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A TEAM APPROACH TO BUILDING LEVEL CAREER EDUCATION

"How can we develop a stimulating comprehensive career education programin our building?" Such a question has probably been asked many times by build-ing principals, master teachers, and counselors. The challenge has typically
been directfd toward system-wide

administrators, district level directors
of career education, or coordinators of career guidance programs. The answer
has probably involved a combination of concepts proposed by Super, Ginzberg,
Harland, Hoyt, Gelatt, Holland and Bailey and Stadt. Essentially thes(! con-
tributors have eeveloped career development and career education concepts,
constructs and procedures which are developmental, which involve the whole
person,. and which

emphasize decision making processes. Yet the building level
career educator probably continues to feel at a loss of how to get started andwhat to do.

Earlier in a paper addressed
to superintendents, directors of career edu-

cation programs, and coordinators of guidance programs we presented a model for
installing career education on a district wide

or regional basis (Mannebach &
Stilwell, 1974). The purpose of this paper is to offer a systemmatic approach
for implementing a comprehensive career education program at the building level.

Need for Buildinr Level Leadershin

A truly comprehensive career educaion program composed of a broad spectrum
of theories, models and curricular packages represents an overwhelming

and dis-
couraging array of concepts and activities for any single building level teacher
counselor or principal to master. There is great value in creating teams, of
multi-discipline and/or

multi-professional roles, to promote, implement and eval-
uate building level career education programs. The Career Activities Team
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(CAT) System defined in this paper is a heuristic model which is Eeneralizeable

across age and grade levels. CATs may be organized within a school or they may

be established within the school district.

Ia the Mannebach-4:tilwell model the CATs are described as key personnel who

contribute to two main functions identified in the installation model. They are:

Prepare for Program Installation and Implement the Career Education Program. In

the former function, the key personnel (now called CATs) prepare concept/

content guidelines and provide inservice education for themselves and lLter for

teachers in the district. In the implementation functiou of the model, the key

personnel are described as providing continuous inservice education, obtaining

schoolcommunity cooperation, and actually implementing the career education

concepts and/or units. These two func!ions will be expanded in this paper for

the benefit of the building level career educator.

CATs Defined

A Career Activities Team is composed of a group of two or more persons who

are committed to integrating career education concepts and activities into the

educational program. A CAT may be organized in any number of forms. It may be

composed of two or more fifth grade teachers in one school who want to share

their successful career education experiences with other fifth grade teacher*

in the school. A CAT may consist of a group of educators from a particular

school who have attended a graduate course on career education. They may want

to initiate some career education activities in the school in which they are

working. A CAT may be composed of a career education specialist, a guidance

counselor and selected teachers designated by the school admin-Istration to

pi)" t career education activities within a school. Or, it may be composed of a

group of educators and persons from the community who wish to cooperate on

career awareness, exploration and preparation endeavors.
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Whatever the composition, wheher they be composed of teachers, counselors,

career education specialists, administrators, personnel from business and indus

try, people from the community and/or P combination of these groups, a CAT is

organized to initiate and implement appropriate carerr education activities

within the school and community. Its chief purposes are to (1) assess the needs

for career educatfon, (2) develop goals, (3) identify and plan career education

activities, (4.) implement the activities, (5) monior the program outcomes,

(6) maintain performance levels and (7) establish a career activities reference

system. A CAT is organized to facilitate the career development of students

within the school.

Any number of CATs may be organised. They may be organized at each grade

level or for grade levels such as primary, middle scho)1 and senior high school.

They may be organized within schools or within the school Cistrict. A CAT may

also be organized by discipline. A CAT composed of rdddle school social studies

teache,-s may work together to identify and articulate career education concepts

and activities. The CAT may vary in size depending upon needs of the particular

situation, how the team is organized, and what it is designed to accomplish.

The primary role of the CAT is to serve as a catalyst in implementing

career education within the school. Members of the CAT should be well oriented

to the need and rationale for career education. They should have the

opportunity to observe successful career education programs and should have

experienced SUCCC50 in implementing career education activities. CAT members

should be able to communicate to others those ideas, experiences and activities

which have proven successful in the past.

The CAT System

The CAT System has eight interdependent and interrelated functions:

DEVEIOP CAREER ACTIVITY TEAMS (1.0), ASS= PRE:SUIT LEVELS OF CAREER EDUCATION

PERFORMANCE (2.0), SPLCIFY CARE.:R EDUCATION GOAL3/0DJECTIVE3 (3.0), PLAN CAREER

5



4.

EDUCATION PROGRAM ACTIVITIES (4.0), II-TIME-NT CAREER EDUCATION ACTIVITIES

(5.0), MONITOR CAREER EDUCATION ACTIVITY OUTCOMES (6.0), MAINTAIN PERFORMANCE

LEVELS (7.0), and MAINTAIN CAREER ACTIVITIES REFERENCE SYSTE (8.0). Each of

these functions has a specific, measurablel'operational purpose. These

functions integrate to develop a system whose purpose is greater than its separate

parts (Ryan, 1973).

Briefly the eight functions will be described in the paragraphs which follow.

In Figure 1, a. model of the CAT System is shown. The subsystems are listed in

Table 1. It must be emphasized that the exact parameters, information, and mate-

rials vary with the purpose of each school system and the students to be afected

by the ust=.

Insert Figure 1 and Table 1 about. here

DEVELOP CA= ACTIVITIES TanS (1.0). Career Activities Teams may be

initiated from several oources. They may be appointed by the school administra-

tion and organized on a rather formal basis. They may be initiated in en2 :chool

or system wide. Formal organization allows more complete planning and articula-

tion of career education activities than does a less formal structure.

CATs may form through the influence of c.:-.reer education specialists

or with the assistance of guidance counselors. CAT's formed in this manner

may expect to have greater access to career related resources and materials

than if working independently. With specialized assistance, a CAT should be

able to make a more vivid impact on the educational program than if such

resources and assistance were not provided.

A CAT may also form informally when two or more teachers share ideas

about career education activities and encourage and promote the initiation of

6
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successful activities within the school. Teacher initiated CATs can help

other teachers develop creative career education activities. To be most

successful, the activities should be designed to facilitate the teaching of a

concept and they sh)uld result in a visible end product. When designed in

this manner, the ideas and activities are easily conceptualized and other

teachers will be more likely to include them in their teaching.

However initiated, CAT members should be key personnel who are committed

to carcer educatiol concepts and who are 'zil1n t provide the leadership

necessary to initiate a successful program. CAT membel.s should be properly

oriented to the team concept (1.1) so they can help carry out the role of

chary7e agent within the school.

The roles within the CATs should be organized formally so that complete

planning and articulation can occur. Thus, in 1.2 such individual responsibili-

ties as team leader, materials selector, team trainer, and assessor-evaluator

may be delineated. The team leader is responsible for coordination within

the team and facilitating articulation between CATs. The broad scope of ma-

terials offered by individuals, professional groups and publishers overwhelm and

specify the need for a selector of materials. The materials must be reviewed,

analyzed and selected with the building's constituency; students, parents,

teachers and community, in mind. The materials selector might indeed involve

several interested team members.

A CAT trainer shoW.d have excellent rapport with the clarsroom teachers.

This individual trains the classruom teachers in the use of specially neleeted

career education materials and should work closely with those involved in

selecting materials. Another crucial member of P CAT is the assessor -

evaluator who selects published inventories, develops special measures for

particular career education activities, and prepares preliminary drafts of

7
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evaluation reports. Of course, within a particular building the CAT may take

on its own composition.

In 1.3 the CAT administers the paper-and-pencil needs assessment techniques.

The administration of such instruments can point to the need for career education.

It should occur at planned intervals within a comprehensive educational program

as a screening and program monitoring activity.

By orienting all the personnel to the team concept within the building,

developing a strong, interdependent team, ane administrating the assessment pro-

gram, the ground work for an effective CAT System is laid. Role and functions

within the team and be..ween the potential constituency and the team are clear.

ASSESS PRESENT LEVEL OF CAREER EaJCATIO:1 PERFOMANCE (2.0). Tradi.Uonally

assessment in career education has been limited to paper-and-pencil measures such

as the SV13, Kuder, or Holland VPI. For a wholistic approach to the person in

career education, a more broadly based syntemmatic assessment is necessary.

The CAT should become involved in observational data collection and in conducting

strultured interviews of the constituency. These three kinds of datapsycho-

metric, observation, and interviewcan be integrated into goals and objectives

for the CATs.

Review of needs assessment data (2.1) such as the Barclay Classroom Climate

Inventory allows tne CAT an opportunity to identiSy cultural or regional

differences among the student population. In addition to comparisons with

regional norms, the analysis of individuals within the group provides fruitful

career activities planning information.

As a result of the data review the team should identify selected students

or classroom units whose needs (skill doficits) lcnd themselves to remediation

by the CAT (2.2). These skill deficits might be career interest development,

relationship with authority (i.e., teacher), croup interaction and/or self-

competency (Barclay, 1974). It would appear that how a person functions in

8
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career development, academics, and socinlly are highly interdependent (Barclay,

Barclay & Stilwell, 1972; Barclay, Covert, Scott & Stilwell, 1975) so that each

dimension of the whole person appears tl benefit from a comprehensivu program.

In addition to the psychometric career education information that the team

collects we recommend that structured interview data should be collected from

"important others." Such important data source.; as classroom teachers, principals,

parents, work-study r,upervisor and even the student should be interviewed (2.3).

The latter source might become the most fruitfv2 in tor= of "getting at" the

ztudent's strengths and weaknesses.

Bch- .oral observation data should be collected by selected CAT mcmbers

(2.4). This collection may b-t self-reported informatiun. For example, Krumbolts

and his associates have developed an apparently valid measure of career education

related activities :ailed Information-Seeking Behaviors (I33;. Thu extensive work

on this self-report technique has been summarised by Krumboltz and Baker (1973).

The behavioral observations may be collected indirectly. Team members riLight

tabulate the number of career-related booklets or magazines read in the school

library, the number of contact:, with workers in selected career rlreas, or the

nunber of ccntacts with school personnel about ,!areer plans. The behavioral

data may be collected directly through observation of role play, review of eiaploy-

cent application forms, or on the job observation.

These multi-method assessment data (psychometric, interview, and obser-

vation) present the CAT with a special challenge to integrate the information

(2.5). A meaningful plan for integration can help identify the strengths,

skill deficits, or needs of individuals within the building. The assessment can

also provide information regarding career education instruction to bu offered

within the building.

SPECIFY CAREER EDUCATION GOALS/OBJECTIVES (3.0). The data accumulated

in 2.0 provides the basis for individual, then croup career education coals.

9



8.

7he information accumulated provides the basis for broadly stated goals which

must be "task analyzed" (Gagne, 1974) for their more specific objectives.

In this function the CAM- provide a delicate interface between the goals of

the program and the needs of the individuals to be served. The program goals

and the individual needs musi: be integrated by the CATs into viable career

goals for individuals (3.1). These goals are derived from a combination of

policy sLatements about the program and needs assessment data gc.thered from

individuals.

The specification of goals into objectives occurs through task analysis.

Specific career education aLtivities should be related to c-pecific career

education needs. According17, the career education goals for each student must

be refined into mangeable, measLrable, and reasonable instructional objectives

(3.2). The work of Eager (1972; Eager & Pipe, 1970) is especially relevant in

this subsystem.

To assure that the career education program objectives are appropriate and

relevant, the CAT should make sure that the goals and objectives of the career

education program are consistent with overall goals and objectives of the

school (3.3). After this validation, the CAT way then proceed to plan specific

career education activities for inclusion in the program.

PLAN CARIER EDUCATION PROGRAM ACTIVITIES (4.0). "Plan" in this model

involves the usual needs assessment (self and supporting environment), but addr6

the dimensions of implementation and revision (Jones, Helliwell & Canschow,

1975). This expanded interpretation of planning is frotht with problems which

will challenge the CAT. Patanswers for planning career education activities

simply are not available. Accordingly, each team must draw upon a probabilistic

yodel in which activities have a 'tentative' effect.

More specifically, in 4.1 the CAT assesses environmental resources. This

1 0
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subsystem requires the collection and organization of data regnrding the use of

on-the-job training sites, potential resourca persons within the school and com-

munity and accessible financial support within the school district or the build-

ing. A strongly supportive environmental system will greatly help the CAT

accomplish its mission.

The development of a career education activity matrix is a vast undertaking

(4.2). Two dimensions--individual differences and the kind of career activities

available rust be recognized. Organizing the two dimensions into a matrix allows

the team to enter it taking into account a number of student characteristics

e.g., age, reading level, ethnic group membership, apparent suitability for

self-directed or teacher-directed learning, and particular career education

objectives. The application of this information to one dimension of the matrix

might revt:al a number of appropriate activities for given Itudents.

The degree of student-to-material interaction appears to be a heuristic

notion which can serve as the second dimension of the matrix. At the ieast

level of interaction, lectures, films and textbooks might be used. A second

level of interaction might be exemplified by film strips, audio visual packages

and propammed Lexts. A third level could be social modelS stimulating responses

in career planning booklets. A fourth level for organizing the available, empir-

ically supported career education activities, might be structured, programmed

simulations or role plays. Lastly, at the most interactive level, the CAT might

develop a series of on-the-job sites where nearly the full range of "handt, on"

activities and realistic stimulation can occur. The interlacing of the individual

difference dimensions with the career activities dimension suggests a number of

possibilities for thc CAT.

Based on the assessment data, the career educatierh objectives and the kinds

of activities derived from the matrix, the CAT ranks the career education

activities in 4.3. Primary and secondary activities are selected. For each

1 1
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activity, the CAT, working with the student and thier "important others,"

prepares a complete activity plan. This activity plan might be called a "career

education activity contract" since goals, criteria, schedule, materials and

individual responsibilities can be specified and agreed to by all concerned. It

should be noted that two plans are prepared in the event that the primary activity

becomes inappropriate, the secondary activity could become operative with a

minimum of transition.

1KPLINENT CAREER EDUCATION ACTIVITY (5.(i). This function simply says "DO

IT." However, how well the career activity is carried out depends very heavily

upon tne needs assessment, goals identification, and planning work completed

in 2.0, 3.0 and 4.0. The CAT plan shoLld be followed carefully. If the plan

cannot be followed closely, this fact and the reasons for it should be quickly

transmitted to :he CAT for approved modification.

The question of what a CAT can do is often raised. CATs can become involved

in many meaningful caroer related activities. For ease of reference they may be

classified into two groups -- those which take place in the school and those

which can be conducted with.n the community. For example within the school a

CAT may:

--visit schools which have viable career education programs

--attend career education conferences and workshops

--provide in-service edu:mtion for other teachers

- -share ideas and successful ca,-eer education experiences

--help teacher.; utilize the career education resources of the
guidance department

--inform the school administration of needs

--team teach certain career education concepts

- -serve as resource persons

--plan displays to depict careers

- -construct bulletin boards on career opportunitie

--plan and assist in conducting a career fair 1 2



- -develop a placement service for students

--compile lists of career related materials

--review career education materials and resources

- -identify career education concepts to be taught

--articulate career education content and objectives

--identify resources needed

--disseminate successful career education ideas and materials

--compile a list of people who are willing to serve as
resource persons in the classroom

--present career education concepts at PTA meetings

Within the community, a CAT may:

--identify potential field trip sites

--identify parttime employment opportunities for students

--involve lay citizens in an advisory capacity

--identify community resources avPi]Pble for career education

--survey how senior citizens can become involved

--visit business and industrial firms to become aware of

employment opportunities

- -interview early school leavers to determine why theSr left

school

--inform people in the community of the role they can plpy in

career education

--survey the community regarding the need for adult education

--identify new formats for learning

The above are only a few of the direct activities in which a CAT

may become involved. In addition, a CAT may plan many activities in which

the students can get involved. Through twoway communication between teachers

and students, relevant activities can be identified and undertaken. Student

involvement is essential in a successful carcer education prozram. Students

will have the opportunity to became involved only after teachers become aware of

13
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their career awareness, exploration and preparation needs and when teachers

become involved and plan meaningful career related student as.tivities. The

initiation and establishment of CATs within the school setting serves as a viable

way to accomplish the task. In 5.0 of the system, many of the above activities

can be accomplished.

MONITOR CAREER EDUCATION ACTIVITY OUTCOI S (6.0). Crucial to the effective

CAT plan is a sensitive monitoring function. The CAT plans specific milestones

which serve as checkpoints both for the time periods and skill levels. If the

career education activity is not progressing on either time or skill-level

schedules, the CAT plan-monitoring should detect this discrepancy.

Monitoring, like assessment of the present level of performance in 2.0,

uses data gathered from several sources. The purpose of this function is to

determine how well the career education activity meets the students' or group's

objectives. In 6.1 the CAT collects observational data during the activity. These

"frequency and variety" data should include both normative data collected on all

students pursuing the same goal and, related data (e.g., promptness on the job,

relationship with authority and peer interaction) collected on the student at

several different times. In addition structured interviews with the individual

and with the career education activity monitors should be collected in 6.2.

Finally, reassessment with paper-and-pencil inventories should be undertaken

(6.3). These data from the three subst=s in 6.0 are integrated by the CAT

and compared with the student or group activity objectives.

Accountability for the CAT is built into the system. Based on the available

data the CA-i must determine whether or not the student or group has reached the

specified career education activity objeatives (6.4). If the judgement by the

team is negative, then the CAT may revise the primary plan (6.5), elect to use the

second plan (6.6) or recycle the CAT System and develop a new set of plans.

Thus, the feedback from 6.0 to 4.3 is a necessary rnlihration in the system.

1 4
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MAINTAIN CAREER EDUCATION PERFORANCE LEVEL (7.0). The new, hard won

career education attitude, cognition or behavior level should continue after

the activity has reached its goal. Ideally, the CATs will have structured the

activities so that the students will have internalized the objective. In the

event that the students require continued support from their environment, the

CAT will have 4-o train additional key building personnel (7.1). Throughout

some follow-up period (60 to 120 days) the team should monitor these recently

trained personnel to insure that they are indeed supporting the student

appropriately. This spreading of responsibility has the effect of getting the

entire building committed to career education goals.

MAINTAIN CAREER EDUCATION ACTIVITIES REFERENCE SYSTE A (8.0). This function

is crucial for intra-CAT development and for inter-=r relationships. A network

of interrelated data can be generated in this function. Indeed, the various

inputs to this function allow the reference system to answer "What career educa-

tion activity and by whom (CAT member or significant other), is most effective for

a particular student with specific career education objectives?" That is, a

probabilistic answer can be generated from assessment data (2.0), from individual

or group objectives (3.0), from selected career education activities (4.0) and

from the reported success of a selected activity (6.0 via 4.3).

These integrated data which are resorted in terms of frequencies and

varieties become a continuously up-dated memory for each CAT (8.1). Thus, the

team's collective thinking is revised on the basis of which activity worked

best under what conditions. Further in 8.2 these probabilistic data are returned

to each CAT for its own 1r:7-service training. These data may be linked to other

CATs in the district or region so that a mutually developed network of career

education activity information promotes diversity, creativity, and humanism in

pamining, implementing, and evaluating career education activities.

1 5
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The CAT System Advanta7es

The Career Activities Team System, with its eight independent and inter-

dependent functions, provides career educators and their clients with an effective

way for meeting needs and improving individual competencies. Five distinct

advantages of the CAT System have been identified. They are:

1. The over-all system is developmental so that information and experience

build upon each other in a recorded manner. The information processing

activities help the CAT consider multiple career education activities

for each individual rather than resorting to a standard, non-individual-

ized way of working with people.

2. The CAT members have a "forum" for exchanging and developing ideas

about career education activities. It allows the members to communicate

on a regular basis. aka' members like the opportunity to share their

experiences. By communicating they realize that other teachers are faced

with many of the same problems and ccncerns confronting them. The

opportunity provided by CAT membership to discuss problems, share ideas,

and make plans can be a rewarding experience.

3. The CAT organization uses the leadership potential within the building,

the district, and the community. C'tT members have status among their

peers and are able to provide leadership in an important endeavor. The

orEanization of a CAT is an excellent way to identify and utilize latent

leadership.

4. The mse of personnel indigenous to the building allows the team to have

a close relationship with the students. Thrmugh careful planning,

CATs =an develop meaningful career related activities for their students.

They maa identify those real life out-of-school activities of the students

yhich serve as a vehicle for caking the in-school activities relevant

to the studento. They can plan career activities that get students ego

1 6
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involved. As students get more and more involved in relevant learning

activities, an increased amount nf control and respnnsibility can be

shifted to the students. In this manner, teaching is easier for the

teacher and instruction is more relevant to the students.

5. Accountability is built into the system. Each function bears an

interdependence through feedback or feedforward of information.

In a time when educational dollars are in short supply and closely

controlled, the worth of a program must be shown th:Igh accountability

methods.

A Challenre for Career Bducators

The front-line buildinz level career educators will make or break the

program. The system described has been designed with the practitioner in mind.

At the same time, there is need for the conceptualizer, the researcher, and the

program manager. Yet, before you can get to the students, you have to get to

the teachers. By developing those interested in and committed to career educaticn

into teams (CATs), by providing fcr team interaction, by building ego-involvement

And by sharing enthusiasm, the CAT concept can work in your school. It will

be hard work, but it will be rewarding!



NOTES

1Based on a paper present at the Annual Meeting of American Educational

Research Association's Special Interest Group on Systems Research, Chicago,

April, 1974.

2Associate Professor, Department of Higher, Technical and Adult Education,

School of Education, University of Connccticut.

Associate Professor, Department of Educational Psychology cnd Counseling,

College of Education, University lf Kentucky.
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Table

CAREER ACTIVITIES TEAM SYSTEM

1.0 Develop Career Activities Teams
1.9 Orient school personnel
1.2 Organize career activities teams
1.3 Administer needs assessment instruments in schools

2.0 Assess Present Levels of Career Education Performance
2.1 Review needs assessment paper and pencil data
2.2 Identify target students
2.3 Interview critical people

2.3.1 ask teacher about student
2.3.2 ask parent about student
2.3.3 ask principal about student
2.3.4 ask student about self
2.3.5 strengths in affective, academic and career education areas
2.3.6 weaknesses in affective, academic, and career education areas

2.4 Collect behavorial data
2.4.1 collect contacts with employers
2.4.2 collect contacts with workers in fields
2.4.3 collect contacts with counselors
2.4.4 collect number of career education booklvts read

2.5 Integrate career education appraisal data

3.0 Specify Student Career Education Goals/Objectives
3.1 State individual career education goals
3.2 Specify objectives for behavior change
3.3 Revise objectives as needed

4.0 Plan Career Education Program Activities
4.1 Assess environmental resources

4.1.1 collect data on available sites and people in the community
4.1.2 collect data on facilities swilable in the school system

4.2 Consider career education activities
4.2.1 select textbooks, pamphlets
4.2.2 select films, videotapes, filmstrips
4.2.3 select simulations, games
4.2.4 select role play, site visits
4.2.5 select work study and hands on activities

4.3 Select primary-secondary activities
4.3.1 rank alternative activities
4.3.2 select primary activity
4.3.3 select secondary activity
4.3.4 complete CA.T planning guide

5.0 Implement Career Education Activity

6.0 Monitor Career Activity Outcomes
6.1 Observe student performances
6.2 Interview student and activity monitors
6.3 Readminister needs assessment instruments

6.4 Compare objectives and results
6.5 Rsvise career education activity
6.6 Choose alternative activity
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7.0 Maintain Performance Level
7.1 Inservice teachers, counselors
7.2 Nonitor teacherstudent activities

8.0 Maintain Career Activities h2ference System
8.1 Update assessment, objectives and activities data

8.1.1 uce data on program graduates
8.1.2 use data on program dropouts
8.1.3 uss data on changing community needs

8.2 Provide data to CATs



Schoolinc: A three Year follow-un. Report prepared for Vigo County

School Corporation, Terre Haute, IN, 1975.

ae, R.M., Task analysis - its relation to content analysis. Educational

Psycholocist, 1974, 11, 11-18.

as, G.B., Helliwell, C.B., & Ganschow, L.H. A planning model for career

guidance. Vocational Guidance Quarterly, 1975, 23, 220-226.

J.D., & Baker R.D. Behavioral counseling for vocational decisions.

In H. Boro-.7 (Ed.), Career Guidance for a New Ace. Boston: Houghton

Mifflin Company, 1973, 235-134.

!r, R.F. Goal Analvsis. Palo Alto: Fearon Publishing, 1972.

!r, R.F., .5, Pipe, P. Analvzin: Performance Objectives. Palo Alto: Fearon

Publishers, 1970.

tebach, A.J., & Stilwell, T.T.E. Installing career education: A system approach.

Vocational Guidance Quarterly, 1974, 22, 180-188.

T.A. A conceptual model of career development. rdueational Technp107:y,

1973, 13(6), 23-28.

h, 11.F. The Valuinr! Annronch to Career Education. Uaco, TX: Education

Achievement Corporation, 1972.

22


