call from the chairman of the state advisory council on vocatkinal
education asking that you return his call

A telephone call from your state supervisor of home economics education re-
questing to see Jou and telling you she had a matter that she wished to discuss

with you
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SITUATION 5

Q

4

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

While visiting in the MeadoWbrook Consolidated High School t-day, I discovered that
the principal, Mr. Enbright, is planning to drop the vocational agriculture program next

year. I discussed the matter with Mr. Witty, the teacher of vocational agriculture and he

and I had it out with Mr. Enbright. I wanted you to know of this in case Mr. Enbright

decides to make an issue of the case.

Donald Kunkle

Sure enough, the next morning you get a' phone call from Dr. Langdon, superintendent of
schools in Meadowbrook, proclaiming the district's right to drop the agriculture program and pro-
testing Mr. Kunkel's action. He requests you to intercede in the matter.

In such circumstances, when I can't establish the facts for myself, .1. 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.

Take no stand, simply try to pacify both parties. .

38
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SITUATION 6

Borough of Homewood
Homewood. Limbo
jay 15.-1973

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,thisgratuitous slap in the
face from- of all persons-a state employee. I hate to think of a man with those views leading our
,teachers.

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

We missed you at bowling on Tuesday.

***** f

I WOULD

Sincerely-,

Jack Powers. Chairman
The Governor's Labor

Relation Council
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In lu:iklllti.lt 0.1i ,.114.114.1.11' fur this afternoon. on note that you should be doing three thi igs

. at the same tune and that oU are tied up.in other meetings late afternoon and during theevenn

I . An ad hoe Lonnnittee state instructional supervisors wants ou to meet with them to
.

hear some from kcal educational agencies about in,utlicient funds for con-

ducting needed V.oiat1()11.11 education programs and to help them plan for conducting

public hearins on.vmatiokial"education prior to the next session of the state legislature.

suNrintendent- Long has called a meeting of division directors to plan programs for

National Education Vs, eck next month.

- You have a reminder to yourself to write an article for 'the .-tinerican I 'ocational journal

on the need for improved per'sonnel development programs in vocational education.

. . ,

a

Siace I can handle only one of these in the tune remaining this afternoon, I WOULD undet''

take No. this afternoon and deal with the other two in the following ways:

40

01.aw



SITUATION 8

TO: All Division Directors

F''ROM: James Long, State Superintendent

DATE: August-15, 1973

SUBJECT: Volunteers for Committees

k 7

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 have you working on commit-
tees whose assignments interest you most. Would you please indicate which one of the following
committees you .d prefer to work with?

1. Committee to study the feasibility of automatic data processing equipment for use
in handling personnel records, financial accounting, enrollment projections, and
other tasks

7. Committee to prepare a position paper on our relations with the State Board of
:Education and revise outdated sections of the Policies and Procedures Handbook

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

building

I WOULD PREFER to serve on committee No. for the following reasons:
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Discussion of Problem Situations

In reflecting upon your responses to the previous situations, you may consider the following':

I. Situation l and Situation 2 - In looking back on your responses yOu may wish to

reconcile your choices of alternatives witl; your preferred values on items 1 and 2

of the exercise -Opinions About Personnel Administration." These two situations
illustrate the phenomimon 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.

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 a(resporse to self-initiated, stimuli to action.

The tendency is for administrators to respond to superiors in preference to subordinates

and to neglect creative decisions.

6. Situation 8 - This situation prompts the conside atio of decision among technical con-

cepts, human relations concepts,and'conceptual r ems and skills and reveals the ad-

ministrators' disposition to neglect the latter.
a

Decision-Making as Conflict Reduction

Administrators should strive for the resolution of confl ct t rough integrative decisions as much

as possible. turning to compromise or domination only when me ation is impossible. The acid test

of administration is its ability to handle conflict. Here are some c mmon sense and humane strategies,

for handling conflict that make both the experience and the soluti ns more civilizec1.13
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1. Regard conflict not as an annoyance to be.smoothed over as quickly as possible, but as
an opportunity to resolve an issue. it be creative. Most ofInan's greatest contributions .

to civilization have beeu.borne out of conflict. , -..
_ - ,--..,,,

.
..

2. Anticipate problems early before positions are fixed.

3. Talk with conflicting parties privately first to assess possibilities of negotiating agreement.
Don't bring them together until such possibilities look fairly good.

I

4. Keep a posture of open-mindedness. Avoid prejudging conflicts. Get all the evidence.
Hear all opinions. Ask questions. Listen carefully. Give people plenty of time to talk
since often all they 'want is an opportunity to have their side heard. Try not to put
people on the defensive since this oftekserves only to entrench them in their position.

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

6. Encourage conflicting partiei 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."

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

8. A decision that splits the group down the middle may be worse than no decision at all.
Avoid'the either-or proposition. Try to find an **integrative" decision that includes as
much as possible the expectations of both contenders.

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

10., Don't try to reach a decision when anger is'evident -either your own anger or that of
others. When feelings run high, summarize, clarify the issues, take a break, tell a story,
or recess the meeting.

Make sure the group has all the information it needs before deciding.

12. lirdealing with a conflict, keep reviewing areas of agreement. Stress agreement. There
are usually large areas of agreement in any conflict that are ignored in preoccupation
with smaller-are:is of disagreement. Keep trying to extendareas of agreement rather
than belaboring disagreement, although the disagreement must be clearly defined and
understood also.

.
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13. Small groups are Usually better than large groups for reaching tough decisions, but avoid-

triads.

14. Try to disassociate ideas from peisonalities. Don't say "Mr. Smith has argued that ..1 ."

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

1 5. Establish grievance procedures and
k

hem when necessary.

lb. Satisfaction. of the affected :people with the decision is more important than getting your

own way.

17. George Bernard Shaw said: -The supreme test of a man's breeding is how well he behaves
in a quarrel." The supreme test of an administrator may be how well he handles conflict.

A Decision-Making Checklist 14

The following checklist may serve as a helpful guide to making the decision process an organized

and cogni-ive procedure.

BEFORE THE DECISION

Is there really a problem?

Is the problem clearly defined?

Are other problems tied in. with it? Can they be factored out?

What kind of problem is it? Policy?. Executive? Intermediary? Appelate? Creative?
Human Relations? Technical? Conceptual? Personal? Organizadonal?

Is it one in which I should take action?

Who should decide?

If it is me, am I willing to accept responsibility for the decision?

If 1 contemplate "passing the buck," do I have justifiable reason?

What values are involved?

What do I wish to accomplish through the decision?

14lbi j.
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Are all 'It'll."11.irV facts at ban I and properly verified?t ban

IS till' C11 \ read ft kit)11?

*St tort gitakivt

Have all possible alternative courses of action been caret ully. weighed

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 I provided for impLmentation and follow-up of the dycision?

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

.
Have I established a proces4 policy. set of criteria, etc.. that can serve me in+making
other decisions? That is, what have 1 learned from this decision that will 11.- Ip me in
future itt:Citii(MS?

REVIEW

1. The function of administering the decision-making process ma\ be viewed as both the essence
, 7

and the genius 4)f aummistration.

nut the function of the administrator tp make all important decisions. but rather to create
tile environment and the procedures which will permit the best possible decisi,ins to emerge

from the total organiration.
a

3. Decision.: in educational administration sluadd harmonise as much as possible with the values

indigenous to a free soci.ty and the purposes of an educational .til,"titC111 therein.

s.

The preeminent consideration in reaching decisions iediicationaradministration is the best

interests of the clientele to he served.

The effective administravir refuses to bilk k up subordinates in deleience to outsiders only when

. he has tery reas;mc.

111,1 tf citC(1 It()111 .1 !''ti tl 11(,c In, I 0.111 ' 1-1(*(11,11

doti..j()11..it the 1".1111,t I It Iry Intl 111.)it !,li ;!, I lc( 1.1 1' .
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7. Administrators may need to protect themselves from a natural preoccupation with technical

and huthan relations problems at the expense of conceptual problems. The latter may often

be more fruitf I.in the lung rkn.i . -

8. :There is an em rging theoiy and science of decision-making which helps to illuminate the
problem-solvin process and to yield more rational and effective decision:making behavior.

The agency head should provide the leadership for establishing a mechanism in the organiza-

\ tion which will allow for a dynamic'process of problem-solving and which will produce sound deci-

sion. Included.in such a mechanism must be the following provisions:

1. ProCodures for the collection and processing of relevant data about the problem under

study.

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

sion, in the decision-making process.

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

e \
,

'For Rirther Study

We have discussed in a limited way the techniques for administrative decision-making. if you

wish to study this topic furthc:r. 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.

Anonymous. Decision-Making and .American Valties in School Administration. New York: Bureau
of Publications. Teachers College, Columbia University, 1954.

National Education Association. Group bevelopment. 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.

Campbell, Roald F., ands Wayson, William W. "Decision-Making in the Elemntary Principalship."
The National Elementary Principal, Vol. 41 (January 1962), pp. 17-22.

Cyert, R. Mi4,4411, W. R.; and March, J. G. "The-Role of Expectations in Bilsiness Decision-Making."
Administrative Science Quarterly, Vol. 3,1.958.
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. Gold,' B: K. "QuantitatiVe Methods. for Administrative Decision-Making in Junior Colleges."; Un-
published Ed.D. dissertation, University ofCalifornia, Graduate School of Education, 1966.

Griffiths, Daniel g. Human Relations in School Administration. New York: Appleton-Century-

Crofts. Inc.. 1956.

"The Nature and Meaning of Theory." In Behavioral Sc' nce and Educational .4d-
.. ministration. Sixty-third Yearbook of the National Society for the S dy olEducation, Part,
_ 2. Chicago: The University of 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.

Hitch, C. J. "Analysis for Air Force Decisions." In .,4nalysis of .Military Decisions, edited by E. S.

Quade. Chicago: Rand McNally, 1964.
.

Lindsay. F. A.. Neu' Techniques for Management Decision-Making. New York: McGraw-Hill. Inc..

1963.

Magee. John F. **Decision Trees for Decision-Making." Harvard Business Review, Vol. 42 (duly -

August, 1964).

Newsome. GeOrge L.. and Gentry. Harold W. "Values and Educational Decisions." .The National
Elementary Principal, Vol. 42 .(November. 1962), pp. 24.29.

.
Pfeiffer, John. **Decision-Making fn Action." In New Look at Education: Systems Analysis 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.

Siegal. S., and Goldstein. A. D. "Decision- Making BehaviOr in a Free Choice Uncertain Outcome

Situation." Journal of Experimental Psychology, Vol. 57, 1959.

Simon, Herbert'A. Administrative Behavior: A Study of Decision-Making Processes in Administra-
_

live Organization. New York: MacMillan Co., 1957.

The Neu' Science of Management 'Decision. New York: Harper and Bros.; 1960.

. "Theories of Decision-Making in Economicssand Behavioral Science.' American
Reviews. Vol. 49, 1959.
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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. more
available, more relevant, and more productive in terms of human resources and financial
investment.

Most professional educators would not quarrel with the preceding statement. The general
public's hue and cry for more account,bility and an increased measure of confidynce on the part of
the educational institution at all level4 have made educators sensitive to providing a more effective

and responible delivery mechanism.

Thus, the point in questidn is not "What should education be about?" but one of "How should

education go about it?" That is, what management tool or technique should be employed to bring

about the desired change?

At a time when a more sophisticated concept of educational management and decision-making
is corning of age, a systems approach to such management, 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.

X

A Rationale For Performance-Based Objectives,
in State Program Planning

Although the concept of performance-based objectives is not necessarily newin 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 precisely indicates what is to happen and to what extent it is to happen within a
specified time frame.

. 'Darrell L. Parks is the administrative specialist iminstructional program management, Great
(yaks Joint Vocational School District, Cincinnati, Ohio.
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Applying such it 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. An over simplification of a management concept in its purest form

A positive approach to management, focusing upon organizationil objectives aimed at ...

clarifying organisational structure and superior-subordinate relationships

Oriented toward operational management rather than-control management, although
certain internal control benefits are enjorx1 from the operational management dimension.

Essentially, a planning process built upon perfor;nance-hased objectives Offers the following
advantages:

it provides specific direction with regards to what the state educational agency is about
concerning its program management and responsibilities. For example. a properly stated
performance-based objective that indicates that fifty new vocationally oriented auto
mechanics programs will be implemented across the state during the 1973-1974 school
year forces a management agency to address itself to specific ways and means to bring
about such an outcome. Activities that cannot be directly related to the stated objectives
iniist be set iously questioned as to their legitimacy. Thus, such an approach to planning ...

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

2. It incorporates a philosophy of participatory management. In the process of identifying .s."

.and
\
'stating performance-based objectives, careful and analytical thinking from numerous

sources islparamount. Without the involvement and assistance of those who are charged
with the responsibility of accomplishing such objectives, such a process is doomed to
failurt.\. Performance-based objectives must be realistically stated and universally accepted
on the \part of the management staff if they are to be met. Such can only be assured
througl\ Ilhe involvement of -those to whom the objectives relate.

3. It facilitates budgeting and priority ranking processes. As mentioned previou&ly. the con-
cise and ime-referencechratement of anticipated outcomes aides in determining the appro-
priate an necessary activities for bringing about such desired change. Once such activities
arc ident1ied, it becomes a mechanical process to cost out such activities and match those
costs with 'available or anticipated budget allotments. In the event of limited financial
resources, a rank ordering.of objectives can be made with regard to importance arid/or
preference, thus providing valuable insight concerning budget management decisions.

" 4. It offers!a 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 for existing and/or
anticipated staff personnel.--Pursuant to the development of such position guides, it once

again becomes St1111CWILit mechanical process of aligning existing staff talents and interests
with the respective tasks. Such guides also provide the basis for the recruitment and selec-

tio4 of additional and replacement personnel.'

5. It provides the basic criteria for program and pt4.sonnel 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 to
terminal appraisal, but it provides a benchmark against which periodic progress readings
can bemade. 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 each 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-

ingthe 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-baFed objective.planning concept may be applied at any managerial level within the
management structure. Admittedly, it must be used advisedly when such a management
technique must link Up with other managerial styles but still, at levels where independent
management decision-making occurs such a system can stand alone and operate effectively.

The Development of a Performance-Based Objective
Planning and Management. System

As iias been alluded to in numerous preceding statements:\ management via performance-based
objectives is a systems approach to management. Not only does`t.iiis mean that such a system. when
fully operative, flows in a logical, sequential fashion, but it also ims les that in the process of adopting

the system itself, there is a logically sequenced procedure. An illustra on of such a procedure is

shown in the following paradigm.

A closer scrutiny of this model suggests that the initial point of departureilr a

performance-based objectives management concept is an objective and factual asses ent of imme-

diate and anticipated needs to which the respective educational program must relate. S h needs

must be derived from a carefully designed and reliable data-gathering system and, furthermiire,must
be expressed in terms of actual numbers of individuals to be served within various population group-

ings or age levels. An expression of such needs should be substantiated from available facts and infdr-

'nation with respect to enrollment data, employment needs and patterns, program availability, and

any other demographic and/or economic information deemed appropriate.
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The degree of accuracy with which such needs are determined is directly related to the ultimate
success of a performanced-based management structure. Insufficient or inaccurate initial information
will give rise to a management structure that must function, in large part, on intuition and subjectivity,
which can only parallel a practice of management 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 prder to be a valid statement: what is to be accomplished, to what extent
the accomplishment is to be realized, and by what specific point in timg is such an accomplishment
to be fulfilled. 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 criteria or performance
standards. Thus, such a statement should provide a basis for all ensuing activities in the initiation
and adoption of a performance-based management structure.

The remaining steps (three through seven as illustrated in the model) evolve around 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 legitimacy 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 efficient 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 dibliptions.

Thekplementation process, Step Five, is included as a means of providing the direction for
flowing tre 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 a financial. perspective of the entire concept
and giVes rise to one of two budget management alternatives:

1. If the 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 iii the statement. of objectives, can be anticipated.
Thus, the budget management and control agency is placed in a position of having to decide
whether or not it desires to purchase additional tangible program benefits.-
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If additional funding is not forthcoming to compensate for estimated budget deficits

resulting from the costing-out of the implementation process, once again a sound basis has \
been established to rank order the program objectives in terms of mu t it..portant to least

important and merely defer the.commitment of financial resources to the realization of

objectives at the bottom of the scale. Such a management maneuver assures a concentration

of financial resources that will make a significant impact upon societal and ...conomic needs

through the realization of those objectives given top priority.

lf, in the output measuremcnt-dimension of the perft mance-based management concept. cop-
elusive eviLlenee:can be shown that actual outcothes were equal to or exceeded stated objectives, the

true value (if such a management con 7ept gains significance. Such results to reduce credibility

-gaps and increase levels of confidence on the part of educational managers regarding their ability to

produce.

Conversely, if the stated objectives were not fully realized, evidence should readily indicate why

they were not realized and further analysis might dictate corrective measures that should he enacted.

Summary and Conclusions

A management structure built upon performance-based objectives offers educational managers

a-potent vehicle to affect change. It is built upon the concept of productivity and, if properly And

consistently administered, it can positively enhance both the efficiency and effectiveness of an' edu-

cational entity.

In state program planning the adoption of a management process founded upon performance-

based objectives provides educational managers many distinct advantages.

1. Such a process places the educational manager in a truly leadership role in that he is

plotting a course of action based upon carefully defined and documented societal and

economic needs.

2. t provides a mechanism for seeking. obtaining. and justifying budget appropriations

because budget control agencies can readily see what their investment is buying.: If a

!stated need is not met due to inadequate funding levels, then the fault is not that of the

educational component but becomes a state finance agency concern. A performance-

based management concept is an offensive rather than a defensive management tool.

3. It provides a means for optimizing staff talents and abilities.

4. It offers a built-in mechanism for periodically appraising the program effectiveness as a

. whole and/or any specific part thereof.

5..
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In emplovimg such a management tool as the performance-based objectives concept, certain
essential ingredients must be assured.

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

Another essential ingredient is a commitment of the necessary time-and resources to bri.ng
about such a management concept. A performane-based management system doesn't just happen;
it takes a lot of time and hard work on the part ofkevery individual involved. An important point
to emphasize, however, is that it takes an initial investment of time to save time.

Finally, there is no short-cut to adopting a performance-based management 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, howevei,.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.

Management by performance-based objectives is a tool which, if properly employed, could move
educational management at all existing levels into new dimensions (154. leadership and respectability
through the assurance that it is systematically addressing the immediate and critical needs of society,
which will eventually enhance the wcIfare of mankind.
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C.

Developing Performance-Based Objectives
By Orlando C. Behling*

Let us begin by looking broadly at the things you as an adminigtrator can manipulate as you
attempt to improve the vocational education effort in your state. 1f you are dissatisfied with the
performance of a part of the organization you supervise, one possible area in which the search for
solutions to the problem can be begun is that of technology. You may ask yourself, "Is there any
piece of epipment computer, a typewriter, a car, microfilm, or you-:acne-it that could solve the
problem ft r me?" So far as western society is concernedour most frequent response to any social
or organizational problem is to assume that technological innovation is the key to solving it.

.

A second possible source of solutions to the problems of performance in your agencies lies in
the area of stitecture. !1.- this-leadership development seminar does nothing else, it will have made a
contributiOn to the quality of vocational education if it alerts you to the possitbility of structural
difficulties within your organiz'ation and leads you to ask questions such as .Is the problem in
instructional services due to failure on my part to provide clear communication channels or to pro-
vide the supervisor of instructional services with the kind of authority he needs to do his job prop-
erly?" Again, I cannot dorwngrade the importance cr structure as N possible source of solutions, to
problems of agency performance, if for no other reason than the.fact thit I have seen structural solu-
tions work in numerous ongoing organizations.

Finally, we. come to the area of people as potential sources of solutions to performance prob-
lems. We may look at the individuals who make up our organizati(vis and ask, "Can we handle this
problem by replacing particular individuals or group's with others 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, but, 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 its own, the segment we are using here is a useful tool for taking apart prob-
lems of individual performance.

If an individual employee in your agency is not performing well, one.source of the problem.

could be his lack of the traits or abilities necessary to.perfmin well in his assignment. All of us at

*Orlando C. Belding is a professor of organizational behavior at The Ohio Stare University,
Columbus, Ohio.
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one time or another have seen organizational problems created by mismatches of people and jobs.

Thy assignment of individuals to positions for which they lack the necessary skill or personal makeup
can create major problems for oriohilat ions. They can be solved in three different ways: 1 by

changing the individual so he better meets the requirements of the job a task that ranges from the

simple to the impOssible. (2) by changing the job so it-better fits the mix of abilities and personal
characteristics of the incumbent; or (3) by replacing the individual with someone who better fits
the position requirements. something that is easier to do in some organizations than in others.

Problems of individual performance may also stem from lack of effort on the part of the indi-
vidual employee. All of us are familiar with the underachiever syndrome among employees as well

as among school chileiren- the individual who has all the potential he needs, but somehow puts forth

only the minimum amount of effort. Here the solution tti 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 pc ssibility that poor individual performance ;nay stein from neither lack

of traits and abilities necessa - tor the position nor substandard effort. It may be that the individ-
ual's role perceptionhis under. anding of what istxpected of him is incorrect: that is. he does not

see his duties the same way his boss does. He can do the job and he is trying hard, but his priorities

arewrong. 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 performance requires three things:

(i 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 today out

the approaches commonly used by administrators in dealing with them. Given the time limits we're

operating under, I'll be able to treat only the extremes of the total range of approaches to Such prob-

lems. Thus Approach .4 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
individnal 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 de'al with ..

each ofithe areas we have discussed -abilities'and traits, effort and role perceptions-in a consistent
waf. Their "kneetjerk" response to problems of traits and abilities is to look for improved selection

techniques or to institute various forms of formal training programs. Thus, we would expect to see

.a 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 the.itate

department of personnel for improved SelectiCm'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."

.
Typically, followers of this approach deal with problems of low effort through what have been

called extrinsic Factors. These are things such as pay. promotions, special privieges, and awards

that are related to, but are not actually part of, the individual's work itself. Problems of role
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perception are dealt with through formal job or position descriptions which list in detail the activi-

ties the employee is expected to perform.

Followers of Approach B. on the other hand, have their own set of more or less automatic
responses to problems of employee performance seen as stemming from the various sources. .The .

problems of traits and abilities are dealt with in much the same manner as under Approach A. with
one major exception. Advocates of Approach 13 normally place far less emphasis un formal training
programs than do their Approach A counterparts. Instead, they place far greater Weight on informal
coaching by the employee's superior. Formal.pr`ograms are often som by these individualS as crele-
vant to the day -to -day. problems of the organization, Frequentk, the individuals sent to formal pro-

grams by the advocates of this approach are those he can spare, rather than those who, from an
objective point of view, have the greatest need for it.

Lack of effort is seen as stemming forthe most part not from poor use of extrinsic factors, but
from the failure to build intrinsic sources of satisfaction interesting work, challenge, achievement,
opportunities-to earn recognition and the like into the individual employee's job- itself. 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-fiCii, Performance problems
coming from poor role perceptioysi are typically handled not through listing of activities to be per.
formed in position descriptions, but rather through a process of mutual goal-setting in which em-
ployee and boss jointly establiSh priorities, targets, and deadlines. The individual. learns what is

. .

expected of him indirectly through this process, rather than, by haying his superior's expectations
spelled out for him in a position description.

o

The evidence is certainly not all in regarding the relative effectiveness of these two apprc;aches,
A great deal inure research needs to be done before I can stand up in fThlit of you or am; other group

.01 administrators and sat', -This approach is the answer to problems of employee performance.-
Yet, if I, were a betting man, I'd have to put my money on Approach R. The results of the/ studies
performed thus far, limited as they are, point in that direction. As Carroll and Tosi point out,

We have ... evaluated the research 7elevant to certain aspects of (ApproaA B), such as
goal-setting, feedback on performance, and'participation. This research supports the idea
that (Approach 13) should result in higher levels of performance than those of management
approaches that do not involve the establishment of performance goals, the priwision of
feedback relevant to performance as it relates to.such goals, and subordinate participation
in the'setting of such goals. (Carroll and Toni, 1973, p. 16)

Further. Approach B makes considerable conceptual sense as well. So far as the improvement of
traits and abilities arc concerned, the day-to-clay guidance of the:boss should provide more directly..
"relevant information for the employee than formally developed classroom procedures. Similarly,
there is little question that intrsic sources of motivation are more potent than their extrinsic

counterparts, if for no other tea: on than the fact that civil service r!..gulationvand union contracts
severlv constrain use of extrinsic factors as means of increasing employee effort. Similarly. there is

little question that the setting of specific concrete goals with firm deadlines fur their accomplishment
can clarify an empl6yee-switi perception tar more completely mid clearly than can the vague listing

.
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of generalities that the typical position description contains. The mutual goal-setting process advo-

cated in Approach B also makes considerable sense, because it provides both a sense of pvrsonal

committment to the goals on the part of the subordinate and also is frequently interpreted as a coin-
pliment, reflecting favorbly on the respect in which the employee is held by his boss.

Yet, despite the evidence in support of d.is type of approach to problems ofymployee perfor-
. mance, there is considerable difficulty on the part of many administrators in making the system work

as well as they winild like. There are several reasons for this, but in nw 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. Specifically, they fall into three traps:

1. They tend to talk primarily in terms of individual traits or characteristics such as.r,.liabilitv,
trustworthiness, cooperativeness and the like. These cons, when-used in a critical manner,

ate. almost certain to generate defensive reactions that hamper communication. Discussion
should be organized about behaviors, rather thanitaits.

M1

They tend to get involved in long-winded debates with the subordinate over what he has

or has not done' in the past. The administrator should use the past performance of the

. employee as a springboard for discussion of the limire. The effective administrator does

not waste time on discussions of the past. What is done is done and Cannot be changed.

Only the future is subject to management control.

3. They often take the position of judge, telling'the individual employee their2Frdict about
his performance. a process which also generates defensive reactions and eiligsoff free

discussion. Th.: superior \should take a problem-solving attitude. rather that cting as

judge.

Taken together. performance-based. objectives provide a major advance over more traditional

methods of dealing with employee performance problems. They provide a means through which an

individual adminiLaator can inure directly and effectively influence the perforMance of his subordi-

ilateS.

r
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An .43veniiesiAr of

Maniagement Systems DevelOpment
By Cecil H. Johnson, Jr.*

Critics of American education often appear to believe that the educational system possesses
modest aspirations and even more modest achievements. Ttis may be ail unjust viewpoint, but it
serves to point.up the fact that the ,ducational system has been provided with incfftctual devices
.fbr planning actiities and reporting accomplishments to the public. The problem is compounded
by a lack of consensus as to what constitutes educational output. With uncertainty surrounding
educational productiviiv, schools have suffered because of problems in designing their programs,
assessing th it performance, a0 developing suitable allocatiVe strategies (or means to determine
how best tt tilize h nited,l iman and non-human resources in the learning process).

What is lacking is a general framework for educational planning that is approptiatv for educa-
tional agencies. Planning is formulating a system-wide pliilosopliv, general gOals, and objectives:
organizing relevant data and determining personnel and space and material reqUirements; examining
alternative procedures and establishing priorities: providing for communications and information
retrieval for the system: analyzing financial resources; evaluating how well objectives are tieing met:

looking Ito thefuture and'reviewing the system continually to ensure that objective... are being refor-

, masted ant that the system is dynamic and innovative rather than static ai'd rigid. If properly con.-
ducted. systematic planning can provide educators witl. a more complete basis for rational choke.

It is a way of attempting to control the future instead of merely reacting to it.1

The Management Process

In his hook, Planning and Control Systems: Framework for Analysis, Robert Anthony views
the managelvit process ass occurring at essentially thre: levels of the organization. His definition of
these levels is 'accomplished byating the general type of management process that occurs there, to

wit: strategic planning, management.controLand operational control.2

A
1Harry J. Hartley. Educational PlanningProgramoini- Budgeting (Englewood Cliffs. New

Jersey: Prentice-Halt; Inc., ..1968)., pp1-3.. ,- 1

;... .,

'Robert N. Anthony, Planning and Control Systems: A Framework for Analysis (Boston:
Division of Research. Graduate Sdiodl of BusinessAdministration. Harvard Univrsity; 19(65).

.

s 'Cecil H. _Johnson, Jr., i is a former program director at The'Cinter for I Ocation al and Technical
Education. Columbus, Ohio.
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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 +fly."

Every organization,organization, formal or informal, by its own nature of being an organization, will have

objectifies. It is essential, especially to formal organizations in education that these objectives be

firmly established, clearly defined, attainable, and communicated throughout the organization. This

is not to say that objectives cannot change. but that they must not be vague. 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 plake.

It channels planning and is indeed a prerequisite. The decision-making process cannot effectively

operate unless it is oriented toward objectives.

Objectives ire not, however, peculiar only to the organization as a whole. There are several

types and levels of objectives. Long-range objectives are, in effect, a statement of where the 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. It follows, therefore, that short-range objectives must support long-range

-11

objectives.

Objective breakdown results in a so-called hierarchy of objectives. Once organizational objec-

tives are established. they can be broken into more operable segments and assigned to sub-units of

the organization. This h -eakclown 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-

workwork for progress analysis.

As stated graiously, objectives provide a framework for planning. Logically, then, planning

is the ne\ step in the management process. Planning; once again,s defined as essentiallY' a process

by which future co..., , s of action are defined, evaluated, and selected with reference to organizational

objectives. As objectiV6 provide a framework for planning, so does planning provide a framework

for control.

As there i4 a hierarchy of objectives, so also must there be a hierarchy of plans. Planning must
per,vade 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 fpam all levels

of the organization become involved in the planning and decision-making process. It seems only
natural to state that an individual will be&mie more involved and interested in that in which he has

taken part in developing.
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The net step in the management process is !:chedtding, which ix essentially "putting the plan

on a calendar." Current planning and control systems such as PERT and CPI einphasize the condi-
tion.of a plan. that is, the network. witittout reference to a schedule. It is only after the completion
of the network/that a schedule of start and completion dates is developed. This does not mean that

time is not applicable to plan development. As a plan is divided into its constitutent parts. time
estimates (duration estimates) are made for each, but start and completion dateig are riot set. The

purpose'behind this technique is to avoid biasing time estimates in favor of cakndar dates. Once
schedules are established and implemented. they become an extension of theiplan for purposes of

control.

Several factors combine to influence sateduling. a few of which will mentioned here. The

availability of resources is probably the single most important factor. Resources in this context
include personnel. both quantity and qualiity (technical ability). money. fitcilities (to include make-

or-buy situations), and time. Time becomies increasingly important when plans have an
completion date. An important point in this situation is to maintain independence between time

estimates and skieduled (assigned) completion dates. Time estimates should be made and then
assigned dates 4pplivd. At this point, if it is seen that the time estimated will result in a time overrun,

replanning muit be done. But this has Illopefully avoided biasing time estimates in favor of assigned

dates.

Other factors influencing schedu ing are the desire for efficient utilization of personnel and

facilities: that is, reducing idle time at d evaluating time estimates tn4de by other personnel to account

for tendencies to either "pad" estima es or to overestimate abilities.

Once a plan is finalized and impllemented, management needs some method for determining if

progress is as planned. To be effectiv' , this control process, must be flexible and dyn.imic. A plan

seldom remains unchanged throughou its implementation. As it changes. the control process must

adapt to it. Completion of the contra process leads back to the first step in the cycle and sets the

stage for another journey through it.
.

. ystems Approach.

I .
The study of organizational activitieslsuch as planning. controlling and evaluating may be called

C

systems analysis, The term systems analyst. has a great number of definitions and should be used

carefullvMt is part of the new generation o .interrelated matiagemetrt-procedures that seek to

enhance organizational rationality. In educAion, a system [ivy be defined asthe sum total of

separate parts working independenRy and in.teraction to achieve previously specified objectives..*

41,
3Bill Loebe4 and Desmond L. Cook. TheVinagement:Process, Operation PEP: A Statewide

Project to Prepark Educational Planners for California, 19611, pp. 1-6:

4Donald R. Miller. :1 System Approach for . olving Educational Problems, Operation PEP: A

Statewide Project to Prepare Educational Planners for California, 1967, p. 3,
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Th 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 system.-5

1. Where are we going and how do we know when we have arrived?

What are the thins that will keep us from where we are going and how do we eliminate
them?

3. What are the major milestones along the way to where we are going?

-I. What sire the "things" that must be done to get to each milestone?

5. 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 its the steps in educational system

analysis.

1. Determine mission objectives and performance requirements.

2. Determine and reconcile constraints.

3. Determine mission profile.

4. Perform functional analysis.

5. Perform task analysis.

6.. Perform methods-means. analysis.

In summary. system analysis should yield, in precise forth, 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.°

6Roger A. Kaufman and Robert E. Corrigan. The Key Steps and Tools of System Analysis as
Applied to Education, Operation PEP: A Statewide Project,to Prepare Educational Planners for

California, 1967. pp. 4445.
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System Analysis Steps

System analysis, in education, can be reduced to four basic tasks consisting of:

1, Mission analysis

2. Functional analysis

3. Taskanalyy.is

4. Method 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 restrictions or limits representing the operational tolerances measuring
acceptable final achievement

3. Performance characteristics and restrictions

System analysis should not only assist in deriving a concise, operationally stated mission 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 requirement for the system analyst

will be to identify constraints that can jeopardize the achievement of the mission objective.

Functional analysis shows what must be done in the order that it must be done. Each top -level

function may be analyzed into constituent lower-level functions and, as the analysis moves

the problems and functions are defined and identified in greater and greater detail. Eackanalysis
step results in the determination of additional performance requirements for that level, allowing the
identification of additional constraints for that level. Thus, at each 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
analysis continues until all are identified for complete problem definition. This''"vertical". analysis
continues until further analysis starts to 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.

Method-means analysis identifies the'total array of methods and mi..ans for meeting the perfor-

mance requirements at successive levels of analysis for each and all functions and tasks. It determines
for each performance requirements or family of performance requirements:.
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What is available.1.

/...:What are the advantages.

3. What are the disadvantages.

Method-meank analysis provides data to be, sed in determining the final methods-means deci-

sions duriiig system synthesis. Upon completion of the total checking between the steps of mission
analysis. functional analysis. and task analysis. the method-means data bank will contain all of the

method-means that cOuld meet the total array of performance requirements )t each and every level

of the system analysis.

in summary, system analysis may be used at each step in system ciliKelopmentany place where
logical problem-solving is relevant. System analysis may be used to deter me what the final product
is to do and/or look like and/or perform, as well as produce the design pr cess for producing the

final system product.

Information System
ti

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 Mission and

progress or lack of progress toward attaining mission objectives. The best way'to identify- realpt9b:
lems is to perform a need assessment or obtain data from a valid need assessment. A n'erd-assewiMent

shoW the discrepancies between what is and what is required. A total array of discrepancies will

.provide data that will allow the selection of the problems with highest priority. Education will
probably never have tharesources to dial with all vf its problems. so it must derive and apply cri-

teria to select those with the greatest urgency or highest criticality from the total array of needs.
-/

MISVE

The Center for Vocational and Technical Education, in response to the expressed need of many
states for an information system for use in both planning and evaluating vocational education pro-
gram:flack efforts. and for meeting reporting requirements. is undertaking the development of a
transportable management ingirmation system for vocational education. Called the Management
Information System for Vocational Education (MISVE), this system is expected to be, an improve -
ment over systems Currently iA use by the states because it operationalizes a core set of goals and
objectives common to most states' priorityplanning, evaluating, and reporting concerns, yet pro-

: vides procedures. guidelines. and software for. adding goals. objectives, and data to.the system to
insure responsiventAs to unique state needs and requirements.
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System Objectives

The primary objective of the Management Information System for Vocational Education is to
provide comprehensive analysis of data essential to education 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 soukce of data for, encouraging inter-
\ agency-based manpower planning efforts. Secondary objectives include: (1) assistance in facilitating

the accountability of vocational-technical education to its clientele, advisory groups, and administra-
tion boards. (2) the provision of data required for U.S. Office of Education (USOE) reporting and
fo.the state-plan for vocational andtechnical education.

. .

0

.
The overall thrust of the MLSVE 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:
tors of vocationaleducation and their planning and evaluation staffs. 'Analyses desired include those
pertaining to man:power requirements, program effectiveness, cost analyses, student characteristics,
student program, preferences and post-schooling mobility patterns. It is intended that these analyses
be packa6c1 into i.epkate feedback reprts Po students, teach'ers, counselors, schools, school district
state agencies, employers, and human resource data banks.

Conceptual Design

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
vocational education system), but will include data from private schools and industrial situations to
the fullest extent practicable. Becnase such comprehensive data collection will involve new levels
of interagency cooperation, this in itself is an expected outcome of the project..nd necessary to its
success.

Conceptually, the system divides into two subsystems (see Figure 1) with the following func-
tions:

1. The Evaluation Subs collect/process and analyze data useful to program admirk
istrators, clients, and potentiarclients. ough initially categorized and collected within
seven data elements, analysis of the data goes bey e mere aggregation of data within
elements to include inter-element analyses.

2. The.Planning Subsystem will provide mechanisms for utilization of information froileithe,
Evaluation Subsystem in the identification of goals and objectives of vocational education
and in identification and analysis of alternative strategies for achievement of these objec-
tives.

a

4#
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Data collected for the Evaluation Subsystem are initially categorized into seven information
elements: .Manpower Supply. Manpower Demand, Underdeveloped 1-k..nan Resources, Student
Followup, Program Cost, Resources Inventory. and Program Characteristics. The information
aggregated and/or analyzed in she Evaluation Subsystem. while useful in itself for reporting.and
accountability purposes. is utilized further in the loin of essential inputs to the Pi:inning Subsystem.
The total system provides mechanisms for utilizing the-evaluative information for setting goals and
objectives, and determining alternative resource alio'cation strategies. Goals and Objectives and- .

Resou,rce Allocation Strategies are the two elements of the Planning Subsystem.

Goals and Objectives

The Goals and Objectives element will provide a mechanism by which management and advisory
group personnel can identify goals and objectives and weight them as to their relative importance.
Coals 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 weighted.
also critical to the selection of alternative, resource allocation strategies.

Resource. Allocicion Strategies

e Resource Allocation Strategies element will provide a set of alternatives consisting of pp-
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 procedural compatibility. Information required to formulate strategies (e.g., relative efficiencies
of alternative vocational education programs, program cost, labor. market requirements. and student
interest) will be supplied by the Evaluation Subsystem.

Manpower Supply

. The Manpower Supply element will collect/analyze and report data pertaining to the projected
output from the vocational education system (including private-schools) classified by the U.S. Office
of Education (USOE) program codes. In addition, other supply data such as apprenticeships will be
collected insofar as such 4.s-feasible. Exemplary data includes breakdown by geographic area, age,
and sex..

6

Manpower Demand

The Manpower Demand element will collect/analyze and report on current and projected oecu-
pational employment. It will.rely basically upon three sources.of information: The U.S. nepartment
Of.Labor's new Occupational Employment Statistics program combined with techniques in Tommorrow's
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Manpower Needs, existing Employment Security information, and follow -up surveys of graduates

and dropouts. It is designed for states that are participating in the Occupational Employment Sta.

tistics (OES) program, which'is envisioned to eventually include all.states.

Underdeveloped Human Resources

The Underdeveloped Human Resources element is intended to collect. analyze, or use data .

that will identify the training needed by persons who are unemployed or underemployed. It will

also include a model for forecasting the needs for vocational training by the total population within

a specified region. by age group, socioeconomic background, and geographic location based on census

data...

Student Follow-Up

1

The Follow-up element will collect/analyz and report itiformation on the post-schoolItgexperi-
ences of graduates and dropouts from vocational programs. Data collecteditvill include information
of former students' occupations and their,relationship to training prograilis, income, geographic
mobility, jolisatisfactions and need for retraining.

Resources Inventory

The Res&trces Inventory element.'aims at compiling an inventory of all physi .1 and human

resources available to decision-makers at local, regional,-and state levels. Included in thisinventory
would be the kinds of data pertaining to current and potential use of-such resources as: (11 staff,

by age group, sex, education qualifications, work experienc .program, awl school, (2) buildings,

(39 equipment, (4) curricular software, and (5) other nonfi .cal resources.

Program Costs

The Cost element will collect/analyze and report the cs;)st basc4for cost -effectiveness analysis-

(useful 4n designing more efficient proirams), 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 co-Sts of specific progrimisi(e.g., the cost of-a nurse's aide ,program per graduate

in a specific.institution) rather than theia.verage state cost for aggregations of occupationAl programs

(e.g., health programs).

(.

Program Characteristics \

Data for the Program Characteristics element will be collected to give administrators a ,.Tear
understanding of the general design of their education system. In addition to traditional service area

74.
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classifications, data willbe collected by U.S. Office of Education program codes on characteristics

such as day versus evening lasses;- institutional versus cooperative modes, and whether or trot the

program. is modular in its format. Included in the program data to be collected, analyzed, and
reported will be such indicators of progratn quality as staff qualifications, advisory cotnitilttee in-.

volvement, degree to which pfanning exists, progratii dUration, special and regular needs being served,

Iirilization of Facilities, out-of-class erferknce provided, utilization of guidance seryiceS.

Each&ement in the evaluation subsystem will yield data that, combines with the yield from

one or more other elements, will result in three levels of data analysis. Figuce 2 indicates the antic-
ipated types of yield from the managemtnt information system. Specifically, the anticipated data
collection would be: (11 s udent enrollment /termination, (2) current occupational employment,
(3) strident 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 projections. (3) student charac-
teristics, (4) projected needs for vocational education, (5).program effectiveness, (6) program cost.

analysis, and (7)- program resource utilization. Level B Analysis would include: ( I) net manpower

requiretne rojections, (2) cost effectiveness of current programs,and (3) population to be
served (reg lar special needs). Level C Analysis would consist of Alternative Resource Alloca-

tion Strategies izing level A and B analyses.

*AP

a
' Instruments Available Now

Means for collecting data for three instruments are available. Instruipentarion is on the State-
Wide Evaluation System, which will provide limited data on: (1) student enrollmenttterminations,
(2) student follow-up. find ',3) program characteristics.

Some of the specific data items provided on student enrollment are: ( I) enrollment sex and

grade level, (2) number of handicapped enrolled in each program. (3) number of socioeconomically
disadvantaged persons enrolled in each program, (4) number with educational deficiencies enrolled,

and (5) number of completims/dropouts placed by placement services.

A representative simple of the specific data items produced on student follow-up are: (I)
percent of persons who soughtfulljtime employment, (2) peicent of persons who sought part-time
employment, (3). specific tide of first full-time job, (4) A- elation of training for first full-time job.
(5) beginning hourly wage for first f1411-time joh,.and (6) relation of training to last job.

Program characteristics sample data yield includes: (1) advisory committee involvement. (2),

:duration of time in weeks to complete each program. (3) numberof courses in each instructional

program, (4) type.. of out-of-class laboratory expviences provided, (5) number of staff vacancies

both current and anticipated for total vocationai program and each individual prograin, and (6)

other agent....:s involved in each instructional program.

75

f

A



011 

LEVELSDF ANALYSIS 

Student Enrollment/ 
1 

Termination 

Student Follow.ttp 

Current Occupatior: 
Employment 

Prelim Characteristics 

Program Cost - 
e 

a 

Resources Inventory 

Student Enrollment/ 

Termination 

Demographic Date 

Orsadvantaged Needs 

.4 

o 

,.. 
Manpower 

soppiy Prniections 

Manpower *emend 

Protections 

, 
Program 

Effectiveness_ 

. Norm Cost 
. 

Analysis 

. 
Program Resource 

Utilization 

Student 

Characteristics ' 

Protected Needs for 
Vocationry Education ' 

9L 

Net Manpower 

Reguirements 

e 

ow 

Cost -Effectiveness 

of Current Proven* 

Population 

tube Served 

( %PAH & Uinta Needs) 

it 

r 



A

Components Under Development
....L.:

Coutp,ments carrently under development include: .(1: Goals and Thjectives..; 2: Resource
Allocation Strategies, (3) Manpower Demand, (4) underdeveloped Human ResSurces, (5) Rosources

.

.,
nventory. (6) Cost. (7) Follow -up', and (8) Mhpower Supply .

Insttumentatiertrand analysis techniques Are presently under development in these eight coM-_. __..
Runts and shoule. be available for pilot testing during 1973. Following field testing and revision
of hese components in 1974, the total management information system should be available.

t

)

:Altho,..gi follow-up and manpower supply are 4 part of the currentlyllvailable"statewide Eval-

uation System, additional instruments will be'developed, including instruments designed to collect

data on: (1) manpower supply from sources other than the public school 'system and i-2) a long.

:term follow-up of program terminees.
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The Tennesee
Management Information System

By William M. Harrison.
.

Gary R. Bice

Wise decisions are based on careful considerations 44 available information. Decisions that
must be made without adequate information because such information does not exist are not unwise,
but are unfortunate.

Administration of.educational programs, whether on the federal, state, or local level, is prima-
rily a decision - making activity. Some decisions are relatiAy 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 information is sketchy or questionable',
and the consequences of such decisions have a major impact on programs and programdevelopment.
Relevant. specific, and up-to-date information can have a significant effect on the general quality of
educational decision-making. Good information helps to make all decision-making easier,.

Making sure that appropriate information readies the right decisiOn-making levels at the right
time is a tremendously important task and, I believe, a vital funciion (if a state division of vocational-
technical education. The Tennessee Management Information System for Vocational Education was
created to meet that need.

We are not naive enough to think that any single system can collect, file, make available, and
r,:trieve all of the minute objective, and sometimes.,ubjvctive, information that has an impact on
decision-making in vocarional-technical education. RRwever, trwre are some major types olimpor-
tant data that can be obtained, filed, and retrieved through a coordinated management information
system.

General Description of T.M.I.§.

The primary purpose oldie Tennessee Management Information System at the present time
is to provide information relative to program planning hneevaluation. Our management informative
system can be des gibed as a cooperative effort of more than 150 tut(inomous local education agencies

Or

Al. Harrison is the assistant state commissionerfor rocational.educatiou in Tennessee.'

Gary I Oliire is the director of the Research Coordinating the state of Terme ssee.
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in the state that conduct vocational :ducation-prOgrirms, The tininagement information systemOs
the dita.based portion ofthe total information sert):io program.of the Tennesee ttesearch Coor-

i.unatanz ,.t nit/iOr Vocational Education.

The management information systetii is a computer-oriented system that makes use%lupito-
date electronic data- processing tethnologv and techniques. In this way it brings to riublic education
in Tennessee some of the benefits Thai have long been availabk to business and industry. This system
makes possible the collectios), filing. and retrieval fu. vast quantities of data that herototOre have
been entirely 'unfeasible for public education administrators.

'
the total management information system envisioned f9r the division of vocationaltechnical

edUcatiCnyincludes the following data files: -ill student inforanation, 2 tear er, supervisor, and
administratorivformation. (3) program evaluation information,. (4) program c st information,
manpower needs information, and (6) census and: related demographic ,information.

Currently. three of these data file, are operating, with atIcast one to be added thi' Year and
others to be added as rapidly as possible. Our sysrem has in operation the .student file, the te,hher,

.
supervisor, and administrator file:nand' the census and detnogriaphic data tiles. This`system utilizes
primarx and,condary data sources for input. A subsystem for compiling and analyzing appropriate
'data andlan output subsystem.thk disseinin'ates information and related data to appropriate decision-

, makers are also included. ; f

Objectives

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

Ay.

1.. To colleci and store as mucli'data ft.:levant to pal lc vocational education programs as
practical consideration will allow

b

s,.

.2. "l' maintain the greatest flexibility bv tot wring and ;toring data on the smallest
" - possible reporting Unit (,a single student .

C-.7L ----r- .

- C.
3. To provide data tabulations for use at the state level as a

#

Whole acid to sine Iler

..administrative units for their use :
,

C..

.4. To dissemit.a taute to local educapial :agencies standard data on their o sii10011

systei

-4 D. -To increase the use of stored data and special analyses to help solve specific probkins

j40
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System Components

As indicated , ar!%:.!. there are several data tiles currently operational in our system, as well as

several in the plannilig :,:ages, The data base currently maintained is described below.

Student Accounting SubTystemt

The student enrollment file contains individual records for each student enrolled in the public
vocational techniCal education program in the sate of Tennessee. The secondary school file contains
recotds on approximately 102,00( students. 26,000 adult students enrolled in adult contract pro-
grams in local school systems, and approximately 25,000 students who are enrolled in area vocational-
techtlical schools and their post-secondary and adult programs. Individual students enrolled in more
than one progranrat 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:
4.

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

r.
'41

Student m lion is collected on mark-sensitive forms filled out by the student under he
direction of'the teacher who reads the process from a step -bv -step, script. The form consists of ne
sheet printed on both sides. Students are initially enrolled in September, witliteacher verificatir
of records and additional student updating occurring in January and May of each year.



Student Follow-Up Subsystem

Having all secondary student enrolled in yoLatioilal technic tl education in public schools in the
l

stUdent accounting subsystem, program completion and job placL molt information is much easier

.to bandl..,. Follow-up infortmtion is also collected on ,hark-sensit've forms. This system uses the
teacher ,1/4 basis for the input. Currently..secondary student follow-up input information is verified

on a sa sis with direct mail out and contact with- the student: in other words, most of the
n

inform. conies from the teacher and not from, the student. rostvsecondary follow-up informa-
tion is obtained directly from the student with a follow-up being tuaked to the student on his birth-

This provides for a continual. year-round process of folloW-up.

Personnel Information Subsyslen1

ThiS'-tile includes personnel records on all persons whose assignments are connected with
vocational- technical-education. at the secondary or adult level. Approximittelv 2.401) personnel re-

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

Persomtel informatiot is also collected on a single-sheet. optical scan form printed on both
sides. Step-by:step instructions are made available to all personnel filling out these forms.

Census and Demographic Data Subsystem

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

access to all !971) census data. These data are available upon request and can be programmed to
provide information and formats needed for planning at the state and local levels.

System Outputs'

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

puts are not used much because' not all of our local decision-makers are vet trashed to use them.

The development of the system began in response to the need to completelUSOE statistical

report forms. Consequently, softie of the system outputs are geared to that nee' . More specifically.
our output includes:

I. All statistical data needed to complete USOE Form No. 3138. (Student enrollments)

2. All statistical data needed to complete USOE Form No. 3139. (Student follow-up)

3. Class rosters by teacher

-82
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Program summaries by school, district. county, region, development district, congressional

district, etc.

5. Follow-up reporl'bv 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, etc.)

.

Strengths and Weaknesses of the

r.

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

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

Weaknesses in the

Since we are dealing Kith 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. n..) stay of demanding the cooperation of local personnel to get accurate input data. In other
words, we simpls cannot require that they have students fill out our optical scan forms.

For our secondary student follow-up system, we presently rely upon the teacher for the 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 spine
specific kinds of data that would be valuable to us that we cannot get from the teacher. For example,

. we can ask the teacher which former students are employed. unemployed, in scho(;I, etc.. 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 for that.

A third-problem that we see, and this would be characteristic of any, new major -development,

is that loraLadministrators, teachers; and other userscif the system output are not.fully able to utilize
the output for management of their programs. The system in itself has not provider! for the profes-
sional deyelopment of its users. Another way of saving this is that the technology frightens some

pe. pie.

A fourth weakness that we see is one related to short-term 'adult courses. Adults, again are not

as familiar with optical scanninglorms..; the new tet hnolbgy) and arc not as accurate to completing

th ains. This. then..causes an inherent weakness in the adult foaow:up phase.
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Strengths of Tennessee's M.I.S.

I hope I haven't left you with the impression that we have only a bundle Of problems, We fuel
that our system does have some important strengths. Briefly, som of those strenghts are:

Low cost per student. Total costs for all input andoutput is running in the neighborhood
of forty-five cents per studeirt for the secondary system.

We have information on a very small reporting unit, the teacher, and with just a little com-

puter programming time, wo can produce about any type of analysis or cross tabulation
that may be needed.

3 The error raw on the input side is between ./ and .2 percent of all records.

For operation, only clerical staff wish periodic support from tedmical staff is needed.
1)eyelopinent of ni..w components, files, etc., required more professional staff.)

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

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

7. We are able to produce accurate statistical data fur completing USOE reports directly

from the computer.

Obviously. there are several othjr strengths and weaknesses that could be discussed, but 1 think

I have hit the major ones here.

Summitry

It is difficult to !iummarive our total M.I.S. because what 1 have giye-n you

cally a summary. Let me close by putting it this way:

1. We use, the individual student and tac-h-e-r record as a base,

7 We use mark-sensitive forms rather than key-punching.

to this point is basic-

3. output from the system is used fors limning, management. and administrative purpose'~:

4. The system is relatively fast, accurate\ and inexpensive. M

5. We have a few problems, but within a we hope to have these moved oyer.to
strength side of the ledger.
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Legislation for Providing Comprehensive
Vocational-Technical Education in Tennessee

The Eighty-Seventh General Assembly I0:tie state of Tennessee meeting in 1971 and 1972,
passed House Joint Resolution No. 190. This resolution directed the Legislative Council Committee
to study vonttional education program s in grades 7-12. It stated, in part: "Be it resolved by the
House of Representatives of the Eighty-Seventh General Assembly, the Senate concurring, that the
Legislative Council Committee is directed to make a study concerning the desirability, feasibility.
and cost of expanding the vocational programs in the public,schools of Tennessee. grades 712."
The Legislative Council Committee was to report its findings to the Eighty-Eighth General Assembly

meeting in 1973.

A subcommitt,e on educational studies was appointed to complete the study. The study resulted
in "Report of the Subcommittee on the Study of Vocational Education Programs in Grades 7-12 to

the Legislative Commir .e..1973." Tli;s mnittee, using the completed study as a basis of recom-
Mendarion, conducted a series of meedngs as a committee and witli Commissioner Benjamin E.
CarmiLitael 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
recommendiltions of the subcommittee ate summarized as follows: 4

1. Introduce career ekploration in tne elementary grades

Initiate at-the seventh and eighth grade -levels: (a) prevocational information and explor-
atory activities, and (brcounseliog at -he tatio of one; unselor with special competence
in coca...1(mA guidance for each 200 stude its I

3. Provide .zit the high s, hoot level (grades 9-12): (a) access to comprehensive vocational

training to every student of each county.of the state, and (b) counseling at .rhe ratio of
one counselor to 200 students

Draw upon business and indestry to determine skill needs, to acquaint students with the
"world of work," and to develop desirable work attitudes and habits

n. Increase student aspirations for noncollege -preparatory occupations

Let us digress long enough to look at the most important findit.,; of the study conducted by
the Legislative Committee. The committee indicates that .6141980 only 20.percent of all jobs will
require :4ollege degree. while 80 percent of high school students-ire taking the curricula geared to
college preparation. Colleke,graduatev are having diffict.Ity in finding jobs, while industry and busi-

ness are unable to find enough skilled workers for their operations.

The final report of the study conducted by the Legislative Committee and the rectunmendations
of the educational subommittee were presented to the Eighty-Eighth G.:neral Assethbly in early 1973.

The legislature Was quick to actin providing.legislation thatwould provide suitable and meaningful
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training for the 80 percent of the students in.Tennessee who will earn their livelihoOd without the
benefit of a baccalaureate degree; This action was tai:en in the form of an act to amend the present
laws coverinevocational education and was passed as House Bill 1203 and Senate Bill 1091. The
salient features of this act are as tollows:

1. It is the legislative intent of the General Assembly of the state of Tennessee that com-
prehensive Yocational.and technical education be made available by the state and local

educational agencies in grades 9-12.

The act provided that-t-lie--State Department of Education during the 1973-74 school

year wuuld,survev each county, including the city and special school districts within.
h) determinethe needed expansion of vocational and technical education programs for
the students of high school and post-high school ages and the most feasible method of
meeting this need, It also specified that such programs would be made accessible to
all high school students and planned to serve at least 50 percent of the students in grades
9-12. beginning with the school year 1973 and being completed by the school year
beginning in September-1977.

3.- The act provided that all capital costs and operating costs of the programs developed
under this legislation would be borne by thetate and that the operation of the...."-

facilities would be by local boards "of education or joint facilities by two or inure
local systeml!

Included also was a requirement fur counseling and prevocational 'courses to be made
available by 1975 in grades 7 and 8 and that the counselors wo ild he in the ratio of
one for each 200 students, with the counselor having special competence in vocational
guidance, including sonic, practical experience.

5. The act provided that after the surveys of ths; 95 counties were cotypleted, county
plans for expansion ould he in accordance with one of the following alternatives:

86

(a) e:olnprehensire High Schools. Facilities will be utilized and/or expanded in school
systems where schools have been consolidated sufficiently to provide comprehensive
iiigh schools for a minimui of about 1.500 students. .

(b) Area 'ocational-Tes-hnicul Schools. Facilities will be utilized and/or expanded
in area vocational-technical-schoois, where properly located, to provide comprehensive

high school vocational treitting.

I'ocational Training Centers. In counties, includinFcity and special school dis-

tricts, with two or more high schools, where students cannot be served under the pro-
visions of item (a) or iterrf(b) of this section, a vocational training centerwill be estab-

lished separate t rom any existing school.

`0$
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(d) Joint Facilitit;si: Where practicable, and where school systems may not be served
,adequately by either,pf the above alternatives, joint facilities may be established and
operated to serve two or more counties and/or.school systems.

The act also provided that planning and implemAtation would include vocational training for
post-high school students who would have access toia1l 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.

s
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section five:

Program Evaluation

in Vocational Education*



.Program Evaluation: Problems, Prereqvisites,
Characteristics, and Implementation

By N. L. tvteCashu

Evaluation andaccorabilitv ariF t%4 of the major concerns of educators today. These con-
cerns Levee:merged as Congress and the pUblic.iiive-demanded evidence of the benefits obtained
from th: ependitures of tax dollars on education.' i\dditi-orall-other sectors of society arc making
their demands for tax dollars and, in effect. are tOrci-ig,, legislators to.appropriate tax funds on a
priority basis. Even within the education community, one can envision keener ceiftypetition for.
these limited resources. As all of these demapds'are made and priorities are established, it iseFA,en-,_.
tial that the education community have the necessary information for use by decision-makers in .

order that the allocation and appropriation of tax dollars ere has equitable as possible.

Program evaluations ire one source of information that decision-makers need to hay.e
to them. However, information on program evaluations alone is insufficient for improved dei;ision-
making in education andAociety Decision-makers are Also influenced by their own philosThical
values. societal pressures, other options available to them, personality traits. etc. These influences
are not ,ubject to contra- howevey. Therefore, evaluation remains the only contfollableripurthat
can be used to improve tdeeison-inakiirg.

,1

The efficacy of evaluation for vocational education programs is gem-rally accepted in principle.
However, the implementation of evaluation in vocational education 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 evaluation is inadequate. to serve pill:. basis for determining..
program effectiveness. Finally, a eotmion definition of evaluation is not widely accepted. For the

arris: ;1-968 kiaiuition-a4A414a444144-is-wiefirT41is-ttefinitiori4s-at L.,Ur

Evaluation is the systematic process of judging the worth. desirability, effectiveness, or
adequacy of something according to definite criteria and purposes. The judgment is
based upon 1 carefulcomparison of observation data with criteria standards. Precise def-
initions of what is to be appraised. clearly stated purposes. specific.standards for the cri-
teria traits, accurate observations anmeasurements. and logical conclusions are hallmarks
01: ali:1 evaluation.

This paper will discuss the several dimensions of program evaluation iii voctional,edusation.
-"Thtse dimensions. include: (1) problems with program evaluation. r. 2.' prerequisites of an evaluation

\* 1Ie(as1in is t - research and lerehInnent speciah.:r.it (Allier for r ocatioihd ,111(1,.

Tee -1 itic aI Lin C t i4.111, 111 ).
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system, (3) desirable characteristics of an evaluation system, and (4) implementing the results of
.., evaluation. ,

Problems with Program Evaluation

Those individuals who have been inC;olved with program evaluation realize that here are cer-

tain problems that seem to be ever-present. It is impbrtant that administrators be aware of and

understand these problems so that they can more effectively work with evaluation efforts. This

__section Will discuss some of the major problems with evaluation. ../t)

Unfortunately, all too often evaluation has the connotation of something bad. This bad con-

notation is pat dy 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-

lem and program personnel have felt threatened by the presence of an evaluator. These attitudes

have resulted ist less thanenthusiastic support of evaluation in practice.

Another problem. is that little attention has been given to the philosophical value systems that

------Tc-7--affest the outcomes of an evaluation. The evaluator. evItiatee, and administrator all have certain

values and-beliefs that enter, either consciously or unconsciously. into the evaluation process. Value

>,conflicts 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 alt:rt to ways of minimizing serious poten-

tial conflicts.

to.

Failure tb specify the use that is to be made of the evaluation-reports is another major problem.

Administrators need to specify the purpose(s) of the evaluation and how it will.be used. There are

at least two major ways in which evaluation results can be 'used in decfsion-makinkfp one_Way,
evalua.tive data are collected :nice and little use is made of these-efforts in improving the prograrn:-------

although the major uses that can be made of this type of evaluation are motivation and measuring

past effinmance. f short dura-

tion

. . .

tion and those not likely to he conducted again. The second way evaluation data can be used is in

improving programs. This method of evaluation is commonly used oh*programs that are ongoing

and to be continued. This type of evaluation is helpful in planning And budgeting future programs.

Clearly, the same type of information is not needed for each of these two methods., Historically.

evaluation has been placed at the end of a program or fiscal year of operation. Many times these

'reports have been available too late for use in influencing programs and budgeting. Failure to dis-

tingaish the use that is to be made of the.evaluation report has often resulted in the wrong type of

information at the wrong time.

Little real incentisfe for conducting good evaluation has been another problem. Both program

personnel and evaluators have indicitted that there is little feedback on the use ant' usefulness cif 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.

92



One could include a number of other problems with evaluation efforts-. /However: the problems
e: pressed should be of sufficient strength and number to indicate the general problems that evalua-
tion efforts have Laced.

'1

a Prerequisites of an Effective Evaltnition System

Many problems considered in the previous sectiyn could have been eliminated or at least re-,
duced if certain conditions had been met. The purpose of thislection is to provide a list of sug-
gestions that should reduce potential problems.

10

O

One of the major prorequ es for c uation systems is that the administrator must understand,
support. and be committed to she v c . of evaluation. Administrators have been known, in some .

areas, to use evaluation only as "winds re sing." In the final analysis. these admims ators dis-
regard evaluation results.and rely on their o n profeaiorial judgment in making declsio'ns hat affect
program operation. In these situations, the esources expended for evaluation are wasted.

.--../7- I`

Once there i commitment to the evaluation concept. another prerequisite is that the adminis-
treor mutt have a well-defined pi,rpose for.conducting the evaluation. Itthe purposes are clearly
understood by administrators. a en rnuT:h of the confusion about evaluation can be prevented.

As a result of establishim, the purpos6 for an evaluation, another prerequisite is,that the admin-
istrator must formulate reali,tic goals-for that effurt. After the goals have been established, the ad-
ministrator must their cov.municate these goals t9.evaluation and program personnel.. Evaluation
and program persInnel are then responsible to devylop clear, operkitional Objectives to accomplish
these goals. This process should insure that the information that is collected and analyzed will be

valit to the original purposeoi stated by the administrator.

Another prerequisite is that administrators must provide a n effective environment for conduct-
ing evaluation. This environment includes: ( I ) role *definition. (2) duties of evaluatcrs. and ;3) or-
ganizational location of evaluation personnel.

.
Fit -he role of the evaluator is a critical issue that needs abtention. Evaluators. like anytatie

else, need to feel iniportant and needed in their job. In this regard. some caution should be taken
to. insure that evaluators are notjult-mumiturs.. If ih-ercle-become monitors, there is an increasing
danger that they will find their job less than chillengiN;And. therefore, unimportant. Additionally.
kitowledge that the results of the(se efforts are useful and being the decision-making pro--..._.
c.:ss important. If tip: evaluation results are not usable to the administrator, crvaluaTors need to
be told-and the type of information needs should'be clarified, or the expertise of the evaluatorsh-ould
be questionel

. -
.

.:,

A sucond prerequisite that administrators need to consider is that evaluation should be the
,

Major. it not only. duty-4 eyalitators. Evaluation personnel should not be viewed as -catch-ails-
,.

for other duties and responsibilities that an administrator may have. Additional rhponsibilities will
. /,-

ii
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reduce the amount of time available to the evaluator and lessen the ,phances that the evaluator will
be able to provide information that will be useful in making decisions about piiSgratti operation.
Ft thermore, the evaluator's rule must be legitimate and not one of being a "yes" person to the ad-

ministrator. The evaluator must have the freedom to be objective and "tell it like it is." if this is

not the case, the resources committed to evaluation are being wasted and should be.utilized on other

4activities.

A third prerequisite that should be discussed is the organizational location of the evaluation

_unit. Throughout the United States, evaluation units aro typically Itpted: (1) within the program
to be evaluated. (2) within a separate unit in the vocational edUcation division, or (3) outside the

vocational education division but within the state department. This author feels that evaluation

should not be located within the prbgram to be evaluated. Location within the program to be eva'

,uated will lessen the credibility and.objectivity of the results. However. directors of vocational
education should have control over the evaluation unit if these efforts are to be usable in decision -

making.making. Therefore, the most desirable location would bewithin the vocational administrative divt-

sion.

A final prerequisite discussed here is.the expertise of the eauation staff'. Evaluators must be'
knoWledgeable about evaluation techniques. They should also be kntiwledgeable about the rowatii
they are to evaluate. However, some proVisionskeuid be made to provide_Approprinte_iobsultation
when needed. Undoubtedly. funds expended to bring in pekohs for short periods of time, to bolster

any spec.ficweaknesses or inadequacies in existing staff, would be a wise investment.

This section has attempted to alert administrators to some of the prerequisites for the de,Plop-

ment of effective evaluation wstems. This list is not complete and.each state department must adapt
these requirements to their own situations. ,

Desirable Characteristics bf an Evaluation System

There are a number of different methods that states use to evaluateitheir vocational ekcation
.programs. Each of theseevaluation systemsllas dertaiii.elorlerits that nuke jt somewhat unique.
These systems include such informational element's as manpower demands, manpower supply.. stu-

dent needs and aspirations. placement atLd fo".ow-Up of graduates, local opinions of their programs,

cost data, enrollment data, etc. Regar Less of the particular evaluation system. however, certain

characteristics are desirable if the system is to be useful and effective. This sectiop will discuss
desirable charil,t,....stics of an evaluation system., -

.. 0. I.,.
The first desirable chapcteristic of an evaluation system is that realistic objectives should be

catformulated. The formulation of these be realisticbjectivhs should and involve both program and, 1... . -
.evaluation ptrsonnel. If there is basic reethent on these trbiecrives, many misunderstandings can

,.

be avoided at a late time. Howeer, it should be noted that mutual objective setting is not a- pan- ----,
r

-acea for licling c nflict. In a practical sense, program people haye to believe in what they are king;
e'valuat -trsoniiel, on the other hand. have to question what vocational education programs ate
doing. "Both of these points must be'reconcikd in conducting the evaluation.

.
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Secondly, a sound basis for measuring oiese objectielimust be established. In some cases,
appropriate Measurement techniques-may already exist. In other cast s, techniques may re-

,

quire modifilation. lh still other cases, Lietelopment of new measurement techniques may be re-

quired. A caveat. is necessa:v : there is often a tendency tti measure those items that are Lasv and
ignore the more difficult ones. For example, information on the number of students completing a
program may be collected when information on the students' job..performance after completing a

program should be included. The objective to be measured should dictate the type of information
to be collected.

A third desirable characteristic of an evaluation system is that of clear and immediate feed-
Nikk. Feedback, in this instance. is considered a two-step process. First, the administrator 'needs td
inform the evaluaturrand/or program personnel on the idequacy of the evaluation results to meet
his decision-making needs. Secondly, the evaluation and program personnel need to provide-int-or-

s to those progran4 from which the data were collected. All too often, evaluation has been. a
i . upward flow of information. However, a two-way flow of information is necessary. people

at a. .,:vels of the education community resist filling out forms and providing data. Some procedures
must be provided to insure that those who compiete the forms understand the reasons for the col-
lection of and use of the information. For example. local schools should have a summary of the in-
formation they submitted returned to them. Perhaps a comparison of their results with the
parable st.'te figure would be helpful. It is also important that the information should be summarized
in a manner easily undetstood and as brief as possible. if the evaluation feedback is viiluininous,
chances are it will be igttored. Certainly. all of the information needed by a state will not be' the same
type of information neelled by a local educational agency, Whenever possible, those requirements
should supplement one Another.

A fourth characteristic is that the information collected by an evaluation system should reflect
the original purpose(s) cif the evaluation. In this regard. planning and budgetary information 'should
be future-oriented. Information on perforn4ce factors and motivation can be present and/or post-
oriented. The major prdblem has been, as sp ci:'ied earlier, that the administrator did not develop
clear purpOses for the evfaluation initially. This results in information that is not relevant to the ad-
ministrator's decision-in king requirements. Given that the4evaluation re,ults are relevant, evalua-
tion teportvshould incl de the negative. as well as the positive, effects of the programs. Evaluation

'results should a:so -nclu e suggestions for potential altetnatiye courses of action for decision-makers.
Additionally, both the a Iyantages and disadvantages of ea h alterriltive 5houtd be specified by the
eval4or. The adminiSt ator must realize that both the alternatives andI advantages and disadvantages
will undoubtedly reflect the biases of the evaluator. Therefore, these mot be interpreted in that'

,,
regard. , /

/
41

Involvement of pt r -onnel interested in, and affecied by. the program to be .evaluated is fifth
characteristic of desirable evaluation system. Many evaluations have encountered problem due to
apparent misunderst.ndings that have arisen due tea the noninvolvement.of personnel. It important

ethatprogram evaluatiOn,r flect iyconcensdus of these personnel on a number of issues. Weiss (1973)
has stated that if evaluation is ri,, be relevant. :Ityse issue;iould include:

mr,
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1.- 'File goals of the program..

.T.11 he; nature of the program se rvice andsany variant:. ,licroot

3. Meas,ures that indicated the e pro ;̀rainprotain in nieering_gc)als
>w

i

4.. Methods ofsclection of participantsnd controls,. 1

, .

..,

5. Allocation.of responsibilities tier 'participant selection. uata collection, descriptions of
program input, etc.

ti
I -.

6. Pfu. edures for resolving disagreements between program and evaluation
. . )

1. e4,
7. T4 decisional purposs the*. evaluation is expected to serve

. Q
Although total agreement on each of these points *ill not remove all the problems. it should

Minimize them.

. A sixth, and final. characteristic to be discussed in this sec*n is that an effective evaluation

syscem must be reasonable in cost. Administrators need to SZ aware of ong)ing evaluation eff(irts
and their cost in order that realistic budgets can be prepared. Ttpicallv, ev duation studies range
from approximately 5-10 percent of the program budgets. As &general rule, the larger the pi)ogram
budget.the sthaller the percent that will be required for-evaluation.- It has nIt been uncommon for

some personnel to think that evaluation can be conducted for:as little as 1 percent (>r less of total
budgets. Personnel costs alone make it extremely difficuh. to conduct meaningful evaluations fur

most program~. at this rate of tundn..;. Again, anything less than a total effort is a waste of resourLe,

There are many factors that, will affect the cost of condutting program evaluation. Adminis-

mains need to examinwhat the purposes for program evaluations are and then insure that the funds

xidgeted for this...lc:06v, alie .

Implementing the Results of Evaluation

Within the past few years, there has been an increasing demand for evidence to indicate the
relative effectiveness or ineffectiveness of various educational programs.. This trend has caused simile

iitiministrators to develop organizational capacities for conducting eva. ILat.on. Other administrators
haver had capacities for evaluatiou within their organization aged have relied upon their services for.

conucting evaluation. Still (Allot- administrators have contracted evaluation -to agenc,

CO group.
I

Regardless of the way in which, evaluation i, :ondn.,...d. the achnini,trator is then faced with

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

direction to tln,se responsible for implementing the results' of evaluation studies. At le, st three nhij(ir



f. factors seem to have relevance it evaluation results are to be used by administrators in decision-

making. These factors , understand the conditions under which the evaluation study

Was conducted. ..2 recognize the limitations of the study. and be certain the conclusions of the

study are appropriate.

First. administrators should understand the conditions under which the evaluation study was

conducted. It is not uncommon for busy administrators to read only the summary and/or conclu-

sions of researcli and evaluation studies. This overview provides the administrator the biisic informa-

, tion needed in decision-making. However, this cursory approach has caused problems for those

individuals who did not fully understand how the study was conducted and-how the conclusions

were reached., in some cases, toe evaluation report has been so lengthy that indiYiduals directed

their .interests` to the results and disregarded the methodology and procedures. In still other cases,

the format of the evaluation reports has not been conducive to easy reading and the methodology

sections were ignored.

Some questions that the administrator*Ould ask about the conditions surrounding an evalua-

tion study includeput are not limited to.

I. 11 hat criteria were used in the evaluation pi ocess?

- Who conducted the evaluation?

3. I Iow was. the information collected?

4. Was a sampling procedi.Tre usevd:'

. 5. What was the response rate?

If ail adminiqtrator asks questions like thew as an evaluation report is reviewed. the decisions Made

as a result.of the report will be more realistic and appropriate.

Recognition of the limitations of the study is a second factor that should be considered if

evaluation results are to he utilized in ducision.nfaking. All evaluation studies should have certain

restrictions stated about rile generalizability of the results. Anyone examining evaluation reports
should seek and/or deterrnifie these restrictions priorto making decisions utilizing information pre-

sented in the evaluation teport: Furthermore, most evaluations are charged to do more than limited

resources make possible. The reviewer of evaluation reports needs to assess that which was eval

uated to determine if realistic priorities were established. Finally, the present methodology of eval

uatiun is often inadequate l(rr providing all <if the information required.

Questions administraturs might...ask that indicate the Innitations ()lithe study include:

1. Were responses obtained from representatives of all those involved in the program?



Were the assumptions listed in tile Study appropriate?

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

4. Were die Inca .uronent tediniques appropriate for the stated objectives?

These questions are not ine.ant to be all those that an administrator should ask about the limitations

ut the study. The individual evaluation study itself will; undoubtedly. raise additional questions.

As long as administrators determine the limitations .of the study. the decision., made as a result l

t he evaluation shou'lef be enhanced.

The third condition that needs attention it evaluation results are to be used in decisionmaking
includes the appropriateness of the coniusions. The..appropriateness of the conclusions is deter
tninecl b% lr.alnining the data that served as the basis for the conclusionsthat were reached. Any
conclusion should be supported .b 'evidence collected during the evaluation stud. Although eval-

uations otp :n contain subjective conclusions. some caution should De emonstrated by the evalua.

don re%iewer in interpreting these conclusions. Conclusions supported cnily by subjective informa-.

'tiOn should be %iewed with skepticism. Few evaluators are able to plan and conduct evaluation

studies with a completek det4lied attitude...and an admil.,stratorneeds to questi4 the framework,
assumptions, criteria, and data that enable the evaluator to make -conclusions. Perhaps evaluation
.studies need labels similar to cigarette packages that state:

Warning: It has been determined that the results of
..

-hisst-uit% ina\-15-e-nligerill. if Interpreted iikorrcitiv.rT

Questions that an administrator -might ask about the conclusions include:

1. V.11V was the study conducted?

Are the conclusions consistent with the original objectives"!

3. Have the pen Sundt biases i)t the evaluator been minimized?

4. What additionld infi mnation would have been helpful in making administrative decisions?

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

ab6ut ti:c Care:ftd q-ucir win pr,,bablo. additifilial quest j(ms

For those concerned with improving vocational education programs. valuation activities seem

to promise at least a partial solution. However, application of evaluation finding, without: 1 : oil

derstanthne; the qA. litions under which the study was made. 2, recognizing the limitations, and
3 beitw cerr.on the :tr appropriate May he t.y ,rat than 11X hi'''.
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Occupational Ed- ication
4a.

Program Evaluation in Nein/ York. State

I
By Robert S. Seckendorf.

It one considers the rout purpose of evaluation, bringing it down to its most elementary level.

evaluation should be the ba,is for decision-making wits respect to the delivery of L;uality educational

services to clients students at whatever level one wishes to consider ;. Delivery of ser-vites is a,cost to

taxpayers, and our respCmsibilitv should concern itself with the wisest and most effective expenku-
.

ture of public funds for the public gbod.

At some time in his annual work k. vele. every state director must prepare and.defend an Amin-

, istrative budget and some must also do the same with requested local assistance expenditures. Ho

many times have you been asked to spell out the effectiveness of specific expenditures. to defend

maintaining certain ;talf positions, to provide explicit information relative to results obtained by

expenditures directed to 1,. And how many times did you wish that you had definitive

data to demonstrate ecntinued 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-

ing? And how many times did you make a "seat of the pants'' judgement based on some.subjectiVe

ati to clear analysis of alternativesolutions? How many times have you asked a

allestion about a proposed expenditure and the justification given was "We have a`big job ahead and

we need the.monev to do it.?

The clinurte at every level indicates that the days of free spending and unlimited supplies of

fax dollars arc quickly coining to an end. Legislators and taxpayers are asking public officials for .

hard justification fur every proposed expenditure. including funds to continue and maintain existing

activities.

Now it may be that this viewpoint on the need for systematic. orgamized, timely evaluation

may b'e 'blown all out of proportion. even running counter to what an educator may believe with

,respect to the purpose of evaluation. '1'0 many of us. the purpose of evaluation should be to mea.

sure the effectiveness and end rnIts of programs. This point of view would stir little argument

until the question is asked, "Results at what cost?"

Wlnle evaluatiori4 occupational education programs is essential for accountability and for
program development and improvem-ent, it is this state director's view that decision-making in

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

'Robrrt S. See krndorl is the assistant state commissionerfor occupational education in Neu.

York.
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Background

r.

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 on the elements of a system. but an

analysis will, in all likelihood, reveal a wide variety of evaluation techniques. In some instances,

evaluation Of a highly structured nature will be devised for a low budget. minor pilot project. while
surface judgements arc made with respect to the extent to which major program goals are Met. In

some instances, an end-of-year report of accomplishments is .d.as an evaluation of a program. and

at other times an on-site visit perfumed by education department personnel becomes the evaluation

of a fafilv extensive program. These are only examples of what can be construed to be -evaluations"

being conducted for the purpose 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 arratigement for evaluating occupational educ 'on.

Quite-frankly, that is about where New York State finds itself at this moment. Rather than

try to describe these partial systems or processes or to relate how weakly the present activities key

against budget (.cisions at all levels, it is the intention of this presentation to describe what New

York State is develoFii.ng now to meet its overall needs and also be able to answer the critical finan-

cial questions.

New York State's of cupational education program is located in 760 public school districts.
seventy-two secondary level area centers operated by intermediate districts (beards of cooperative
educational services), forty coMmunity colleges. six state-operated agricultural and technical col-
leg,es. approximately .300 private occupational schools, and a host of less easily identified agencies,
suCti as hospit:itsanZtAlier institutions as welt as industry used apprenticeship programs.

School districts range in size from more than a million.Students to several with less than 600.
Community colleges have enrolltbents 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 shorthand and typing to large diversified facilities
with more than fifty occupational ch.)ices. Both enrollment in occupational education and total
expenditures have doubled in the past six years.

With a statewide program as diversified and as extensive as tltat described, and with the rapid
"increases in size and structure. system. development outstripped any attempt at the establishment
of an orderly evaluation process. The era of "seat of the pants" evaluation with respect to achieve-

ment objectives and measures of effectiveness prevails. Budget decisions and resource allocations

are ina'de using "experiential" evaluation.

Initial Planning

1......ast year it was decided to stop and take stock of what had been accomplished and what the
situation looked like. About 80 percent of planned Program development was in place. Sufficient
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gum tity was available and it was now time to concentrate on quality. Federal funds have Littlefield
at a constant level of .1 ppro-priations. 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-
uationrocess was unsatisfactory 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 weft: not
specified in measurable terms and cost information wa, either totally lacking or limited in relation
to program purposes.

No decision-niaker, 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 research contractor, the design specifications of an evaluation
system.for New York State were prepared, based on .several guiding principles. These principles
included:

1. Program evaluation takes place at several It eels and should be tailored to the specific
objectives to be achieved at each level.

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

3. Effectiveness of_program operation can be measured in terms of 1iltirnate employment
and should take into consideration continued education beyond the first level of instruc-

4. Total measures of effective.nes§ of instructional programs should be based on long-term
follow-up as op used to analysis of initial employment 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:

i . Permit continuous monitoring and evaluation over time.

'7. 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
fpr preprogramming.
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3. While providing for maximum flexibility. the system sin. old not be burdensome to use

and Lutist he Lost efficient.

6.

.

The database tor evaluataott and nhmitorini.; should be usaPe 1,)1 Other applications.

including required reporting and analysis of data for planning.

The total evaluation system proposed for Nev York _State was one that would proYide all the

data necessar for evaluation at tivitv to take place at the state. regional or lot'al. level.. The system

had. t' contain all data including measurements of instructional akcomplishment in order to do-alf

that was desired..

The imijor elements of the planned reporting, evaluation, and Monitoring SVStetn include the

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

. a student is capable ()final n t aitting information and adding 'information over a hmg peri,n1

of time.
A

3. A system of predic-ling manpower needs in regnins as well as shifts in Ouse needs and at

the saute time providing long-term follow-up of completers of programs.

:3. A system for sorting ont and identifying cost and expenditures at each level, attributable

to achieving specific OhjeCti%

-

---17-7Cdatdata bank consisting hjectt<<c KC etl I t 7 lit p-Cf14-4444444-_,
. .

,lob fur which training is being provided.

5. A curricular design that reds . each program of study for each occupation into short

modules of instruction based o i .easurablZ achievement.

6. A compendium of skills mastery checklists for various occupations keyed to behavioral

objectives and modules of instruction, supported by a criterionreferenced testing scheme

to determine the extent of accoMplishmnt on the part of individual students.

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 orderly and systematic evaluation system that

would encompass defined principles and meet specified objectives.

In view of the fact that the reporting. evaluation, and monitoring system Vas to be student-
..

:whased and the initial point at which the system would.function related to students in programs. it

was decided that the first concentrated effort should be.the development .of a reporting and

1 0.4



intonnatium syNami capable of generating needed information abgu.t programs at the state level.
permit the utilikatiov of the same Wit,' at a regional level for planAing purposes. and. at the same
time. he useful at thelOcal le1,e1 to- n- analysis 11 prograni accomphsinnents as well ,is for, .:ng the
base .on vthicti to build monitoring and evaluation activity.

It was agreed as well that two other activities could be conducted at the same time, since their
development was nut depetdent upon budding a data base in the state. Ihese two activities were a
bank of behavior .,1 objectives keyed to specific occupations and to the modulariza,tion of curriculums
in all of the occuptional areas. Both of these activities are proceeding in an orderly fashion. Pres-
ently, 0;000 behavioral.objectives have been classified and are clearly identified with specific
occupations and work functioLs within occupations. The utilization of the behavioral objectives is
presently being tested in several locations across the state at both the secondary and communitys
college.. level. While use of these behavioral objectives can be made by individual teachers in the
course of their instructional programs without the need for a data base or the other elements of the
evaluation system. this portion of the system ultimately will be built into the overall operation.

In the same wavonodularization of Lurriculqms can b.. utilized independently of an organizes'
monitoring system. On the other hand, the ultimate design of the evaluation and monitoring system
is depe ndent 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, each 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: du.: year )pposd fu file utiti.il ,c111,qcr-41r..14414441--1,44444414.e.rif-At-rt-r-t-iiig

Imconiunction with the development of modules, well of the major occupations within the
agriculture field have been analyzed in order to identif% the skills required to prepare for entrance
into a specific occupation. Whir: it is usual for a student to pursue a specific set of modules in order
to achieve-.preparation for an occupation.. it is also possible for a student to move from one occtipa-
tional area to ilk...other. transferring skills that are basic to anodic, occupation.

o

It is not important within the framework of this presentation to dwell on the details of the
modularization of curriculum. At this time, testing.in the field of agriculture is complete. A sim-
ilar analysis of occupa,tions is being initiated in other fields and development of modularization for ..
all other curriculums will begin soon. Total modularization of all curriculums is projected for three
years hence, at which time it will be possible to tailor an instructional program to the specific career
goal of an individual student. The completion time forthis phase will coincide with a projected
statewide installation date for the total evaluation and Monitoring system. While these two activities
(classification of behavioral objectives and modularization of curriculum) are bQing developed in-
dependently of the main tLirust a , cporting and information system has been developed diat will
meet state requirements for reporting, regional requimments for analysis and planning, and local
reqUirements for monitoring, accountability, and reporting. As the system was generated. addi-
tional applicatitis conceived by local school officials were developed io sev, test areas.

A

c.
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The Information Component

'At this point, it would seem helpful to describe briefly the information system and the way it

operates.

The reporting system has as its base an individual udent record. This record, generated at

the local leel, contains basic information ,:bout the st lent and his characteristicrs, including an,

idectifYing num* 'a social security number where it available, otherwise a unique identifying

number ..-an be.generated by-the s6leinj. In addition, he record contains a code number for the

,student's occupational program. The initial set of characteristics and bits Of information maintained

in the individual'studept rcord'are those required for specific reporting to the Education Depart-

merit. Much Of this same information cad be used for planning purposes at the regional level as well

as for reporting back to local school districts participating in regional programs. Beyond this essen-

tial information, a local district, at its option. can add other data elements, including such'things as

attendance report's, test scores, modules of instruction completed. achievetnent as it relates to be-

havioral objectives and any other information deemed necessat,' or useful by the local agency.
.

Because of the flexibility of the system, data elements beyond those which are squired for state

use Can vary
.
ro n agency to agency. A student record of this naturcis gen-crated for every individual

enrolling in an occupational program' for the first.time. School district, county. and zip code for

place of residenc'e are also included in the record card.

A highly flexible computer soft,v4e package. available exclusively to New York State, is util-

ized to maintain the information on each student in a centralized computer. Input of data from a

local agency can be made by shipping copies of the student records to the centrAl fact y r input,f

___,A.Acuilit_e (Ltd entry terminals can be used to input information directly over telephone line,: All

data are maintained in the computer by the software package in a diiggregated form. An arrange-
,.

ment of this kind permit:, local-, regional-.. or state-level agencies to utilize the information for

find

what-
.

eyer.purpose they no
, necessary and. at the same time, maintain confidentiality with respect to

certain data, County A. for example. cannot extract ciata 4.out students in County B and, at the

same. time. the State Education Department can only extract from the system information of a

basic nature required for its reporting and planning purposes. In other words, the education depart-

went will not be able to monitor the test scores or attendance records of Hdividual students or. for

that matter, all students in a particular agency..

Two key design elements permit complete flexibility on the part of the users of this system.

The first relates to the computer software packageitself. This software system does, not require

preprogramming to extract any information needed at any particular point in time. The second

element relates to the access system itself. The language for accessing information is simple English,
Therefore, it is possible.for any user, within the constraints of confidentiality. to ask any LILICS...011

about a program without concern that there is a program written for that. information. It is a biniple

task to ask the computer to display, as an example. by regions of the state. the number of.tlisadvan-

taged students who have9onapleted a (...rpntry program and have been placed on jobs related to the

occupati( mai program in which they participated. In the same way. a local agency can ask for sim-

ilar information but add au element requesting that for each innpleter an attendance record be

tilSphtVea as well.

1 or,
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These illustrations are used 41 ordv to denronstrate the complete tlexibiliu of the repotting
sv.stem and it) dat.1 base that latertt, use can b; demonstrated with respect to evaluation and

.
monitoring procedures. This repotting slist.e111 beet( tested In tWo major locations. including
Nev York Cit.\ , and is now being installed for use beginning this metnth inuapproximatek onethird
of the agencies I l the state. B September 1974ill ageircies offering occul)ational education.pro.

-grams will be utilizing this tiata system.

should be pointed oat that because the inkidual ,ztudent reporting system is computer
maintainel and utilizes unique identifying numbers for each student, it is possible for the reLeird
be continued beond the secondary level LS' other educational institutions offering ocevational
education prograins..1114.-111dille, L-o1111111.1111tV colleges and adult programs. Whew.' student appears for
enrollment in a k o1111111111Tt% Lollt.ge, it is ,l simple matterdfor that inlitution to'access the ba4... rev
ord., of a student who has completed.a secondary L'\-el program andcontume to additional

n

information about that person. The wibie would hi true for ynneente continuing in tin adult
cation component of the occupational education program atter employment.

NianpoWer Needs and,tThAv 1.1p

.Another stlbsVstelll 111 the ot'etall eVaillation raika.t.ty relates to decislo11111akillg %% id' 1i:spec t
to manpol.ver needs as C1tabliNhing ss stein it long.term folletwup (if Individuals w ht, ci
plete occupational education: programs.

A s% Ntein has been designed that utilizes industrial development information as well as state in_
come tax for day purpose of determining the extent to which cc, taili -occupational area?. are main
taming stability within a particular region or are behig reduced in need. In addition. info:m.16(m can
be generated tell.whetherthere-ls an out-migration of trained persons'from .1 region or whether
indiVidual: are coming into a region from other locations to seek etdployment in a particular occur.'
nonal field. sue h information will he helpful in making decisions regarding the extent to whir 1h ser
vices should be provided in 5.arious parts if the state.

4

A.complete description of this sYste111 would be timc;:consutning. Therefore. 1t is stif fiClent to
report that a sx stem has been designec'. which %%ill permit analysis and assessinent t>t Manp)Wei needs
ail malce dossion, with r4.....pect tr, tApalitiiiig. maintaining. or phasing out specilik,
programs. The system requires a minor legislative. change in order to become operable. but it is
anticipated that this' issue will be settled in the next legislative-session.

)11e (ala* a spe:t al.the ett :h and 111low...qp sk".tetil relates dire( [IN.' to follow-up. At this
time. followup studies .1re difficult at best, titneLunsilining, and III M,111\ ways Unreliable because
of a lack of res,einses, As part i:1 the iiv'erall evaluatient and lipmitoring s% stein, another subset was
deVelor'd that Will lltilile three numbers found 1). ,tii it too sat:item record data syste In maintained.
for occupational education and ;n the state in..onte tas Thc.,c 4ffililbet, ..(n 1,11 1/4et

lumber. elictionar% of upati.gial titles 'LH t, 1- the occupation ot the individual.
od, ,f r. tihrin, die I 1 I

Input yl Nt 1111% art' pie kap. .1 w 11,1.
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andpossibly. to search both the occupationl education, iles ,end. the tax tiles simultaneousk ano ;latch

social security numbers.DOT numbers. ainFzip code numbers. Matching numbers permits noisi4esS,

burdenlessjollow-up of completer, over long periods ofbinc.:. From an evaluation point of yiew.,

lung-term `....)11.pw-up :three years, five Years. or-longer is more sig,nifivant than results ofsa survey of

initial employment. The. use of 'zip code numbers permits mobility studies, as well, to be*instituied

at any time. Ft-tidies of this nature can beinyaluable in planning programs. assessing the imp'act of

programs in specific areas. as well at becoming-part idadoyetall evaluation process; Until theltar-

g,eting and follow-up system is operational. there is available a st...ni-noiseless 1(1110:v-up system built

into the reportitligrsubsYsteni. .
Each local ot regional educational agency can request the co\nputer-,

,printed mailing.aabels precoded with some information for use in a mail surrey of annpleters. Hand-

analysis of returned surveY forms need not be performed: rather.- data elements are added to each

student's file as part of his tiermanent record. At the close of the survev..specific analyses of the

follow-up data can be retrieved in' any form required by the local agency or the state..

Cost Evaldation

One of the major portions of the total.evaluation system relates to cost data.%As indicated

earlier, this is an essential elvinelit and is required to meet the original rationale presented for evalua-

tion programs. While -it is believed that this.is Lineof the most critical elements, the decision was

made to leave its development for a later time. A solid data bas.e and follow-up 'and a monitoring

system that can measure achieVement in instructional prograit s is needed first. Adding the cost

elements will not be a complicated 0i...time-consuming process, again because of the flexibility of

cullipwer softwais used as the foundation for operating the entire sy.:terni

4

Instructional Monitoring
P , , N

With this very brief overview of the elements of an evaluation system. a more detailed descrip-

tion of the monitoring activity is in order.

Monitoring, in this context, is.a method for continuous review of accomplishments during the

teaching-learning process. It permits managers and instructional personnel to individualize the in-

- structional process so that the most effective delivery system is pvided for each student.

Essentially, the prbccss permits periodic (daily if needed) reporting of results of accomplish-

, merits on the part cif students. Inithis way, progress of each student can be checked against his own

career objectiv:. At the same time, program tnatiagers can determine the effectiveness of alternative

met-hods of instruction. assign costs to instructional elements, and determine if budget reallocations

are required. as well as tifinntain cost accounting for periodic evaluation of earlier resource decisions.

The process utililes the bank of behavioral objectives, the modular curriculum units, and skills

checklists described earlier. In 'addition. a key element is the use of criterion-referenced tests based

on.spucific effectiveness measures. In this way. accomplishments on the part of individual students
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.14

arv\deterinined against reqUired skills and Isilti%%ledge perfurIlled i)11 the jut). as opposed to other
IneaSUres sUch as norm refereliced,,tests wlijch might report oil overall accomplishment as a }WI
eelltage id all the material )% eti its a partirtlar ,nurse.

r.

4.

ybjectiT measures of ,r1-c.ripplishnient permits the teacher to determine specific- areas
of weakifess alld Make dekIs1011s abiet recycling a student through all or part of a module of instruc-
thm. orchanging the approach. or usin'.tsorne additional resource or alternate Means of instruction.
EN.ammini; result, of the same.nature for elas-s ;;tulips provides the instructor %vith information suf
fment to anal vre his ow-ti choice of inseructional mode and permits decisions to he m.kle for
Tovemerit ..)f-t he program for future groups.

The basic data system the student int-ormation file ma mains the results of criterton-rOlerenced
tets and other Means tit Jett:711111111W hidivIdUal student 11s11111ellt. Rents dills as length of
time needed k' student, to master speilfai skills or achieve objectives can be included. Data of this
nature permits a varlet% of alIalVses to be ac-c;iplished simpk'k instructing' the computer to tarsi
crate the needed data-.

rile 1% NtCrin i1 IabIC as Well as a ouidance tool to .111i1eiti ueternuning tllq abilities of students
_

at an).- puint u reference to their employability at specific toh levels. liraddition. counselors can
thtr-lata base and results ()t skill master% tests to assist student-, it: making decisions about chang-

ing career V uh the Use of 111(411.11,es. it Is p.ThsibLe to construct anzangements that indicate those

mastered skills transferable to another occupation. Iii a case where a change in occupational goal Is
maP. the student record 1.111 be used I., construct .1 new- se.t of toodulesile_edj...c1 for the new ucLup-
trona! t iitt11t, building on .,ghat has alreack been learned.

Summary-

Millen all of the subsystems are in place. New York will have a comprehensive system for evalu-
ation that can be utilized at the state. regional. or local level for whatever applications are needed

, ,
with respect to evaluathm tIons ...den revel.

C

The systim should be cost efficient. based on initial review of the cost of operating a flexible.
, ..--, .

functions)data a atlakties.

Such a sVstelll will reduce extensively the need for periodic in-depth evaluations of the kind
11.,W performed. It will reduce :Jr eliminate entirely costs associated with maint,iininit records in the
present mode.

l)ata sill he available at all Line, ni"-,T62'trrrtfrne fashion. New data can bf entered at any
tune to revise information air Y. stored. And, of tou*, the frexibilitv of the software pat kage
4vill )1 relit a1, infinite inn 'wt. of outputs.puts.

(4/
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The time fame for full implementation of the system still has two years to go. However, the

end result will outweigh the early time-consuming design and testing phases now being undertaken.

. To return to the initia!position taken with respect to the ultimate purpose of evaluation

determining the cost effectiveness of the occupational education system at every level the sysvem

and approach described ultimately will be of significant benefit to New York State and the future

develtpment and improvement of occupational education. It is only through hard data of the kind

obtairable utilizing a total evaluation system that successes can be used to generate continued and

increased support. At the same time. the willingness to clearly identify weaknesses aid take ai..ion

to correct deficiencies becomes an additional strategy for gaining the resources nere,:sary to meet

long-term objectives.
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section six:

Staff Organization



Kentucky's Staff Organization
for Efficient Management

By Carl F. Lumar

Staff organization and management of the state agency must be closely tied to the statewide
program of vocational education, There must be a clear understanding regarding its orientation and
operation -its underlying philosophy, purpose, goals, objectives, and the decision-making process in-.
volved, Each of these eilegorie's should be fully conceptualized with respect to the neeck of the
people to be served and the people employed to provide the services.iiMy 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 projected changes foreseen in the organization of the state vocational
education agency over the next ten years.

In a studv.of the organization and administrative procedures in other states. fiave not been
Able to find any two states with the same structure. All of thorn operate according to a "State Plan

for the Administration of Vocational Education" which followslh:. same basic guidelines and are
structured along a similar pattern. But the details of their operation vary considerably. I have not

attempted to oompare differences among the states. I 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
*by

Kentucky is oriented to a statewide system 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. I t 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 a4sistant superintendent for vocational education. The organizational structure
of the Bureau of Vocational Education is shown in Figure 1.

The Bureau of Vocational Education is now divided into six divisions that have been organized

largely on the basis of functions to be performed, However, the planning function designed to

'Carl I: Lamar is flu' assistant state sJ4 p4rintendent for vocational education in Kentucky.
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identify program needs, develop curriculums on the basis of the program needs, and determine the

appropriate means of implementing the instructional programs is done primarily on the basis Of

major occupational areas or Categories.

In the planning process. increased attention is being given to the broad scope of occupational
clusters in assigning responsibilities for program development. Yet, we realize that considerable
research. exemplary efforts, and program evaluation must be accomplished before we will be fully

confident in our approach to determine what pattern of program planning will best serve our needs

what clusters of occupations should be included, what should be emphasized at each level of the

educational process. and how the overall curriculum pattern should be structured.

The basic divisions that we now have operating in the bureau are: (1') Interagency Relations,

2: Vocational Program Development. (3) Vocational Program Supporting Services,.(4) Vocational
'Facilities Construction and Maintenance. (5) Fiscal Control and 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 Publications.

The Bureau of VocatiOnal Education in Kentucky relates to institutions of higher education and

,lucal educational agencies through contractual.arrangements. It secures their assistance in providing

certain programs and services through 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. manpowter development. economic development, and institutional

accreditation.

The Burettu of Vocational Education in Kentucky is responsible for all vocational education
-program,. administered under the Vocational Education Amendments of 1968, Appalachian Redevel-
opment Act of 1965. Economic Development Act of 1965, Manpower-DevelOpment and Training
Act of 1962. other manpower programs administered through the State Department of Economic
Security, and all adult education programs administered under the Adult Education Act of 1966.

The Bureau of Vocational Education serves as the state a,gency for the approval of institutions
that offer training under the Veterans Rehabilitation Act of 1966. It isTesponsible to license pri-
vate proprietary schools offering vocational and technical educatiOn programs in the state which are

not under the jurisdiction of other,state licensing boards-

The state of Kentucky h 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 rekoom same as the area development districts. except that area development districts 8 and 9

are combincd to form vocational education region 9,.
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Each vocational education region has a regional staff employed through the Bureau of Voca-

tional Education as state emplOyees. The regional vocational education staffs are directly respon-

sible to the Bureau of Vocational Education in the State Department of Education for the operation

dial adult, vocational, and technical education programs offered in the different vocational educa-

tionsegions under the management and control.of the State Board ,of Education.

: .

Kentucky, basically, supports two kinds of organizational arrangements for adult, vocational,

and technical education that come under the management and control of the State Board of Educa-

tion. It has n system of state-operated vocational-technical schools and area vocational education

centers. They are directly- managed by the Bureau of-Vocational Education, The state vocational-

technical schools are owned, 'financed, and operated by the state. They are established primarily

to serve 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 ready

access to an area vocational education center. We now have fourteen state vocational-technical

schools approved by the State Board of Educ ation. 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

shook in one or more local school districts. The area vocational education centers are established

primarily to serve secondary students during the regular school day. They may serve post-secondary

students and adults in the late afternoons and evenings. We now have sixtv-four area vocational.,

education centers approved by the State Board of Education. Five of these centers are in correc-

tional institutions.

1. Kentucky also supports adult, vocational, and technical education programs on a reimburse-

ment basis Mrough a variety of local educational agencies, including 319 secondary schools in 189

local school districts (A single. school district may have a vf )ca t i() n 1 education department.). thirteen

community colleges in the University of Kentucky System, seven state universities, and one four-
.

year state college. The Bureau of Vocational Education staff. in cooperation with the regional voca-

tional education staffs, provides consultative assistance and supervision for all local educational

agencies that operate reimbursed adult, vocational. an .1 technical education programs.

Philosophy of Vocational Education

In the development of a staff organization for efficient program management. our most signifi-

cant tasks have been to conceptualize a'statewide system of adult, vocational, and technical educa-

tion; determine how it should be meshed into the total educational program of the state; and deter-

untie the other programs or systems with which it needed to cooperate or coordinate its efforts. 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 system which need to be organized

and handled through a process designed to attain certain desired Outputs. The expected outputs are
intended to satisfy the purpose. goals; and objectives of the statewide system. The inputs. processes
applied to the inputs to produce the desired outputs, and the outputs are together intended to pro-
duce a dynamic system of vocational education for the benefit of Kentucky.
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If one is to assess the viability of a vocational education system in order tu irtIptOVe its per-,
formame and the quality of its outputs and to intelligently plan its future course, the relation of
its important ,...ompononts must be c(mtinuously examined as interacting entities or as a unified
whole. The components in such a system constantly interact on.each'other and dictote any tar
reaching changes that need to be made to satisfy the ever-changing purposes of the system. Deci-

sions should be Made to change the,staff organization and the system's structure, revise the curric-
ulum and teaching methods, alter facilities and equipment to satisfy the curriculum changes, reassign
responsibilitieS of staff per.onnel, and adjust educacional programs to satisfy thy needs of individual

students whenever they are justified as a means of improving the effectiveness of the system. Sys-

tems analysis may dictate new program purposes, goals, and objectives that call for changes in the

basic staff organization and management procedures.

We need to look at the internal components of the state vocational education system to Make.

sure that it is properly organizedotaffed, and managed to satisfy the basic purpose for which it was

established. However. it must be clearly understood that the general public -the people -- supplies

therbasic resources by which the system is enabled to function. The vocational education system

must make a significant contribution to the welfare o# society if it can expect to receive th-e public

support which it needs in order to attain its intended purpose. This basic faJt requires a careful

examination -of the inputs.ste process, and the outputs of the system with respect to their external
relationship in meeting the needs of the people. An understanding of the relationship of these as- .

pects of tilt system should reveal the resource limitations :hat impede the system and the factors

that will ultimately determine its productivity in terms of its goals and objectives. This implies that

there is a basic need identify the significant elements that will indicate the probable effectiveness

of the systelll's inputs on the quality of the system's outputs.

It should he clearly understood that the people to be served the students represent the pri--

mary input of the vocational education system. Their proper development is the educational sys-

tem's primary reason for existing. Their attitudes about the school and the program in which they

are enrolled greatly affect the operation of the system*. In the final analysis, the students become

the primary output or product of the educational process. It can be assumed that the general public

will expect the educational experiences provided by the school to bring about a wholesome change

in the lives of the people who have participated. Society has a right to expect the students' 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

lives of the students -in their ability to assume productive roles in the "world of work" and in.other

areas of social responsibility.

It is :also important to recognize that, after the students. teachers constitute the largest and

most important inputs in the total educational system. Teachers are the most expensive inputs.

They play the central role in determining resultsthe value of the educational experiences. Their

cost. as measuracibi student achievement, demand.; close analysis and continuing evaluation. An

important goal of the educational system should always be to hold down costs in relation to.student

achievement so-as to. maximize learning results'. This is the basic challenge to efficient educational

management. This is the real reason why "Staff Organization for Efficient Management" deserves

1 1 7



constant attention by those responsible for "Improving Administrative Activities of State Vocational

Education Agencies."

Vocational education is fundamentally a -teaching-learning process." Teaching is directing

the learning process-the activities of the learner-so as to bring about the maximum amount of
desired learning and a minimum amount of undesired learning. Learning is a self-active process on

the.part of each learner. It is a process by which the individual learner through his own activities

through what he does becomes changed in behavior. Productive behavior or performance of the

individual student is the intended output of the experiential process provided by the school.

This experiential process involves and impacts on the cognitive. affective, and psychomotor

domains of the human organism: They interact and reinforce each other during the learning process.

A soundly conceived and well planned educational program must he based on the significance of

these domains to desirable individual achievement in the socioeconomic environment. As we con-

sider "Staff t )rg,anization for Efficient Management." our basic goal must be the achievement of

success with the "teaching learning process" in vocational. education.

Expansion in the functions of vocational education has led to significant changes in its ba;i-

orientation:- More attention i's r sW being given to the special problems of individuids and groups

who were ignored or neglected during the vcars before passage of the Vocational Education Act
cif 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 he 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. It is becoming accepted by more leaders

in education as a vital part of e4:11 individual's total life career-development that must not be over-

looked or neglected. These itinv horizons for vocational education have placed greater significance

on the social and psychological foundations of education as they relate to vocational education and

life career develoment. What the individual wants to do with his life should he determined through

a well-planned and effectively implemented experiential process- the total educational process. It

should purposefully maximize individual development in terms of one's social and economic inter-

ests. needs, and capabilities.

A shift in the emphasis ofvocational education And a redi#ection in the programs and practices

has resulted in rather extensive changes in organization and management at practically all levels of
operation. There has been a significant shift in emphasis from an orientation on specific occupa-

tional program. areas 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 educational levels and the

need for expanding supporting services.



The changes 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.

Purpose of Vocational Education

The Vocational Education Act of 1963, as amended in 1968, provides an excellent statement
of the purposes of vocational education. As quoted from the. Act:

It is the purpose of this [Act I 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 employment to continue their vocational training on a
full-time basis, so that persons of all ages in all communities of the Statethose in high
school, those' who have completed or discontinued their formal education and are pre-
paring to enter the labor market, those who. have already entered the labor market but
need to upgrade their skills or learn new ones, those with special educational handicaps,
and those in poitsecondary schoolswill have ready access to vocational training or re-
training whiCh is of high quality,which is realistic in the light of actual or anticipated' -
opportunities for gainful employment, and which is suited to their needs; interests, and
ability to benefit from such training.

This Act clearly indicates that the purpose of vocational education is to prepare persons of all
ages who are preparing to enter the labor market or who 'lave already entered the 1! bor market for
vocational training or retraining that is of high quality, and that is realistic in the light of actual or
anticipated opportunities for gainful employment.

.

and Objectives of Vocations Edurvon

Basically, the goal of vocational edtrtation is the preparation of persons of, all ages in all com-
munities o`f the state for gainful employment so they can attain self-fulfillment as productive indi-
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 its. leader -.
ship, planning. and adminisqation, the statewide system of vocational education will serve the occu-
pational education needs of all the people. It is intended that people throughout the state will have
ready access to high quality vocional instruction that is realistic in the light of actual or anticipated
opportunities for gainftil employmen The planning will be done to provide instructional programs
and services that are suited to the,peopleeds, interests,, and abilities. Occupational competence
of each individual is the expected objective. Rrombtion of the work ethic through the vocational
education system is emphasized to convey to eaNCh individual the challenges and opportunities open
to him. Provisions will be made for each.individuai'to adequately prepare himself for the occupa-

n or career of his choice. This will be reinforced wit i rovisions for continuing training or

N
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retraining as the need arises so that occupational competence miCe be achieved and maintained. Thus,

the significant objectives that have been identified for attainment in vocational education arc to:

I. Understand the contribution of occupations to the welfare of each individual and to j

societ
_ -

Understand the variety of career orpoifti nities available to each individual,

3, Provide adequate opportunities for acquiring appropriate occupational skills for job entry

and maintenance 1w persons of-all ages in all communities of the state,

4. Cope with changi: g occupational requirements acid demands on a continuing basis.

Principles of Operation

The basis for planning,, developing, and implementing a'sZ,i'dml statewide SVStelll of vocational

education in Kentucky is the sincere belief that there lutist be mutual understanding, cooperation,
coordination, and financial support from fle federal, state, and local levels of govern.oent if desirable

results can be expected. It is believed that vocational education must be a national concern and

,responsibilit expressed by federal leadership, technical assistance, and financial support: a state

function and responsibility expressed by state leadership, plaiming, administration, and financial

support:And a local operation expressed by local financial support, effective program planning,

program cievelopmeta. and the implementation of a sound comprehensive instructional:program.

.1 he progratti shocild be based on the needs .(if the people and the manpower requirements of the

lab( n- market and reinforced'ibv the essential program supporting services and the assistance of an

ac tive a ory committee composed of lay citizens.

The basis of a sound statewide program of vocational education is a soundly conceived, well-

pl,tnned, and effectively implemented c(unprehensive vocational education program in each local

community throughout tilt-stale. Such a program. needs leadership, guidance, and technical assis-

tance from the state vocational education agency, institutions of higher education, and other related

institutions, organizations, and agencies with muttail intercIsts.

A comprehensive local vocational education program has a:. its base a sound instructional pro-

gram that is managed-to satIsiv current occupatipnal demands for manpower and the vocational

education needs of the pe(ple. Such a program needs the services of a full-time director and a com-

petent staff capable of providing such essential ancillary services as: short-term and long-range pro-

- gram planning; operational research and related activities; curriculum development: vocational

guidance services; in-service personnel development: exemplary or innovative program activities:

facilities planning and m.%intenance; personnel recruitment. placement, and follow -up: and program

evaluation. Stith a staff needs to .be organized to work as a team in carrying out these functions and

to provide viable local leadership in carrying out an Ofectiye program.
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If a 'well:rounded and competent local vocational education staff 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 competencie's needed to properly function. in a compre-
hensive prograin at4he local level. This challenge is expressed in the Vocational Education Amend-
ments of 1,968. 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, oif&s a com-
prehensive program of vocational education with adequate supporting services and disci -
.plines such as education administration z,,',iance and counseling, research, and curriculum
-development: (2) such program is designed to further substantially the objective of im-
proving vocational education through providing opportunities for graduatF training of vo-
cational education teachers, supervisors, and administrators, and of university level voca-
tional teacher educators and researchers .

Improvement to get a well-balanced comprehensive vocational education program implemented
at ihe 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. agencies now have their greatest challenge. Effective programs at the higher education level
are vital to the success of programs offered by local educational agencies. Competent personnel are
essential to the success of local vocational education programs. Much of their orientation; basic
development, and commitment to professional excellence are acquired in their preservice vocational

, -

training secured in institutions of higher education.

Chinges that ha! Occurred in the Organizational Structure

The organization of the Bureau of Vocational. Education has been grlidually changing in its
orientation and organizational structure during the paSt decade. Since passage of the Vocationar
Education Act of 1963, it has been reorganized three .times. The changes have occurred because of
a shift in the emphasis of vocational education, addition of new responsibilities assigned to the bureau,
and expanded programs and services assumed by the bureau.

The initial reorganization was due primarily to the changed emphasis placed on vocational edu-
cation in the new federal legislation and the new provisions in the State Plan for the Administration
ofAkoemigttal-Eilacation.- The change ire emphasis fromprimary attention on specific--oteopational---
areas-to primary attention on special program functions and expanded support for vocational edii.
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 prograins and services to local educational agencies.

. The Bureau of Vocational Education was reorganiied 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.
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Basically. the Bureau of Vocational EthicAtion is organized into divisions. and the divisions-are

organized into units. The units are organized on the basis_)as.s o: specific occupational areas and program

functions; To date. we have not been able ttimceptualize a delivery system fur implententing

adult. vocational, and technical education programs and services in local educational agencies that

would be inure effective than doing it thioug14..tIve occupational program areas, such as, agriculture.

business and office. marketing and distribution, health occupations. home economics, industrial

occupations, public service occupations, and practical arts.. The primary emphasis on practical arts

is .tt the' middle school or junior high school level .,usually in grades 7. 8. and 9). The practical arts

are organized on the basis of occupational clusters. The curriculum emphasis for the practical arts

is on: ;1; introduction to the economic system and its structure. (2) orientation to the different

occupational.clusters in the economic system, and (3) exploration of the occupational clusters which

are of interest ;.o the students with appropriate opportunities for hands-on experiences. It is desired

that these experiences in the practical arts will lead to special or specific occupational preparation

program!,

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

~ions arc organized to asunie responsibility for the implementation of the variouZ vocational educa-

tion functions provided for in the State Plan for the Administration of Vocational Education-

The staff in the Bureau cat Vocational Education is organized so that it can relate to the insti:

tutions of hitcher education and. through the regional vocational education staffs, to the local educa-

tional agencies on a collegial or pluralistic basis in carrying out the ir assigned responsibilities. Ba-

this is done through the division structure and in terms of functions to be performed.

I'', properly relate the different program fitnctions to be carried out with the different occupa-

tional rug am areas, we'haye developed an organizational structure within the bureau that has all

professional personnel assigned to task forces. The task forces have the responsibility for planning

and developing the various functions of the state program of vocational education. The functions

are largely implemented through the appropriate occupational program areas. The task forces are

organized so that personnel from the different divisions in the bureau and from the different occupa-

tional program areas are represented oti a given task force so they can help plan and develop the

particular function assigned to the task force. It is the responsibility of the task force to determine

how the function is to he developed, who is to implement it. and who will be responsible to monitor

the ongoing program. The representative from a given occupational program area who is working

wide a particular task "fOrce has the rtAponsibility to keep the personnel iffliis unit properly informed

,f actions taken by the task force. He also has clie responsibility to assume the leadernhip role in

getting thy people in his unit organized to appropriately carry out this particular function as it per
.

Cairns to this particular occupational area. The pattern for organizing the *ask forces Co plan. develop,

and implement the various functions in rotational education is shown in Figure 2.

Projected Chcanges Anticipated iu the Organizational Structure

In Kentucky. we have been experimenting with several exemplary programs and projects during

the past decade in an attempt to develop the kind of a vocational education system that would
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- a effectively serve rule occupational education needs of the people and the manpower rtbquirements.of

the labor market.1/4e have attempted to organize the vocational education program so that it would

be a viable force in improving existing industries and attracting new industries so as to.improve the,

economy of the state and thereby enhance the L;mployment opportunitigs for the people. Tla record

will show that significant p.rjgress has been made in these endeavors.

..

We have recognized that a sound comprehensive vocational educ. ion stem 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 essential sup-

%sporting components and services.

Our efforts }lave included .cooperative activities with many other organizations. agencies, and
institntions. We are convinced that practically all of these experienceshave bear highly beneficial

to the program of vocational education in Kentucky. Wx are not completely satisfied with our

accomplislMents. but we feel confident that we are now at the thresh of pulling things together

so we can have an effective and effiLient management system fora weld organized state program "o,f

vocational education,

Stace g6vernment iti Kentucky has been studying the feasibility of making.certain basic changes

in its organizational seru;:ture for more than four years. The possible change&ould involve the

State-Department of gducaticin and the Bureau of Vocational Education. The basic purposes of

the rtkommended changes are to ccirjsolidat 'Ice functions and services so as to improve'efficiency

and effectiveness of-state agencies in prpviding t c essential programs and services to the people. .

Emphasis is bei4; placed on "management for res ts. The intention is,00 eliminate duplication of

efforts and waste in.providing an effective management by objectives system that will be sound front

a cost-benefit point ulyiew--onhereby stategovernment can be held more accountable to the

general public for programs and sem/Ives it h- as promised to deliver.
r

Stite goYernment is moving tci organize all state agencies.on the basis of management by ob-

jectives. To implement this conce pt. we ace now in.the.ptocess of developing the basic componpfits

requiredlo'support such a system. The Bureau of Vocational kducation irk the State Depart7ent

of Edticatibn has been designated as one or the units within ' systerno develop a manage-
,

ment by objectives system fcif thegate grogram of vocational eduCation. it is expected/hat some

of the components to be developed,by the bureau will also support other'bureaus in th'e Stars.: Depart-

ment of Education and other agencie4 of state govermbent. P

In our efforts to conjeptualize, develop, and implement a viable mans genient by objectives

sy4tem that would satisfy the needs of the statewide system of vocational education, we have souglit

technical a!tsistance, financial support. and cooperation from all possible sciurces where we thought

promising exemplary programs were being conducted and expeitise would be available to reinforce

our effects. We believed that such assistance would possibly accelerate the 6,111 implementation of

the system chit we have ,onceptualized:
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Stevenson has defined management by objectives in terms that explain rather clearly -the ideas

we areattemptiwg to conceptualize and implement in Kentucky. He has said:

Manage Tent by Objectives is a system which enables 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 mechanism whereby an organization may
concentrate its efforts upon a set of priorities which have been mutually determined and
broadly accepted. This system allows every individual in he organization regardless of
level and responsibility to know what is expected of him. where he may look tor gnidance
and assistance, and who he is expected to coordinate with in his work. The system pro-
vides for the progressof the organization toward certain goals and keeps disrupti,in due
to bcith outside andinside changes to a minimum.1

It is believed that a sound management by objectives syqem that is properly implemented will

.provide for accountability by the state agency, supporting institutions, agencies, and organizations,
and individuals in the attainment of organizational goals and to,eet.ves.

itst,
As we view management by objectives, it is a system where managers at all levels of operation

assist their subordinates in planning their work, meeting their objectives, and reviewing their per-

formanLe so they may achieve opefrnum results from their efforts. In following this practice, they
will assist in the accomplishment of the overall goals and objectives of the organizatin.

The Bureau of Vocational Education has been involved in several ex,mplary projects during
the past few years, striving to develop the essential components needed to support an effective .

. organi7ation for managing.the administrative tasks assigned to the' bureau. As we now view it, man-
agement by objective, is the approach that we want to t..k.e in managing the state vocational eduCa-
tion agency in Kentucky. It gives each program manager ini I agency responsibility for planning
on the basis of goals and objectives, administr.:tion of programs, services, and activities required to
attain his goals and objectives, and leadership in seeing that subordinates are properly oriented;
trained, and managed to carry out th:ir assigned functions.

At trtie cone of the total orpnization are the administrative tasks that must be performed in
rder to carry o$ut the purpose of the organization. In vocational education, we have identified

these tasks to be:

1. Effective communication.. within the bureau, between the bureau and the. operating
'unit!, within the statewide system and between vocational education and other organiza-
tions with which it needs to maintaM gopd.working relations

Staff perspnnel development for all personnel in the bureau, and in all other operating
units within the statewide system of vocational education designed to produce appro-
priate understanding, commitmentt,drid competencies in all employees

114illiant W. Stevenson. -Foreword,- in .1/anagpinent by (. il)icetirt.:
Sus-an K. Levrenz, et al. 'Stillwater. (Alahorna: State Deprtint..nt tit Education. Jttiary 19; ;:.
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3. Curriculum development and instruction for all programs and services to be offered

4. Facilities planning, constructln. and maintenance to accommodate- the statewide system

of vocational education

5. Student personnel services

6. Business tphinagenient, including program budgetingefinancial accounting. and fiscal

control

7. Program supporting services, such as problem definition, operational research, program

t evaluation, and a management information system

If management by objectives is to facilitate the implementation'of a sound teaching-learning

process in vocational education, it is essential that she. major administrative tasks be properly planned

and implemented. There needs to be developed a re4nforcing relationship among the administrative

tasks that is well-understood and supported by each program nwnager. The proper organization of

the different administrative tasks into operational areas should bring a desired order ,and cohesive-

ncss to the vocational education system that will prove beneficial to the entire staff through its man-.

agetnerit capability and to the students enrolled in the program.

At the center of the process of management by objectives are people. ideas. and things. They

are the basic components of the organization with which the managers must work. People create

the need for leadership, ideas create the need for conceptual thinking and planning. and things.

create the need for administration. The management process involves three basic functions. They

are problem identification and analysis, decision-making, and communications However, there are

other functions that must be performed in the ,management process. They are planning. -organizing.

staffing. directing. coordinating, and budgeting. The manager must strive at all times to sense the

pulse.of his organization and take appropriate action to keep it dynamic in working toward itsgoals

and objectives. To do this, he needs certain basics management tools at his command. When he has

them properly organized and functioning. he has a viable system. He has an efficient staff organiza-

tion and an effective management process.

In Kentucky, the Bureau of Vocational Education is in the process of developing these com-

ponents of its management system;

.-1. l-Eciucation Resources bevelopment Unit. This unit will be responsible for operational

research, program planning. exemplary programs, program evaluation, and information

dissemination. This unit has the major responsibility for providing the leadership in

getting developed the goals and objectives for the bureau and for the state progrim of

vocational education. This is being done by involving the entire staff in the process.

Basically, the "Delphi Techniqu;" 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 in the state system.
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Each operational unit is being trained in the use of the Program Evaluation Review Tech-

nique (PERT) in program planning, allocation of resources, and program implementation.

Occupational Information Collection and 1. 'tilization 1. 'nit. This unit has the major respon-

sibility to develop and operate a management information system for the benefit of the

bureau and all local educational agencies required to produce an annual and long-range

program plan for vocational education. The unit will produce and maintain an up-to-date

-Manpoi.yt r and Occupational Information Handbook" for each county.in the state .and

for the state as a whole. it will include manpower demand, manpower supply. educational

resources, and student. enrollment, placement, and follow-up information.

3. Fiscal Control anil Financial Acccunting t 'nit. This unit has the major responsibility to

coordinate the development of a program budget for vocational education in the State
Depariment.of Education. All divisions and units in the bureau will be involved in this

operation. The programming, planning, budgeting system concept will be followed in

producing the annual and biennial vocational education budgets for the state program.

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 Sin-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 developed a statewide plan for personnel development.

5. Progra Development. This function will be largely carried out through the program
development, interagency relations, facilities construction and maintenance, program

supporting services, and program management divisions. This will require cooperation

and coordination by the directors of these divisions to get an effective job done. Each

of these divisions has a significant contribution to make to program development. They

are expected to maintain,a collegial or pluralistic relationship in performing their assigned

responsibilities.

6. Program ManagementbvcObjectives. The assistant superintendent for vocational educa-
tion plans to use the directors of divisions in the Bureau of Vocational Education as a
coordinating committee to provide the leadership in organizing and implementing the
management by objectives system in the bureau and in'all vocational education regions

of the stare.

It is 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.
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An effective staff organization and efficient tnanagement process should accomplish these basic

functions:

1. Identify and influence the formulation of appropriate policies. goals. and objectives fur

the organization.

2. Stimulate and direct the develcipment of programs and services designed to achieve the

purpose, goal s. and objectives.

3. Organize and coordinate those responsible for planning. developing. and implementitrs

the prograips and servicN, that are essential in attaining the goals and objectives of the

organization...

4. Secure and manage the resources needed to support the organization and its programs

and services. -
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Florida's Staff Organization
for Effective Management

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.

1. Philosophy and Objectives Underlying the Organizational Structure

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

Both the commissioner of education and the State Board of Education are 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 management and operation of the state's system of education.

To aid the commissioner and State Board, the state legislature authorized staff for them and

established by statute four operating divisions within the Department of Education:

1. Division of Elementary and Secondary Education

2. Division of Vocational Education

3. Division* of Community Colleges

4. Division of Universities

Each division'isorganized to fulfill its mission in terms' of the state system of education in
coordination with the'_drber 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:

1. Program- oriental rather titan institutimhilly.oriented, being organised to servo programs

at all levels and in all typers of institutions
.

2. Organized in accordance with major functions with due regard for span of control, i.e..

planning. program supervision, program services.. research and evaluation, general admin

istratiun and State Advisory Council

Organized to maintain the integrity and expertise of the staff of major programs, such as

agriculture, business .and distribution, with coordination provided at the bureau chiefs'

level, within bureaus and within regional offices to accomplish a total program of voca-

tional education and adult general education

Organized to provide consultative services immediately available to local educational

agencies by decentralizing division services into five regions

Arranged so that each regional office serves a major labor market area and is in a.position

to coordinate program development by school'dist.-rcts 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 identify improved practices and ways to disseminate

and diffuse them

II. Present Programs, Organization and Staffing

A. Programs. The Division of Vocational. Technical, and Adult Education is responsible for

the following programs conducted primarily by sixty-seven school boards and twenty-eight junior

college boards of trustees as well as the ancillary services in support of them.

1. Comprehensive Vocational Education Program for Career Development consisting of

offerings in:

a. Orientation to the World of Work
b. Prevocational Education

.c. Pretechnical Education
d. Agricultural Education
e. Business Education
f. Distributive Education
g. Mversificd Occupations Education
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h. Health Occupations Education
i. Home Economics Education

J. industrial Arts Education
k. Industrial Education
I. Related Instruction for Apprentices
m. Technical Education
n. `Vocational Education Youth Organizations

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

a. Introduction to the World-of Work, Grades 1-6
b. :)ccupational 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, consisting of:

a. Elementary Education for Adults
b. Secondary Education for Adults

..c. Community Service Education for AdultN
d. Adult Basic Education (Federal)
e. Civil Defense Education (Federal).

High School
Adult

1. Adult Migrant and Seasonal Farm Worker Education (Federal)

4. Ancillary and Support Services including:

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

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

1. Vocational Improvement Fund
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Programs and services are, provided for students at the following levels: elementary, middle

Ind junior high school, senioriligh school. poq-secondary and adult.

Target groups served include regular. disadvantaged and handicapped students.

B. Organization. The State Board of Education is the chief policv-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.educationand 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, an). provide nec-

essary administration required by any federal programs.

Through the Department cif 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.**

As the result of the breadth of responsibilities assigned to it. the Division of Vocational, Tech-

nical. old 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 organized into six major functions for operating purposes:

1. Division Administratidn
2. Bureau of Vocational Planning

3. Bureau of Vocational and Adult r rograms

4. Bureau of Vocational Research and Evaluation

5. Bureau of Vocational Program Serviced 4

6. State Advisory Council for' Vocational and Technical Education.

The responsibilities of each are:

1. Division Administration

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

The responsibilities of this bureau concern:

a. Directing major planning activities within the division, including PPBS and coot--
dinating division planning with,other divisions of the Department of Education and

State Government
b. Planning, development, and construction of area vocational-technical center aril

area vocational education school facilities
c. Coordinating with the Division of Elementary and Secondary Education staff assis-

tance to school districts in comprehensive educational planning

Bureau of Vocational and Adult Programs cs.

The principal responsibility of this bureau is that of effecting a coordinated and inter-
related statewide program of vocational, technical, and adult education, including program
articulation .at all instructional levels involving all types of public educational institutions.
Within this bureau fall the Sections and Area Offices, which deal with the administration
of programs and the provision of program consultative services to districts.

4. Bureau of Vocational Research and Evalu,ation

This bureau is concerned with:

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 bureau fall the design and evaluation of exemplary projectseprojects related to

career education, and the Research Coordinating Unit.

. Bureau.of Vocational Program Services vPerri°

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 services,, information systems, teacher education,
staff development, vocational guidance, occupational specialist training, materials deyslop-

rnent, preparation of reports, and development and revision of the State Plan and other
special services as may be assigned.

6. 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

Nan for Vocational Education and.policy matters arising in its administration

Advisib.
... .

ng the State Board fos Vocational Education on the preparation of long; g-range
.

e and annual progran\ plans ....
c. Evaluating annually the statewide vocatioral and technical education programs 4

d. Preparing and submitting through the State Board for Vocational Education to the

U.S. Colnmissioner of EdUcation and theNatipnaniAdvi`sory Councilan annual eval-
.

. uation report.
(/'

The organization of the division emphasizes effective and efficient services to local districts

.thrOugh the decentralization of supervisory services.

'Although the division headquarters is located in Tallahassee. the state is divided into five regions

approximating major labor marked areas with area offiees'in Ta'lahassee, Gainesville. Orlando. Tampa.

and Boca Raton. Each Piogtam Operating Section of the division has area supervisors assigned to

these offices under'the direction of an area program coordinator. By living in the region and working

out of the area office a supervisor can provide more effective, efficient and rapid consultative services

either as an individual or member of a team to the educational leaders in local districts.

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

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

C. Staffing. Part 11-A of tin's- memorandum lists the variety of programs and services for which

the Div'ision of Vocational. Technical, and Adult Education is responsible. The following assignment

of 'authorized FTE positions is in support of them:

Organizational Unit

Nu. o FTE Positions
Staff

\,
Clerical

1. Division Administration 7 10 17
4.

2 Bureau of Vocational Planning 4 2 6

3. Bureau of.Vocational and Adult Programs

a. Office of Bureau Chief 4 3 7

b. Adult and Veteran Education 20 10.5 30.5
(Continued)
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Organizational Unit

:

.c. Agricultural Education
d. Business. Education
e. Distributive Education
f. Home Econoinics Education

c g. Industrial Educitioi:
h. Manpower Development Training
i. Diversified Occupations
j. Technical and Health

Occupations Education
k. Area Offices*

Area I
Area II

. Area 111

Area IV
Area V

I Total of Bureau

4. Bureau of Vocationil Research and
Evaluation

5. Bureau cif Vocational Program Services

6. State Advisory Council for Vocational
and Technical Education

DIVISION TOTAL

e.

No. of FTE Positions
Staff Clerical Total

.
..

8 3 11

6 2 8

5 2 7

10 5 - 15

16 6 22
8 8 ,16
4 2 6

11 3 14 - -

1 2 3

1 1 2

1 2 3

1 2 3

1 3 c. 4

'97 54.5 151.5
s

O

3 3 6

6 5
O.

1 3

119 75.5 194.5

NOTE: The figures for each area office represent the area program coordinator and secretarial as-
sistance, In addition, representatives from each program are assigned to these offices. Of the-151.5
FTE positions (97 staff and 54.5 clerical) in the Bureau of Vocational and Adult Programs, 59 FTE
positions (49 staff and 10 clerical) are assigned to area offices.

Ill. 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 indivpal program sections with all administrators reporting to the division director
to the present organization based upon funci.lons and corresponding bureaus and offices.
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A series of changes took place in an orderly fashion with the involvement of the total staff of
the division.

0

A signifi ant contribution to thiy. effort came from a study conducted by the Oregon Center
tor Research and Development in State Leadership.

During the fall of 1968. Florida was accepted as one of five pilot states to engage in a study of
the structure at state level fur vocational education and in the capability of such a structure to meet-.
the demands for change in this important field of education resulting from the Vocational Educ'ation
Amendments of 1968 and other federal legislation. These studies were conducted by the Center for
Research and Development in State Educaticin Leadership, Teaching Research Division, Oregot?State
System of Higher Education, Monmouth, Oregon, through contract.with the U.S. Office of Educa-

tion. The study began December 16, 196g.
.

In the study involved a self-analysis by the total division staff following criteria ful-nislied...
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 Adult Education to study firsthand its organization and operation,

S'
I, '.

i
..

The recommendations of the Oregon Center"for Research and Development in State Leadership
have provided the division with significant guidelines in its reorganization.

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

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

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

1. More responsive to and responsible for improved policy at the federal. state. and local

levels .

More involved in educational renewal, the process whereby the goals and objectives of
education are,continually 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 viable and will adaptio
changing emphases as Florida moves into and through the next decade.
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..t. 1

Indiana's Staff Organization
for Effective Management.

Don K. cientr..

cSeveral major changes have taken plac in the administration ut vocational education in Indiana
du t))18 the 1960's and early 1970's . a new State Illard of Vocational and Technical Education. a new
statesupported technical college. a new State Advisory Council. a new Higher Education Commission.
and development of all area vocational school .system. just to name a few. The ideas presented
in this paper are not intended to be new. but are a combin4ion of good management practices that
have worked in Indiana for the past three years.

in the late 1960'5. the Division of Vocational Education was inflextible, regulatory in nature.
and used a traditional approach to administration of vocational education programs. there was very

Tittle coma,* with other segments of education, and each of the six program areas opii-ated as ;Anton.
tiomous diNisions within a division. More than seventy-five report forms were used in asking local
educational agencies to report necessary data for program management.

O

.

Early in 1970, the administration rec., I thatign.zeL at 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. orgamiation. and state administrative structure for providing a service to the h Kai edu-
cational agencies.

0

Indiana has a long history of vocational education programs. getting its first legislative support
in 1913. I ndiana is the thirteenth largest state. It runs from a V r industrialized communit% to
farming reiations to large manufacturing businesses. Indiana is approaching a population of six

million and receives over twelve million dollars of federal vocational education hinds.

I )uring 1973. we'are serving over 120.000 high school students in vocational education programs
and over 170.0tni high school students in industrial arts and non- reimbursable business education
programs. Of the 3(tono high school populations tinire than 290.04I0 students are being served in
occupation related programs. We are serving More than 5(000 adults and 1(000 post seeondary
vocational students. The restructuring I )1 the administrative system has developed these improved

management functions:

./)01: rite di,i.cro! of ,ritiou.rf c,b,,..itiot!
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Staff Management System, known as Indiana's Management by Objective System

Statewide In-Service Training Program

Statewide Area School System

Statewide Post-Secondary Technical System

State VOCED Data System

State System of Career Education Programs

State Self-Evaluation System

Combined Youth Leadership Programs

State Technical Assistance Program

State Staff Professional Development Program

Communications system with other education agencies and the state 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 f.mctions to be served by the state vocational staff. After staffy)rk-

shops, training programs, and input from local educational agencies, the basic functions, goals.

objectives of the state vocational system were identified. The principle used in outlining this portion.

of the system: a good stiff 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: It was imperative all

people involved in the system have an understanding of the system, be involved in the planning and

development of the system, and have a total commitment to its implementation. Using the input of

the state staff and the local educational agencies, the Indiana Management by Objective System was

developed.. Input from the various segments of vocational education was important, but sometimes

trying. As a well-known philosopher said, "The trouble with good advice is that it usually. interferes

with our plans."

The previous administrative structure, allowing for complete autonomy of the different program

areas, 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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Tli administrative sttucture called for vocational education to be part of the total educational

system of the state. The structure uses input from various agencies involved in planning for voca-

tional education and stresses service versus regulatory functions of the state vocational staff. The

administrative structure of the st staff is broken into two major service areas Program Service

Unit and Administrative Service Unit. The functions assigned to each unit are outlined in the organ.

izational table. The structure uses new approaches to providing service in our state. A team service

approach and the use of task forces have been inilated to accomplish the common objectives of the

Division of Vocational Education.

As the system developed, centrali7ati,:n of statistical and financial information and other opera-

tional procedures became essential fur its success. The services of computer experts were utilizedto

develop a completely automated system of data collection, retrieval, and dissemination. Titles of

program supervisors were changed to program consultants. It was also realized changing the names

was not-necessarily enough; much in-service education, indoctrination, and in some cases sonic real

"head knocking" was required before the system was understood. It was important each staff mem-

ber develop the philosophy of providing servicet'as opposed to regulatory functions.

Another major administrative decision' is staffing the system, With non expanding resources

for the state administrative staff, the decision Was reached to reduce the progrihatn area personnel' and

expand the overall or total vocational positions With people within the division. Staff members with

broader perspectives than just one program area and who had a total vocational educatim philosophy

were used for-the new positions. Job descriptions were developed and, again, in-service education for

the entire staff was necessary. of paramount importance was the principle of a balance of program

specialists and total vocational oriented personnel. Although this was not developed without prob-

lems. I believe the s..stern is stronger because we used our people, who had an interest in providing a

inure total service to local educational, agencies.

The total implementation stage t(mk a commitment perseverance the part of the admin-

istration. As Franklin 1), Roosevelt said. "New ideas cannot 'be administered successfully by intm

with old ideas. for the first essential of doing a job well is the wish to see the job done at all." The

job has not been easy; easy jobs never last long, the competition is too keen, The administration

made a commitment, stuck by that commitment, and the system to provide a service was imple-

mented and has been successful.

During the planning and development stage, the principle adopted was any good staff manage-

ment system contains elements of review, evaluation, and renewal. The management systeht Was

developed to allow for continuous updating and revision. Weekly staff meetings were planned for

communication purposes and review of activities.

The evaluation segment included weekly, monthly. quarterly, md yearly it lividual and total

staff reports and reviews, allowing for input from all people involved for sut,es of the system. peri-
.

odically, the services provided are evaluated by ad hoc committees representing the local educational

agencies of v. ,c ational vduL ation in Indiana.
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As stated earlier, the system is a collection of administrative practices and procedures. When
coordinated together. they have developed into a staff management system that has worked for

three years. At the pre.e tunc, time ate few plans for changing or revising the system. Two areas

under consideration are the development of a centralized tiling system for the Program Service Unit

and a more coordinated centralization of youth activities.

In summary, we were faced with a given apiunt of resources to provide the most efficient and

effective services to local educational agencies. We have met the challenge widi a unified staff man-

agement system that has proven not only successful but also very rewarding fir all. Making this

change was not easy, but we cannot be afraid of change if we are going to provide the services needed

by the various agencies. The five major principles developed and implemented in our staff manage-

ment system are:

1. A total commitment, understanding, and involvement of the state staff

Centralization of data, fiscal informatiot and other operational processes

3. Clear defined. measurable goals and objectives at all levels of the operation

4. A balance of program specialists and total vocational personnel

5. Contains elements of continuous review, communication, evaluation, and renewal

With the above outlined program. our services just seem to multiply.

1,45416



Iowa's Staff Organization
for Effective Management

By William 0. Schuermann'

One must consider the past in order to.relate to the future. In vocational education, this
period of-time begins with the Stnith-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 effort in the state of Iowa. This presentation could be expanded and developed into a three-
hour graduate course offered by a state university. What I will present today is a brief overview.

In reviewing the state vocational admi,istrative structure ten years ago, I 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 patternagriculture, home economics trade and
industry, office, and distributive education. During this time vocational education was aimed toward
program developmeu.t 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 Manpower Develop Training Act was passed and for the first time legislation
became available that\directed voceto.na education training to be people-oriented rather than pro-
gram-orienteLL Some vocational educators felt that MDTA (sometimes referred to as More Damn
Trouble Ahead") was no more than a "band-aid" vocational program and in two or three years would
dis'appear. Under MDT/Ctraining it was recognized that the trainee required more than just skill

,

training in order to be.acceptable at the job-entry level, ,

The Vocational Act of 190 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 smut legislature of Iowa passed legislation that created not less than four or more
than twenty post-secondary area schools in our state. Since Iowa had no vocational post-secondary
schools, the action within the state to create area schools moved quickly and createa.yvhat we now

William 0. Schuermann is the state director of career education in Iowa.
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a.

have as fifteen post-secondary of area schools. At this time, the state also had a number of post-

secondary junior colleges and by law these were linked with the area vocational schools to create in

oor stare the first comprehensive community colleges.

All of the before mentioned circumstances contributed to and influenced the restrimuring of

the Vocational Education Division of the Department of.Kb lie Instruction. In Iowa, the State

Board of Public Instruction acts as the State Board of V.6...ational Education and Area Schools as

well as elementary and secondary public education.

In 1968 the state superintendent requested that- the Vocational Education Division evaluate
its operation and recommend changes thlt we felt would better meet the needs of the 1968 Amend-

inents and would also assist cur. division staff in providing leadership and consultative services to the

public schools at the elementarv-secondary and post-secondary levels.. Sinew we were vocational

educators, we set up a task force within our division made up of the head supervisors of the occupa-

tional units and approached the effort in a problem-solving manner.

I. Define the function or purpose

2. Develop ideal solution

3. Develop practical solution

4. Do it that Ixay.

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 die, the Vocational Education Divi-

sion was renamed the Career Education Division in an effort to add thrust and also to assist the

department in the Career Education movement. This allowed us to implement the Amendments of

1968 in its broadest concept which we in Iowa felt was the intent of Congress and HEW. The re-

naming of the division caused confusion in the field since our division continued to administer all

vocational education offerings as well as the promn9tion of the career development concept at all

educational levels. At the state level, additional services such as.special needs, guidance, certification

and approval, etc. are performed by consul rants 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 key to success of the operation. The consultants assigned to the operational services or

units are vocati.mal 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 season, 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 research 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 utiliied to differentiate the potential leafier
from the follower have typically failed (Stogdill, 1948;-Gal, .1954). All folklore and isolated anec-
dotes to the contrary, there teem 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 facotors, such as inteelligence and ability to get along with'.
people. However, in large part. it also depends on economic, political; and social factors, and on the

1Research conducted under Office of Naval Research Contract N6-ori-07135, and ARPA Order
454 under Office of Naval Research Contract 177-472, Nonr 1834 (36) and Contract DA-49-193-

MC,3060 with he Office of the Surgeon General.

'Terence R. Mitchell is an associate professor of psychology am! of management (iu organiza-

tion at tlz" Universiry 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 ef-
fective and ineffective leaders, A certain trait may be useful in one situation. but not in another.
For .exaple. interpersonal skills might be important in organizations that emphasize tasks that
require cooperation and interpersonal contact. These same traits inig)it 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-

se rch has identified two major behavioral styles that leaders use to interact with Oeir group mem-
bers :Bales. 1958: Stogdill, 1948: Kahn and Katz. 1960). One of these has been identified as a human.

relati is-oriented. considerate, permissive, or non-directive type of leadership. The other is a direc-
tive. talk- oriented, and structuring type of leadership w associate more commonly with orthodox
superyiso v and military training. However, the use of these-styles to predict effectixe performance

across Sittlik ions or to help in the prediction of a rise to leadership status has not proven to be fruit-
ful. These std les are helpful in some situations and not in others. a

What I am saying is not new('Different situations require different leadership. This means that
the same type of leadership style or the same leadership behavior will not be effective in all . ituations.
The question is. What kinds of situations require what kinds of leadership? If we want to predict
leadership performance. we must learn how to match a person's leadership style with his leadership
situation.

.

Development of the Contingency Model

An e%tensive 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 ciemahels of the situation. To provide support for thi'g model it was nec-
essary to define effectiveness, leadership style, and the situational demands. The rest of this paper
will 'describe the mode,1, the data oil which it was betsed. validation evidence, did ihe implications of
using such a model.

Effectiveness

By effretive leadership. it is meant that the leader's group 11::s performed well, or that it has
o 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 conductor has to be
evaluated on how well his orchestra performs; a general is effective to the extent to which his troops
perfr well;
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Leadership Style

Relationship-oriented ver,,us task oriental leadership styles are measured bv'means of the Least
Preferred Coworker Scores k LPC:. The score is obtained by asking the individual to think of all the

,people. with whom he has ever worked. He then describes his Lea.,t-Preferred Coworker (or LPC);

that is, the person in his life with whom he has been least able to wool well. The items follow the
form of Osgood's Semantic Differential (1957). For example:

Intelligent :

8 7 6 5

Friendly 2 :

8 7 6

Not
intelligent

4 3 2
Not

: Friendly
4 3 1

A favorable description of the Least Preferred Coworker indicates a relationship-oriented style:

an unfavorable description indicates a task-oriented style of leadership. Since this Least Preferred
Coworker does not need to be a 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 in a wid ariety of interacting
groups. ranging from high school basketball teams and surveying parties to military combat crews,
research andmanagementteams. and boards of directors. The early results, however, failed to in-
dicate that one type of leader was consistently better than another. To interpret the results it was

necessary to have some sort of assessment of the situation.

Factors Determining Sitiiational Favorableness

Fiedler has argued tafttie basic component of leadership is influence. That is. leadership is
defined-as a relationship In Which one person tries to influence others in the performance of a com-
mon task. Therefore, his situational assessment consists of one underlying dimension: the degree to
,which the leader can influence-his members.

;-

This dimension is composed of three factors. The first and most important is the degree to
which the leader is liked and accepted by his members. The better the interpersonal relations:the
more influence the leader has.

2Other items were: confidentnot confident; impatient - patient; hardworkingnot hardwork-
ing; closedistant: lazy ambitious; warmcold; productive not productive"; sociable- -not sociable:

casual formal; considerate - not considerate; dependablenot dependably agreeable ..not agreeable:

creative -not creative; svmparIntic not sympathetic:

153



The second factor is the lader'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 it is for the leader to tell his

people what to do.
.

i'nese are at least three of :le major factors that determine leader influence. These three dimen-

sions lead to a classification of group.situations shown in Figure 1. Just as there is no one style of

leadership that is effective for all groups. so there is no one type of situation that makes a group

effel tide. Liked leaders do riot. on the average. perform inure effectively than do disliked leaders:
6 anu powerful leaders do nut perform better than leadi:rs with low position power. "

, .

Please note that this saystliothing about how intrinsically difficult the task itself may be. A
.structured task, s.,Y building an ,lectronic 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. It will obviously

be easier to lead if you are the liked and trusted sergeant of a rifle squad (Cell 1) than if you are the

informal leader of a recreational basketball team (Cell 2), and it will be very difficult indeed. to be

the disliked and distrusted leader of a volunteer group 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 for the leader.

The Contingency IVdel

We are now able to ask what k.4.orleadership styles various situations require'', To aitiswer

di is question. the leadership style score has been correlated with the performante of the leader's

group in each of the situations on which there was data (Figure 1).
1%

The correlation between the leadership style score and group performance is indicated by le

black lime. The difficulty of the situation is shown below. There are more than 500 different,groups

represented on this plot.'

What does this figure shOw? Positive correlations: that is. points falling Amy 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.

Taken as a whole. tly plot slit s that the Ask-oriented leaders are more effective in situations
,

in which the leade s verynuich it utence as.well as in situations in which lie has relatively hies.a.
influence. The t-1 'tionship-oriented F;erson is most effective in situations that are only moderately.
favorable for the leader. In effect. theSe di: -a reconcile the two major viewpoints in leadership theory.

r . !-:iedier argues that in tile very easy or very difficult situations, strong task-oriented leadership

is needed to be effetive. 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

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 differences 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 info" rmation about the methodology of the
earlier work and asked to choose from about twenty studies those which conformed to -these pro-,

cedurtu. Nine studies were selected that at lest 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 not predicted).

Of these, the joint probabilities of the correlations in Octants I, III, and IV are significant below the
.05 level. Also, thirty-four of the forty-five correlations are in the predicted direction, a finding
significant at the .01 level by binomial test. Theie 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. For example, let's say we had a group of managers working in a situation of moderate-
favorab:lity. 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

.be'comes 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 Ouse above have now been empirically supported in a number of settings. These
results also provide predicave 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.,

Brief Critique of the Model

Recently a number of critiques and evaluations of the model have appeared (Fiedler, 1,70;
Mitchell, Biglan, Oncke'n, and Fiedler, 1970; Graen, Orris, and Alvares, 1970). A brief summa

the major points of these reviewsls presented below. .
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LPC

Attempts to relate this measure to other personality measures has net with repeated failure

(Bass. Fiedler, and Krueger, 1964: Fishbein, Lindy, and Hatch. 1969), Only recently have some
suggestions gained support. Mitchell (1970i has shown that the LPC variable is related to the lead.

el.'s ability to make numerous distinctions within his leadership role (cognitive complexity). These
data have been reconciled with the model-in. a paper by Fua. 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 I.PC) perform better in simple situations that

are composed of all good aspects ur all bad aspects. More complex leaders (high 00 would perform

better in situations of moderate favorability which have some good and some poor aspects.

Fayorability Dimension.

One of the major problems with the model has been the incomparability of studies. it is dif-

ficult to equate studies using different measures of interpersonal relations, task structure, or position

power. A recent report by Posthutna (1970) has attempted to provide normative data fur the LPC

scale and the Group Atmosphere 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 tor the 14 and low influence situations between leader LPC and perfor-
mance were negative as was expected. In situations of medium influence, these correlations were

positive. These results provided some support for the validity of the favorability dimension,

Methodology

A number of methodological issues will be discussed. First, as can be seen in Table I. Fiedler'`

has riot used the usual tests of statistical significance to test the model. 'Sitice the number of cases \
per octant in any one study tenAsito be very small, the more lenient criterion of being in the hvp9th

esiied direction was used. This pi:it:dee:results in an alpha level of .50 for a specific correi..tion.

To use this lenient criterion as support for the model, it is necessary to generate almost the entire

sampling distribution of in an octant-before the null hypothesis can be rejected. The

question of whether 500 groups are sufficient is debatable.

A final methodological difficulty with the.contingency model has to do with the partitioning

of the situational favorability dimension into homogeneous subsets of groups (Gracn, et al., 1970).

Fidler states. "The basic hypothesis of the contingency model ... is not tied to the definition of

the favorableness dimension in terms; of group climate, position power, and task structure .. . The

main question is always how to Order situations in terms of their favorableness. This implies a

research strategy involving partitioning the groups on a number of variables until meaningful results

(ix supporting the model; are (ibtained. This type of research strategy has two consequences.

Firsts, with ,:ontinued partiti,minig. the number of groups within ..my octant is reduced:to a level
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TABLE 1

Summary of Field and Laboratory Studies
Testing the Contingency Model

Field Studies

1

-.64

-.51

11 III

-.80

Octants

Hunt

IV

.21

Hill -.10 -.29

Fiedler* et al. -.21 .0()

O'Brien. et al. -.46 .47

LiihPratpry. Experiments

Belgian Navy -.72 .37 -.16 .08 .16

-.77 .50 -.54 .13 .03

Shima -.26 .71'

Mitchell .24 .43
.17 .38

Fiedler Exec. 34 .51

Skrzypek -.43 -.32 .10 .35 .2,0

Median, all studies -.69 .17 -.22 .38 .22

Median. Field stlidies -.59 -.21 -.29 .23 .21

Median. Laboratory Experiments .24 -.16 .38 .16

Medians in original studies -.52 -.58 -.33 .47 .42

Number of correlations in the expected direction

.

VI VII

.30
-.30

VIII

-.24 .62

.67 -.51

-.45 .14

.07 .26 -.37

.14 -.27 .60

.13 .08 -.33

.26 -.35

.30 -.33

.08 ,z.33

.05' -,43

341

Number of correlations opposite to expected direction 9

E by binomial test .01

1 Exclusive of Octant VI, for which no prediction had been made.
.1) < .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 over a series of studies. The rejection of the null hypothesis of

no systematic relationship would, in this case, be due not to any true relationship, but rather to the

systematic treatment of the data (Gratin, et al., 1970). Obviously, what is needed are more indepen-

dent tests of the model.

Implications for Further Research

Individual Characteristics

The use of the LPC scale is not a/necessary condition for pursuing the ideas suggested by Fiedler's

model. Other individual traits or ch4acteristics may be found that are more systematically related

to performance in a given situatfon.c. Perhaps the most important question here is "What is the leader

i 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 favorableness of the situation that will incorporate 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-

lying theoretical assumptions.

Implications for Improving Leadership Performance

What are the major implications of the mode; for understanding leadership and supervision, and

what does the model tell us about leadership selection and training and the more general problem of

improving group performance?

Leader Selection

.Traditionally, psychologists have used a rather simple model of selection. Dunnette points out

that "this model has sought to link predictors (that is, various measures of individual differences)
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.directly 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 scores, biographical information, or any other personal measurements

available." Such an approach overlooks at least two major considerations. First, numerous behavioral

styles might be used to acquire success, some of which would be more in line with tl 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

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 research using this approach has been completed. Dunnette discusses research 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 itnplications for training.

Predictors
(Individual
Difference
Measures)

P1

P2

P3

Individuals

(l2)

13

Job
Behaviors

Bl

B2

B3

Situations

Pi

Source: Marvin a Dunnette, (1966: p. 105)

A Model for Test Validation and Selecti
Figure 2
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Leadership Training

The second method for improving performance has been through leadership training. In fact

when we talk about improving leadership, we immediately think of training. And yet, after all these

years we have no convincing evidence that leadership training improves organizational performance.

Let me stress that we are not speaking here of training military leaders or business executives in
administrative procedures, in personnel methods, or in the technical aspects ..;: 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 w, and our criterion of effective-

ness is organizational performance.

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 earlier, 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 modify his leadershir'style to fit the situation, or to modify

the situation 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 behaviurs, 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 -it trot

be easier, therefore, to teach the executive to fit his job to his leadership style than to change his

personality to fit each of his successive jobs?

How might this be done? Well, we could cha,ugy 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,
raciaFand cultural heterogeneity is related to group cohesiveness. We can assign troublernakers 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 better basis for making these organizational engineering 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 hint with other aspects

of the organization. In many cases rotation is an integral part 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

policies with training policies that teach an individual how to manipulate the setting in optimal ways

we are better able to maximize the fit between the 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 intelligev executive manpower. We can no

longer afford to discard a highly qualified specialist just because he may not perform effectively in

a particular leadership position, nor should 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.

References

Bales. R. F. "Task Roles and Social Roles in Problem-solving Groups." In Readings in Social Psv-

ciroloRy, edited by E. Maccoby, T. Newcomb. and E. Hartley. pp. 437-447. New York: Holt,

Rinehart. and Winston, 1958.

Bass, A. R.: Fiedler, F. E.; and Krueger. S. "Personality Correlates of Assumed Similarity (ASo) and
Related Scores." USPHS Technical Report No. 19. Urbana, Illinois: Group Effectiveness
Research Laboratory. University of Illinois, March 1964.

Csoka, L. S., and Fiedler, F. E. "The Effect of Leadership Experience and Training in Structured

Military Tasks A Test of the Contingency Model." Organizational Behavior and Human Per-

formance. Vol. 8 (1972). pp. 395-407.

162



Dunnette, M. D. Personnel Selection and Placement. Belmont, California: Wadsworth Publishing

Co., 1966, p. 105.

. Fiedler, F. E. "Leadership Experience and Leadership Training Some New Answers to an old
Problem." Administrative Science Quarterly, Vol. 17 (1972.) pp. 53-70.

"Engineer the Job to Fit the Manager. ". Harvard liviness Review. Vol. 3 (1965),
pp. 115-122.

. "The Effect of Leadership and Cultural Heterogeneity on Group Performance:

A Test of the; Contingency Model." Journal of lisperimentol Social Psychology, Vol. 2 (1966),

pp. 237-264.

I Theory of Leadership Effectiveness. New York: McGraw-Hill, 1967.

"Validation and Extension of the Contingency Model of Leadership Effectiveness:

A Review of Empirical Findings." Nycho/ogical Bulletin, in press.

Fishbein, MA -tautly. E.: and Hatch, G. "Some Determinants of an Individual's Esteem for-His 1.. st
Preferred Coworker: An Attitudinal Analysis." human Relations. Vol. 22 (1969). pp. 173-188.

Flanagan, J. C. "Critical Requirements: A New Approach to Employee Evaluation." Perstne/.
Psycho/v, Vol. 2 t 1949). pp. 419.425.

FOa. U. G.: Mitchell. T. R.: and Fiedler, F. E. "Differentiation Matching," Behavioral Scienci.s. in

press.

Gibb. C. A. "Leadership." In Handbook of Social Psychology. Vol, II, by G. Lindzey. Cambridge,
Massachusetts: Addison-Wesley. 1954.

Gilmer, B. von H. industrial Psycholoy: Second Edition. New York: McGrawHill. 1966.

Graen, G.; Orris, J. B.; and Alvares. V. M. "The Contingency Model of Leadership Effectiveness:
Some Experimental Results.- Journal of Applied Psychology. in press.

Herzberg. F. Work and the Nature of Man. Cleveland and New York: World Publishing CompanY,

1966.

Hill. W. "The Validation and Extension of Fiedler's Theory of Leadership Effectiveness." ..leadny
of Managev-ent Journal. March 1969, pp. 33-47.

Hunt. J. G. .1 Test of the Leadership Contingency Model in Three Orgt.inizations. Urbana. Illinois:
Group Effectiveness Research Laboratory. University of Illinois. 1967.

a

163



4

Kahn. R. L..-and Katz. D. Leadership Practices in Relation to Productivity and Morale." In Group

Dvtiamics, second edition, edited by D. Cartwright and Z. Zander. Evanston, Illinois: Row-
Peterson. 1960. pp , 554-570. -P

Maslow. A. Motivation and Personality. New Yo4: Harper and Row. 1954.

Mitchell,.T. R.; Bigl A.; gncken. G. R.; and 'Fiedler. F. E. "The Contingency Mode!: Criticisms

and Suggestio Academy of Management Journal. Vol. 13, No. 3 (1970), pp. 253-267.

Newport. M. G. "Middle Management Development in-Industrial Organizations." Unpublished
doctoral dissertatioq, University of Illinois, 1963.

O'Brien. G. E. "Group Structure and the Me$surement of Potential Leader Influence." Australian
Journal of Paychology. Vol. 21 (1969), pp. 277-289.

Osgood. C. E.; Suci. G. A.; and Tannenbaum, P. H. The Measurertynt.of Meaning. Urbana, Illinois:

University of Illinois Press, 1957.

Posthuma, A. "Normative data on the Least-Preferred Coworker Scale (L1;) and the Group Atmo-

sphere Questionnaire (GA)." TR 70-8. Seattle. Washington: Organizational Research, Univer-

sity of Washington. 1970.

Shaw, M. E.. and Blum, J. M. "Effects of Leadership Style 'Upon Group Performance as a Function

of Task Structure."' Journal of personality and Social Psychology. Vol. 3,-No. 2 (1966),

pp. 238-242.

Stogdill. R. "Personal Factors Associated with Leadership: A Survey of the Literature." Journal
of Psychology. Vol. 25 (1948). pp. 35-71.

Vroom, V. H. 'Cork and Motivation. New York: John Wiley and Sons, 1964.

Warner. W. L., and Abegglen, J. C. Big Business Leadersin .-inierica. New York: Harper, 1955.



section eight:

The Organizational

Structure of State

Education Agencies

1651
,/46



Time for the Educational' uperboard?
By Wendell H. Pierce.

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 almost 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 federal administration, the emphasis 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 patterns for
education at all levels. This task is complicated by the diversity of the states, their unique problems,,,
and therefore our inability to establish a single pattern or even guidelines for a pattern. that will

assure effective operat;on of state agencies.

In considering the diverse approaches taken by states, it might be useful to schematize the major

structures at this time. States provide overall direction and guidance to educlon through agencies,
departments, or boards organized in a variety of ways. Some of these may be virtually autonomous,

In some states, the administrators or board members are appointed by the governor; in others, they

are elected by the people. While some states have one board for education agencies, others have

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

The following are examples of how the states have organized 'their various education divisions.

Wendell H. Pierce is the executive director for the Education Commission of the States.
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A few states have:

one Age:lie% for All Levels of Education

a

Examples: New York, Rhode Island, Pennsylvania

Several states have:

g.
An Agency for Elementary and
Secondary Schools Including
Vocational Education

An Agency for
Elementary and
Secondary Schools

A' Legal State Coordinating
-and- or Governing Agency for

Higher Education

Examples: Georgia, Connecticut. California
,

-and-

Some states have:

An Agency for
Vocational
Education.

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

Examples: Colorado, Oklahoma, Washington

Still others have:

An Agency for Elementary and
Secondary Schools Including
Vocational Education

-and-

Governing Boards for Individual
la stitutions but No Legal Statewide

_Agency for Higher Education

Evamples: Delaware. Nebraska, Vermont

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 recommendations
expressed by scholars in this area.liiiT:ie seems to to be. little hard evidence of the effectiveness and
efficiency of one approach or\another. Though some states have enjoyed a stable governing structure
for a number of years, most states have this issue under study by legislative committees and education
organizations continuously, the only consistenclibeing that they want a change. But in many cases.
change is not simple because of constitutional limita-tions, deep-seated commitments to certain prin-
ciples of structure. and political considerations inhibiting change.
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State Departmen s of Education
rttttari y Elementary-Secondary)

of the fifty states and the territories, only Wisconsin is without a state board of education for
the state elementary-secondary system. Fcity-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, Illinois,

Indiana, Oklahoma, Washington, Wisconsin. Puerto Rico. the Virgin Islands) and the District of .

Columbia have a separate board for vocational education. The state board responsible for vocational
education is the state board of education in forty-six states, the-state Word 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.

Chief state school officers are elected by 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 I)

governor.

Since 1812, when New .York first provided state supervision for education, state agencies have
evolved through three stages. Fist, they were primarily designed for gathering statistics. .Then they

went through the inspector stage, and finall, have assumed the role of providing leadership. pli.uning,
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 sOool 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.1 t'

Coofdinating and Governing Agencies for
Post-Secondary Education

The last seven yegs have seen the rapid establishment of either coordinating or governing boards

to deal with the administration of post-secondary education. Currently, twenty-seven states have a
statewide coordinating agency, twenty-have governing boards and three either have no agency or a

'Clifford L. Dochterman, and Barron B. Beshoar, Directions to Better t. &cation, Project on

Improving State Leadership in Education (Denver, Colorado, 1970), pp.-13-14.
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voluntary agency. Statisticas about the establishim tit of these agencies at the higher education level

fail to reflect the complexity of the governance of post- secondary education. hi states where tiwre

are councils far coordinating higher education, then,. arc, suite frequetA many-gover:ing boards
representing oitterent institutions or classes of.institunons and, in sonie cases, at least for ti,ie plan-

ning aspect, representing. private and proprietarv'as well as public institutions. Oregon and'New York'

are illustrations of this over-arching responsibility.

It should be stesscd again that state. agencies operating either as coordinating or governing

boards at the Mate level.are of-recent origin. In most states there structure and functions are under
continual legislative scrutiny, In many states little coordination is exercised bet..veen post-secondary

and elementary-secondary state agencies. In some states, educational functions fall between the

cracks of the operations of these various boards; or where the functitms overlap there is little sour-

dinAtion.

Vocational /technical education and, in its broad aspects, career education, Ifave. suffered from

this contusion. Congress attacked this problem by providing for designation ur creation of state

post - secondary education commissions in section 1202 of the Education Amendments,uf 1972.
These commission:, were to be charged.with responsibility for comprehensive planning for past-

secondary education including some articulation in occupatitional education.with elementary-second

are education. However, through withholding of guidelines, no effective leadership has come friiin
. .

the federal government in implementing the commissions. In addition, these coordinating commis-
. sions 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 A.a fourth form of

government independent of lt.ca! state, and federal general government. Educators abhored an -r

interrelationshiti with, or controls by, general government and they wen fearful of an relationships

with politicians. Thy said "Give us the money and we will determine how to educate your children."

Rut Sputnik and federal aid in die sixties changed all that. Education became one of the major do

!nestle isves. Politicians found that positions on educational issues gave them political mileage.

As the cost of education mounted and its visibility continued to increase. the general public

became disenchanted-with the idea.that more t inev meant better education. Surveys found the
public uncertain- about the ability of the educational structure to offer die qtality and diversity .of
education necessary to meet future needs.

Since in many Oates education acounted for'50 piIrcent or more of the Aate's.expendivres,
goucrnors ex pressen .the *desire .for Closer control over this activity. 'With the support of legislatures.

state governments were reorganized to establish a secretary of education responsible for all educa-

tion or some similar titlo-appointed by the governor operating as a.cabinet member. MasSachusetts.
Pennsylvania. South Dakota, and Virginia have followed this pattirfi, but it is stilltoo new to offer''

any evaluation of its effectiveness.
A

Strengths and Weaknesses of State Agencies

As stated previously, the most serious problem faced by political and educational leaders
invoked in the restructuring of the governance of education is thelack of hard data on the
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effectiveness of existing operations. Because of the'uniquenesses of state structures, criteria for
°evaluation 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-.

State officials quite frequently can be,leased with a given function because of its precisenes;.

supportive data, etc.. but educators may b(disturbed because df its faiTure to meet the diverse -edu-

cational needs of the. state. In fact, I do not know anyone who hats sufficient grasp of the overall

governing structure in the various states to give quantitative evaluation of strengths and weaknesses.

° This certainly is an area for further research. However, a couple of weaknesses can be identified and

will be recorded later in this paper.

Change in the Governance of Education

During the 1960's, both educators and politicians had hoped thaf 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 our 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
Move toward the free marketplace for tax dollars to students so they can buy the kind Of education

they wish. Public education or education in general is under attack. The public has begun to ques-

tion the dohrs it takes- ro educate our children and youth. The notion of education for education's
sake is graci',.all passif..; Ind preparation for a career is becoming the goal of youth. The reordering
of students' interests is .making the very foundations of education. The status quo is not good enough.
Change is a requirement and diversiiy 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 t the teacher or the professor. now is sifting

back through the structure and is being applied to superin ndents. presidents. state educational
executives, legislators. and governors. All this means that th states must look at their education

governance structure to find ways toloyercome each duplication and to promote articulation in an-
swering the question of how effexivc and efficient this structure operates.

These are sonic of 92e conditions and problems that educational governance must cope with.

1. Fragmentation among state agencies and the resulting competition. duplicat .intl

dissipation of resources
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2. Competing priorities within education and between education and other public agencies,

for state funds

3. Growing insistence by legislators, executives, and the general public for education account-

ability

4. Increased congressional support for grant and program consolidation for sOcial education

revenue sharing in elementary-secondary educationalthough this is not extended by the

administration to post-secondary education

5. Clearer recognition on the part of state and federal governments of the need for continuity

in c4i-fer education

6. Shifting emp4asis federally (at least on the part of the administration) to aid students

rather than institutions in post-secondary education and to support a "free-market"

concept at a time when competition-for enrollments is escalating

7. Increased emphasis on the need for efcompassing the range of post-secondary education

public, private, and proprietaryin a y planning or funding effort

8.
.

Continued difsatisfaction with the e fectiveness of education at the various levels of edu-

cation, along with concern for evalu tions based more on output than on input

9. Ferment within both elementary-sec4dary and post - secondary education in relation to

innovation and change

10. Demographic changes, including dtolling birthrates and decreasing school populations

for the foreseeable future

Increased concern for lifelong learning Aid the opening of educational opportunities to

people of all ages.
11.

\
While some of these' changes will require precipitous action, most can be dealt with over time.

T le only danger is that procrastination and unwillingiess to act will result in a continuous stream of

precipitous actions in systems of governance and struc ures not geared to the needs of tomorrow,

The challenge is then to direct our complex decision-m king process of federal, state, local, and

institutional levels to meeting the needs of next generat'an's youth and adults.

1

The Future in State Governan e of Education

Most educators are inclined to think that the major p licies affecting education and structures

established for the governance of education shouldbe their prerogative. If they don't think those

matters are their .prerogative, then they are convinced that t ie people who make the decisions should

1
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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 he determined by the legislatures of those states. Educators can have an input if they

recogniie that change is inevitable and are willing to participate constructively in this change process.

It behooves us to think through the kind of structure we want, why we support it, and to accu-,
_

mu!--ite-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 performed 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 exist between various sections of a state or various institutions of a state. As an illustration,
states with rural areas and heavily. populated metropolitan areas may wish to establish intermediate
units in the sparse areas to make certain that equitable services are available to all children and youth.

This is the era of involvement. The diverse groups encompassing the citizenry of a state must
have access to and, frequently, representation on the policy-making groups governing our schools.

The details of appointment versus election to various boards must meet the political test within each

state, but some way must be found not only for involvement of citizens but for prestige to be assigned
to such boards.

Because of the growing interrelationship-between eletnentary-secondary and post-secondary edu-

cation with the total range of education, including continuing education, meeting the test of diversity
will necessitate either a "superboard" or overall board, such as found in New -York. Oregon, Pennsyl-

vania. and Rhode Island, 'r 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 establish media-

nisrns so that the special service needs of vocational/technical; handicapped. and early childhood edu-

cation are met.

The mantle of leadership in education has been placed on tlie states.' As governance is restruc-

tured, functions that are to be performed must be redefined. States must be tit: position to carry

out comprehensive planning, to. establish priorities, to assess results, to fix accountability, and to
offer the necessary technical assistance. As I look to the future, 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-

lines. It must be able to:

L. Furnish leadership for education across the hoard.
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Establish priorities for the state, but be responsive to national. needs. .

3. Be sensitive and responsive to xi )01itical leadership of the state at the executive and

legislative level.

Adjust to changing needs for leadership.

5. Plan, innovate. and evaluate programs.

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

, Plan allocation of funds between the levels and by programs to best meet the education

needs of the state.

Define functions*to be performed by local school districts or, in the case of post-secondary

education institutions, define functions performed by those institutions in contrast to

state functions.

9. Adjust the structure within the state to meet unique needs such as sparsity or urban

concentration.

10. Be structured so the diverse constituency within the state will have adequate representation

and involvement.

1 1 . Effectively manage its own personnel and functions.

12. Offer technical assistance to local districts and institutions.

13. Render service to its constituency, including the political decision-makers.

14. interpret the financial needs of education in competition with other human resource

needs.

1 5. Make continual adjustment of the goals of education in keeping with societal needs.

16. Assess the outputs of education in relation to the state's goals for this most important

state function.

This is tnv 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 effective leadership through better education for our citizens.
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A System for Upgradirig
Career Guidance Programs

By Warren N. Suzuki *
Paul E. Shaltry

As technology fosters diversity, that diversity is reflected in our labor force and complex eco-
nomic system. Tools make jobs and jobs make tools, so to speak. Job specialization is something

we all live with today. Certainly, if you will permit me an understatement, a young person looking
for a job today is facei 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 mention being sure he will like a

particular job and find it rewarding.

Over recent years, several studies have described a high incidence of floundering among recent
high school graduates. Floundering is Characterized by frequently changing jobs, often into different
occupations, and work adjustment problems once on the job. Some youth lack earen the. know-how

to begin looking for work or to understand what special educational requirenwnts there may be for
a particular job.

While the overall problem is complex and may be attacked from several perspectives, Operation
Guidance deals with career development problems at the high school level.

A national survey of,career guidance in 1968 reports that high school career guidance programs

' appeared to be offering more guidance services than the schools could possibly support with the
,resources they had. In effect, the national survey and subsequent assessments have found high school

. guidance programs, for the most part, to be inefficient in helping our youth to cope with post-high

dichool employment or further education.

The 1968 study reported that inadequate delivery systems for career guidance services were a
major factor contributing to ineffectiveness. In addition, career guidance programs, by and large,

were not equipped to assimilate, innovations in career guidance that might improve the effeCtiveness

and efficiency of career guidance programs.

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 The Center for

Vocational and Technical Education.
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enables faculty, staff, and students to assess career guidance needs of their students, identify re-

sources, and determine what methods would work in their local situation. Thus, content is deter-..
mined locally.

. ,
Operation 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 Vidal, 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 sclool year, once the product.is finalized:

,

la a high school elects to use and complete OperationGuidance, these results should be achieved:
,

1. Student career guidance needs be documented.

2. Goals will be formulated to ameliorate student needs.

3. Behavioral objectives to meet the goals will be derived.

4. Career development units to accomplish the behavioral objectives will be developed.

.,

5. A system will exist to collect, analyze. and report evaluive 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 character'istics:

1. School and community resources will have increased use, if previously underutilized. p.

2. Career guidance services and counselor activities will be optimally responsive to student

needs.

Traditionally, career guidance has been viewed as only thaw activities accomplished by coun-

selors. By looking toward other parts of the school and community agencies as sources for career

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 program in his school.

Before a school should use Operation Guidance, we feel that.a majority of the faculty and staff mem-

bers and s dents of the school must he willing to participate in the developmental activities if the
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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 each may be considered in the resolution of some critical career guidance

problems and the accomplishment Cif difficult 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.

In summary, application of Operation Guidance can result in a carer development prog,rath
that is student-centered, makes optimal use of resources, has an extended.base, includes innovative

career guidance methods, is designed for each individual high school, and encourages decisions based

on current information front graduates, parents, teachers, counselors, and students.

Operation Guidance enables schools to derive behavioral objectives that specify what

. students will be able to do, instead of how students will achieve an objective or what

teachers or counselors will do.

The chances of satisfying student needs should increase if the career guidance, services

offered are limited to only those that tan be adequately supported with available resources:

A school should consider career guidance as morethan an assistance provided to students
by counselors and the school. The program should incItAde teacheri, admiliistrators, stu-

dents. and public and private agencies, within the community.

A broad range of career methods and techniques should be considered for inclusion in

the program. This requires a purposeful search to increase the prLbability of identifying

and installing the effective innovative career guidance methods.

Because each community and the high schools within it are unique, each career guidance

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 currently developing this Operation Guidance package which will enable
individuallschools. 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

package. These schools are: Agua Fria Union* High School in Avondale, Arizona; East Bank Senior

High School in Kanawha County, West Virginia; Walter George High School and Booker T. Washing-

ion High Schools in Atlanta, Georgia; Jesse H. Jones High School in Houston, Texas; and Sunset High'''.

School in Beaverton, Oregon. The development effort is now scheduled to be completed in the fall
of 1974. Then the entire product will be available to many more schools on a national basis.
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Operation Guidance's development into an efficient and effective package is made possible

only through the support and assistance of the cooperating schools, school districts, and state de-

partments of education. In every case, linkage with a school has been and will be me2de through the

assistance of the state director of vocational or career education. sY
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Exhibit A
SEMINAR AGENDA .
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STATE DIRECTORS PLANNING COMMITTEE

r

Lowell Burkett, AVA
Don K. Gentry, Indiana
Ed fiigens, Tennessee
Otto Legg; USOE
James L. Reid, Maryland
George L. Sandvig, NASDVE
Robert S. Seckendorf, New York
By71 R. Shoemaker, Ohia
Fraricis T. Tuttle, Oklahoma

CENTER STAFF

Darrell L. Ward; associate director
Daniel E. Koble, Jr., component director
Robert U. Coker, research associate
Harriett L. Stephens, secretary
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IMPROVING ADMINISTRATIVE ACTIVITIES
OF

STATE VOCATIONAL EDUCATION AGENCIES

SEMINAR PURPOSE
To provide an c.iportunity for the professional development and self-improvement of state directors
of vocational 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 disduss com-
mon vocational education activities.

f

SEMINAR PROBLEM
State directors of vocational education and their staffs are called upon and expected to give admin-
istrative leadership to programs. It is important that they be knowledgeable about the processes and
innovative concepts related to maintenance and improvement of administrative activities. It is
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 OBJECTIVES

The seminar will increase the knowledge and awareness of participants in the administrative areas of:

a. Management Systems

b. State and Loca; Program Evaluation

c . Development of Performance Based Objectives

d. Techniques of Making Administrative Decisions

e. Management of Leadership

f. Statys of Current Federal Legislation Affecting
Vocational Education

g. Staff Qrganization

h. Administrative Seriices of the USOE

i. High School Career Guidance-Programs



MONDAY SEPTEMBER 17,1973

7:00 p.m.
8:30 p.m.

TVESDAY

8 :00 a.m.
9:30 a.m.

9:30 a.m.

10:15 a.m.

REGISTRATION

Lobby

SEPTEMBER 18,1973

REGISTRATION

FIRST GENERAL SESSION

PRESIDER

George Orr, state director of vocational
education, Virginia

OPENING REMARKS

t

WELCOME TO TENNESSEE MUSIC CITY, USA

Honorable Winfield Dunn, governor of Tennessee

Benjamin E. Carmichael, commissioner of education,
Tennessee

William Harrison, assistant -1mmissioner for vocational-,
technical education, Tennessee

ROLE OF THE USOE IN PROVIDING ADMINISTRATIVE
LEADERSHIP TO STATE VOCATIONAL EDUCATIONAL
AGENCIES

PRESENTER

William,Smith, acting deputy commissioner for
development, USOE

11:00 a.m. DISCUSSION

11:30 a.m. LUNCH (Individually arranged)

4

4

Lobby

Barcelona/
Valencia



e

TUESDAY SEPTEMBER 180973

SECOND GENERAL SESSION

1:00 p.m.

Barcelona/
Valencia

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

2:00 p.m. SEMINAR GROUPS

Report directly to your assigned study group as announced.
It should be noticed 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 1 SESSION A Barcelona

MANAGEMENT SYSTEMS

Resource Person: Cecil H. Johnson, Jr., program director,
The Center for Vocational and Technical Education, Ohio

FOUP I I SESSION B Valencia

STATE AND LOCAL PROGRAM EVALUATION

Resource Person: N. " Mac" McCaslin, research and
development specialist, The Center for Vocational and
Technical Education, Ohio

/9//
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TUESDAY SEPTEMBER 18,1973

SECOND GENERAL SESSION (CONT'D)

GROUP III SESSION C Cabinet

PERFORMANCE BASED OBJECTIVES

Resource Person: Darrell Parks, administrative specialist,
curriculum & instruction, Great Oaks Joint Vocational
School, Ohio

GROUP IV SESSION D 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

3:15 p.m. COFFEE BREAK'

. 3;30 p.m. CONTINUE GROUP MEETINGS

5:00 ps,I. ADJOURNMENT

Lobby

6:30 p.m. HOSPITALITY HOUR 'Barcelona/
Valencia

SPONSORED. BY BRODHEADGARRETT COMPANY,
Cleveland, Ohio

HOST Tom Rogers, Educational Consultant



WEDNESDAY

SPECIAL EVENT

8:00a.m. AVA BREAKFAST.

EYEOPENER

Robert H. Koon, assistant state director of vocational

9:30 a.m.

education, Ohio

SEPTEMBER 1911973

Barcielona/
Valencia

STATUS OF FEDERAL LEGISLATION AFFECTING \MCA-
TIONAL EDUCATION

PRESENTER

Lowell Burkett, executive director, AVA
Calvin Dellefield, executive director, National Advisory
Council for Vocational Education

THIRD GENERAL SESSION.

PRESIDER

Glen Strain, state director of vocational educ.r..tion, Nebraska

STATE SHOWCASE

Program Evaluation in New York Stag.:

PRESENTER

Robert S. Seckendorf, assistant commissioner for occupational
education, New York

Barcelona/
Valencia

10:30 a.m. SEMINAR GROUPS

\ GROUP I TECHNIQUES FOR ADMINISTRATIVE State

!DECISION MAKING, Daniel E. Koble, Jr..

GROUP IV MANAGEMENT SYSTEMS, Cecil H. Johnson, Jr.

GROUP III STATE AND LOCAL PROGRAM EVALUATION,
N. ''Mac'' McCaslin

D

/95/
//94,

P

Barcelona

Valencia



THIRD GENERAL SESSION (CONT'D)

GROUP It PERFORMANCE BASED OBJEf,TIVE&
Darrell Parks

12:00 Noon LUNCH (Individually ananued)

.

WEDNESDAY - SEPTEMBER 19,1973

1:30 p.m.

FOURTH GENERAL SESSION

PRESIDER

Clarence Bursiette, assistant state superintendent andstat..
director of vocational education. West Virginka

THE UTILIZATION OF STATE PLANS AND REPORTING ,

SYSTEMS IN STATE ADMINISTRATIVE ACTIVITIES

Barcelona
Valencia

,

PRESENTER

t,Michael Russo, di: ector of the Division of Vocational
'Technical Education, USOE

DISCUSSION

3:00 p.m. PUTTING IT ALL TOGETHER

PRESENTER

Robert E. Taylor, director of The Center for Vocational
and Tedhnical Education. Ohio

3:30 p.m. COFFEE BREAK Lobby

3:45 p.m. A SYSTEM FOR UPGRADING CAREER GUIDANCE' PROGRAMS

PRESENTER

Warren Suzuki, research and development specialist, The.
Center fbr Vocational a echnical Education, Ohio

4:15 p.m. ADJOURNMENJ------

4:30 p.m. MEETING OF THE NATIONAL ASSOCIATION OF STATE Barcelona'
DIRECTORS OF VOCATIONAL EDUCATION . Valencia

OPEN EVENING

/Ai
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TriQRSDAY SEPTEMBER 20,1973

8:30 a.m.

140

9:30 a.m.,

9:45 a.m.

FIFTH GENERAL SESSION .

PRESIDER

L. L. Lewis, state director of vocational education,
South Carolina

STATE SHOWCASE

STAF ORGANIZAT...A FOR EFFECTIVE MANAGEMENT

PRESENTERS
IS

Don K. Gentry, state director of -vocational education, Indiana

Joe D. Mills, state director of vocational education, Florida

Wham O. Schuermann, director of career education, Iowa

Carl F. Lamar; assLitant superintendent of vocational education,
Kentucky

COFFEE BREAK

SEMINAR GROUPS

GROUP I PERFORMANCE BASED OBJECTIVES
Darrell Parks

GROUP II TECHNIQUES FOR ADMINISTRATIVE
DECISION MAKING, Daniel E. Koble, Jr.

6

GROUP HI MANAGEMENT SYSTEMS, Cecil H. Johnson, Jr.

GROUP IV STATE AND LOCAL PROGRAM EVALUATION
N. "Mac" McCaslin

,11:45 a.m. LUNCH (Individually arranged)

9;/Joe

e.

Barcelona/
Valencia

Lobby

Granada

State

Barcelona

Valencia
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THURSDAY

1:00 p.m.

SIXTH GENERAL SESSION

PRESIDER

SEPTEMBER 20,1973

Conrad C. Shuman, state-direeter-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. ,4 STATE OF THE ART REPORT

Developing Performance. Based Objectives

PRESENTER

Orlando C. Behling, professor of management science, The
Ohio State University

Barcelona/
Valencia

3:30 p.m. COFFEE BREAK Lobby

3:45 p,m. SEM NAR GROUPS

GR P I STATE AND LOCAL PROGRAM EVALUATION Valencia

N. "Mac" McCaslin.

GROUP IV PERFORMANCE BASED OBJECTIVES Granada
I Darrell Park.;

GROUP III TECHNIQUES FOR ADMINISTRATIVE State
DECISIONMAKING, Daniel E. Koble, Jr.

GROUP II MANAGEMENT SYSTEMS, Cecil H. Johnson, Jr. Barcelona

5:15 p.m. ADJOURNMENT

0
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THURSDAY .
SEPTEMBER 20, 1973

7:00 p.m. DINNER , Barcelona/
Valencia

TOASTMASIE R.

Robert Worthington, associate commissioner for adult, voca-
tional, technical and manpower education, VSOE

CHANGES IN THE BUREAUCRATIC STRUCTURE OF STATE
EDUCATION AGENCIES OVER THE NEXT DECADE

PRESENTER

Wendell Pierce, executive director, Education Commission of

the States

FRIDAY SEPTEMBER 21, 1973

8:30 a.m. TOURS

TOUR I

SEVENTH GENERAL SESSION

THE NASHVILLE AREA VOCATIONAL TECHNICAL

SCHOOL

TOUR II

THE NASHVILLE TECHNICAL INSTITUTE

11:30 a.rr,. ADJOURNMENT

Lobby

r.2
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Exhibit B
PROGRAM PRESENTERS AND PARTICIPANTS .

Arch B. Alexander, Deputy Director
Department of V( ica:ional- FCC htliCal

. .
Education

1515 West Sixth Avenue
Stillwater. Oldalunna 74U74

Neal Baker, Coordinator
Vocational Education
Department of Education
Box 214 CHRB
Saipan. Marionaislands
Trust Territory Of the
Pacific Islands 9(95.)

Samuel L. Barrett. State Director
Vocational Education
721 Capitol Mall
Siterainellt01, CillifOttliti 95814

Orlando C. Behlii g. Professor
--The-Ohio State University

1775 S. College Road,
Columbus, Ohio 4.3210

Paul Bennewit., Deputy Ass9(-ii,lte
.Superintendent, VoLational Education

State Department of Eouyi/tion
1555 West Jefferson
Phoenix. Arizona 850fr17

C. Kent lknniin4; Director.
)ccupat et1.11 ..nd Adult Education

USOE Region I N'OffiLe
so I- ulton Strvet
San Francis5/), California 94102

William H. 11...rg,man,.RCU Director
University of South Dakota
Vermillion-, South Dakota 57(i69

Garry R. Bice, Director
Research Coordinating Unit
909 Mountcastle Street
Knoxville, Tennessee .37916

Arthur A. Binnie. State Director
Coordinating Council for

Occupational Education
216 Old Capitol Building
Olympia. Wasliington .98504

Fred P. Black, State Director
occupational Education
.itete 1)epartmens of.Education
Cipitot Building
Cheyenne, Wyoming 82001

Michael brici, Fi. cal Officer
ThliNion of Vocational Education
1012 Staie Office Building
Indianapolis,.Indiapa 46204

Donald M. Brill. Assktant State Directoi
State Iinard. of Vocational. Technical.

and Adult Educasion
1.37 E. Wilson Street
Madison, Wisconsin 5371)3

1+111(T. Edllt atic Mal I )11c(1( )1

11(th.l. Restainam. and
Institutional Edik au, )11

8M7; flush Sneer
San Francisco. (;alifotnia 94 )(/8

)1;7)



Carrol E. Burchinal, State Director
*Vocational Education
State Offisx Building
900 East Voulevard Avenue
Bismarck, North Dakota 58;01

Clatf.ence E. Burdette, Assistant
StaL,: SuperTntendent

Bureau of Vocational, Technical.
and Adult Education

Store Departmentd.Education .

Charleston, West Virginia . 25305

Lowell A. Burkett, Executive Director
American VOc.,:tional Association
151011Street, N. W.
Washington, D. C. 20005

Charles H. Buzzell. Associate
Commissioner of Education

Division of Occupationc:1 Education
State Department of Education
182 Tremont Street y .

Boston, Massachusetts 1)2'111

Glen T. Dynan, Assistant Director
State Department of Education
44)5 Centennial Building
1035 Outer Park Drive
Springfield. Illinois 62706

Benjamin E. Carmichael. Commissioner
of Education

State Dp.pccrtinent of Education
Cordell Hull Building
Nashville, Tennessee 37219

'John Carney. Chief Administrator
Vocational Education .

State Department of Education
Cordell Hull Building
Nashville. Tennessee 3721.9

tk-
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Robert N. Claxton. Director
Pro essional Development
State Department of Education
Cordell Hull Building
Nashv Ile, Tennessee 37219

Robert U. Coker. Research Associate
The Center for Vocational and

Technical Education
The Ohio State University
1960 Kenny Road

, Colunibus Ohio 43210

Marguerite Crurnlev. Associate Director
State Department of Education
Eighth Street Office Building
Richmond, Virginia 23216

William CUIlltIletiS, Senior Program Officer
Vocational-Technical Education
USOE Region Cffice VI
1114 Commerce Street
Dallas. Texas 75202

Dees, State Director
Vocational Education'
State Department of Education
405 Centennial Building
1035 Outer Par,k Drive
Springfield, Illinois 62706

Calvin Dellefield, Executive Director
National Advisory Council on

Vocational Education
425 Thirteenth Street, N. W.
Washington, D. C. .7.0004

. ,Bobby G. De r-yberry, Coordinator
Program Planning and Evaluation
State Department of Education
208 Cordell Hull Building
Nashville, Tennessee ,'.7219
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Benjamin Dilworth. Assistant Director
Vocational Education
State Department of Education
State Office Building
Mon tgoin....rv. Alabama 36104

Winfield Dunn, Governor
State of Tennessee
State Capitol Building
Nashville. Tennessee .37.219

Arthur W. Ericson. Assistant
State Director

Vocational Education
State Department of Education
State Office Building
Montpelier. Vermont 051102

Geneva Fletcher. Assistant to
the Director

Division of Vocational Education
Department of Public Instruction
1012 State:Office Building
Indianapolis, 1ndi;ina 46204

Don K. Gentry. State Director
State Board of Wicational and

Technical Education
1012 State Office*Building
4ndianapolis Indiana 46204

Bobbie R. Grogan. Deputy Director
Vocational Education
State Office Building
Plaza Tower
Frankfort. Kentucky 4060 I

John K. Guemple. Associate Commissioner
of Education

State Department of. Education
Texas Education Agency
Austin. Texas 78711

Luther Hardin. Associate Director
Vocational Education
State Department of Education
State Education Building
Little-Rock. Arkansas 72 ?.01

William M. Hdrrison, Assistant
Commissioner

Vocational Education
State Department of Education
205 Cordell Hull Building
tsashville, Tennessee -37219

Addison S. HobbS, State Director
Vocational Education. Career

Development Services
State Board of Education
Box 928
La using. Michigan 48904

Richard Hobson. Chief
National Programs and Services Branch

USOE
Washini7ton; D. C, 100/

Charles 0. Hopkins. Coordinator
of Planning

State Department of Education
1515 West Sixth. Avenue
Stillwater. Oklahoma 74074

Ed. B. Hudgens. Chief
Program Service
State Department of Education
200 Cordell Hull Building
Nashville. Tennessee 37219

Roy D. Irons. State Director
Vocational Education
State Department of Education
506 North Fifth
Boise. Idaho 83720

c_
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David Jared, Coordinator
State Department.of Education
Cordell Hull Building
Nashville, TenneNiee 37219

W, M. Jackson, Jr.. r.:oorelinator
State Department kit Education
214 Cordell Hull Building
Nashville. Tennessee 37219

Cecil H. Johnson. 'Jr.
Route 1 Box 187
Pinewood,aSouth Carolina 29125

Samuel Kerr. Acting D\kector
a

. Vocational Education
USOE Region X Office
1321 Second Avenue
Seattle. Washington 981(r

Daniel E. Kohle. Jr.. Res-.:arch and
De'velopment Spet Ialist

The Center for Vocational and
Technical Education

The Ohio State Univerqty
1960 Kenny Road
Columbus. Ohio 43210

Robert H. Koon. Assistant Director
Vocational Education Division *.

. Ohio Department of-Education
65' South Front Street Room 612
Columbus. Ohio 43215

Leonard K unman. State Director
Vocational Education
State Department of Education
942 Lancaster Drive, N. E.
Salem; Oregon 97 31 0

Carl F. Lamar. Assistant Superintendent
for Vocation.,; Education

State Department Vocational Education
Capital Plaza T rower
Frankfort. Kenticky 40601

Charl.:s J. Law, Jr.. Stat1 Director
Division of Occupational Education
State Pepartment of Education
546 Education. Building
Raleigh, North Carolina 27602

Otto Legg. Deputy Director
Division of Vocational-Technical

Education
ROB 5606
Seventh and D Streets. S. W.
Washington, D. C. 20202

Eugene Lehrmann. State Director
Vocational_ Education

"State Building of Vt;cational.
.

Technical. and Adult education
137 East Wilson Stre&
Madison, Wisconsin; r 53703

Jost' Lema-Movd. State Director.
Vocational Education
State Department of Education
Box 818
Hato Rev. Puerto Rico 00900

J. W.-Lewis, Deputy Director
Vocational-Technicel- Education
State Department J. Education
Box 771
Jackson, Mississippi ,39205

L. I.. Lewis, State Director
Vocational Education

.-
..mate Department of Education
90K Rutledge Office Building
Columbia. South Carolina 292:q1

William L. Lewis. Regional Director
Adult:Vocational. Technic. al Education
US( )E Regional Office V
300 South Wacker Drive
Chicago. 60606 ,



M. C. Linson, State Director/
:ational Education

---matte Department of Education
215 State Services Building
Denver, Colorado 80203

David R. Lynn, State Director
Vocational Eductiition
State Department of Education
Pago Pago, American Samoa

Robert M. Madson. Assistant State Director
Vocational Education
State Department of Education

Capital Square Building
658 Cedar Street
St. Paul, Minnesota 55101

Shirley. E. Mannion, Deputy
Associate Superintendent.
Monitoring and Evaluation
State Department of Education
1535 West Jefferson
Phoenix. Arizona 85007

N. L. McCaslin. Research and
Development Specialist

The:Center for Vocational and
----Technical Education

The phi() State University
1960 Kenny ctoad
Columbus, Ohio 43210

Sherrill D. McMillen. Chief
State Programs Branch

USOE
Washington. D. C. 20202

Joe Miller. 11-rectot
Comithiniq Jr. Colleges
State Dt 'rtmcnt of Education
120 Ed n t h Street

Topeka. 66612

. Joe D. Mills. State Director
Vocational Education
State Departmen. of Education
2e4 Knott Building
Tallahassee. Florida 32304

Terence R: Mitchell. Associate
Professor on Management Science

University of WashingtonI
Seattle, Washington, 98195 .

Tom Moore. State Director
Area Vocational Technical Schools
State Department of Education
State office Building.
120 East Tenth
Topeka, Kansas 66612

George Mulling, Director
liry,iion of Planning and-Dir.cr.topment
Office of Adi''t and Vocativaial Education
312 State Office Building
Atlanta,Georgia 30334

Joseph F. Murphy: Associate
Commissioner of Educ.,t:on

State Departmeiti of Education
Room 333 State Office Bunchy.:
Hartford. Connecticut 06115

Dewey Oakley. Assistant Supervisor
VocaPional Education
State Depi.rtment of Education
Eighth Street Office Building
Richmond, Virginia 23219

Charles O'Connor, Director
Adult. Vocation,], and Technical

Education
USOE Regional 11 Office
26 Federal Plaza
New York, New York

I
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E. B. Oleson. State Director
Division of Vocational-Technical Education
State Department of Education
22' West Pleasant Dri%Ie
Pierre. South Dakota 57501

Kenneth S. Oleson, Director
Occupation Programs
..Derartinent COMMUnit V Colleges

102 Education Building
Raleigh, North Carolina 17611

George S. Orr. Dire:tor
Vocitional Edo, ation

Department of Education
. it Street ( )ffice Building

Richmond; Virginia 23219

Darrell L. Parks, Administrative Specialist
Curriculum and Instruction
Great Oaks Joint V ,rational School
3254 Kemper Road
Cincinnati, Ohio 45241

Wendell H. Pierce. Executive Dilector
Education Coin mission of the S6ates
186 Lincoln Avenue
Denver. Colorado 80203

William R. Phillips. Executive Director
Tennessee State Advisory Coun(lil
Route 6 ( )akwood Drive
Maryville, Tennessee 37801

Donald. A. Poulin. State Consultimt
Industrial Arts and Handicapped Programs
State Department of Education
Education Building
Augusta. Maine 04330

. Jan E.*Radvany, Deputy
Assistant Commissioner

Vocational Education
State Department of Education;
225 West State Street
Trenton, New Jersey 08625

210

James L. Reid. Assistant Superintendent
Vocational Education
State Department of Education
Box 8717 Friendship A irp. rt
Baltimore. Maryland 21240

Louis D. Ridle, State Director
Vocational Education
State Department of EduCation
Pouch F Alaska Office Building
Juneau, Alaska 99801

R. Courtney Riley. State Director
Vocational Education
State Department of Education
State Capitol Building
Carson City. Nevada 89701

Thomas Rogers. Educational Colijsultant
BrOadhead-Garrett Company.
4560 East 71st Street
Cleveland, Ohs) 44105

William N. Rowland. Senior Consultant'
Vocational-TQchnical Education
State Department of Education
' 05 Louden Road
Concor.d, New Hampshire 03301

Michael Rusk). Director
Division of VOcational-Technical

Education
USOE
Washington. D. C. 20202

)

Thomas H. Sandham, ExeCutive Director
New England Resource Center ,for

Occupational Education (NERCOE)
44 Brattle Street
Cambridge. Massachusetts 02138

'.Paul Schalles. Assistant Stai... Director
Vocational Education
Siate Di..partment of Education
BOX .911 r,

Harrisburg, Pennsylvania 17126
49



Wayne E. Schroeder. Assistant Director
The Center for Vocational and

Technical Educathin
The ()hi() State University
1900,1<enny Road
Colu ,(bus. Ohio 43210

S

W. O. Schuermann. Director
Career Education
Di:partment of Public Instruction
Grimcs State OtTice Building
Des Moines, Iowa 50119

Robert S. Seckcndorf; Assistant Commissioner
for Occupationral) Education

State Education Dqiirtinent
Albany. Nev York 12:12-1

Samson S. Shigetomi, State Director

Vocational Education
State Departmet of Education
232:7 Dole Street
Honolulu, Hawaii 96812

J.

Smith. Acting Deputy
Commissioner of Education

'SOtn=
400 M..rylana Avenue, S. W.
Washing;on, D. C. 2021)2

John E. Snyder. Assistant Commissioner
tor Vocational Education

State Department of Education
120 East Tc:.th
Topeka. Kansas 66612

Harriett, Stephens, Secretary
The Center for Vocational and.

Technical Education
The Ohio State University
1960 Kcnnv Road
Columbus. Ohio 43210

T. N. Stephens. Chief Consultant

- 1

Awareness and Explora0on 4

:State Department ut Pilblic Instruction
Nortil.Carolinii 2761)2

Conrad C. Shuman, State Director
State Department of Public Instruction
J. G. Townsend Building
Dover , Delaware 1990 I

Glen H. Strain. Assistant Col
Vocational Educatirm
State Departmer of Education

v

missioner

Robert A. Sinalk,00d. Direct Or
233 Satit4' Tenth

Occupational and Adult Education
Lincth. Nebraska, 68508

USOE Region III Office John W. -truck.-State Director
401 West Broad Street
Philadelphia, Pen n sylva is 19108

Voca 'oval Education
State I apartment of Education

Warren G. Smelt/cr. Assistant I )irector Box .91

Division of Vocational Education Harrisburg. Pennsylvania 17126
a

Maryland State Depariment of Education

h 8.717 Friendshiplinternationall.irpoi t
1C.

Warren N. Suzuki. Research aod

BAltimore. Maryland 21240
?

Developlient Specialist
The Centp- I m+ Vocational and

Russell Smith. Coordinator Technical Educa: ion
State Department of Education The I Alio State University
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