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READER'S GUIDE

* WHAT IS THE PURPOSE OF THE GUIDE?

This document is intended 8s a self-contained reference for members of
Vocational Instructional Program (VIP) Advisory Committees. However, the
materials may be useful to other audiences because the Guide provides specific

answers to & wide€ range of questions, For example, it describes:

. what VIP Advisory Committeéé are and what they do; 7
. how to organize a VIP Advisory Committee;
. how to manage the work of a VIP Advisory Committee; and -

. what better practices from effective VIP Advisory Committees can be
replicated, A

The purpose isg to provide assistance in developing, organizing, and oper-
ating new or existing VIP Advisory Committees. Portions of the Guide should
be useful to state education officials, local education agency or institution
officials, vocational administrators, vocational instructors, VIP Committee
officials, VIP Commiftee members and teacher trainers/educators. Since these
are very different audiences, not all sections of the Guide will be useful to
each audience, Read only that material which may be useful to you and disre=-
gard the rest. Further, please read selectively; as a Resource Guide, it is
not necessarily intended to be read from cover-to-cover, in one reading, or by
a single audience. Some of the materials are written about basic Committee
activity for an audience of Committee members or new Committees., I what you
are reading does not fit your needs, please recognize that the material was

written for a variety audiences and move ahead to other materials or topics.

The content focuses on/VIP Advisory Committees for vocational/technical
instructional programs, praérams that offer training for an occupation or clus-
ter of occupations. It does not address to general Local Advisory Councils for
Tocational Wducation (LACVE's). Even so, some of the materials about commit-
tee operations should be useful resources for operating any kind of committee

4

or council,




Additionally, the Guide is designed to be useful either for secondary or

postsecondary level programs, Sometimes examples or illustrations for each
level are included; other times you must adapt the material %to your own situa-
tion. Also notice that in two cases terms have been used interchangeably:

(1) "occupational” and "vocational" and (2) "trainee" and "student." Use of
these terms does not denote a distinction between high school and community
college/technical\institute levels., Moreover, the terms "institution" and
“local educational agency" are used as general descriptions for the educaticnal

unit in which the training program is located.
/ .

Two other terms used in the materials also need definition. First, "eco-
‘nomic employment community" and "business community" are used interchangeably
and mean all work settings in which program graduates are or might be employed.
Second, "governing board"” refers to'the board of trustees, school board, or
board for vocational-technical educational -- whichever is the governing board

or final authority for the local educational agency or institution.

HOW IS THE GUIDE DESIGNED?

“

The Guide is a compilation of sﬁggestions and "how to's" derived f%om
descriptive materials prepared by the states, empirical studies, training
materials, and printed materials from a sample of exemplary VIP Advisoqy
Committees, Suggestions are exactly that -- suggestions. They are nei&her
prescriptive nor proscriptive, but rather illustrations and ideas. Adépt and

use whatever is applicable to your situation and disregard the rest.

The format was selected to help you use the materials, It offers step-by-
step directions for using the included tools and techniques, and contains
illustrations and problem-based examples of what procedures might be used and
how. Moreover, references have been kept to a minimum and often are presented
in separate sections called "Additional Information” at the end of units orp
the Guide. TFurther, the loose leaf style is intended fo allow you to select

and reproduce single pages or entire chapters of the materials,

Given the different audiences that may use portions ot these materials,
refer to the following illustration to assist you in selecting material that

may be appropriate to your situation,

vi | o)




CONTENT OVERVIEW

CHAPTERS PRIMARY PURPOSES PRIMARY AUDIENCE

1. An Introduction . Explains what a V1P Advisory Every reader
to VIP Advisory Committee.is and why it is
Committees important,

2, Punctions of Explains what a VIP Committee Every reader
VIP Advisory should do,

Committees
Explains role in terms of involved
parties.
Suggests a planning system that can
be used as a model program activity.,

3. Advisory . Describes/suggests Committee Governing Boards
Committee organization, and Program
Structure , Administrators

‘ . Emphasizes how to charter and how
to select a Committee.

4. Effective . Describes empirically how Program
Advisory " Committees function and what Administrators
Committee others can learu from their [ and Committee
Operation experience. \ Officers

5. Strategies and . Provides suggestions about major. VIP Committee
Techniques For operational issués that must be Officers
Supporting the faced by effective Committees,

Work of Advisory Includes step-by-step directions
Committees for using successful procedures
that resolve the target problem. .

- 6. Tools For . Provides instruction and suggests VIP Committee
Managing Group how to manage task activity. Officers
Activity

. Assists decision-making by
comparing techniques to use in
Committee work,
7. Appendix . Supplemental materials, As needed

vii
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WHAT PARTS OF THE GUIDE MAY BE OF PARTICULAR INTEREST T0 YOU?

There follows a brief self-assessment for a VIP Advisory Committee. ‘When

a Committee answers "no" to one of three questions, the materials in the chap-

ter under which the question is grouped may be of value to members.

VIP COMMITTEE SELF-ASSESSMENT

Issues Discussed in Chapter Two

‘YES NO

1. Is the role and responsibility of the Committee in relation to
the program administration explained clearly?

2. Does the Committee advise or-assist the instructional progra

in the areas of: |

a. evaluating items such as instructional materials, competency
5 levels, and program outcome?
: b. planning and remodeling facilities?
\ c. working with trainees?
' d, securing resources?
, e. providing instructional assistance?
f. planning courses of instruction and generating suppert for
the current program?

;
3. ™oes your Committee have an annual work plan that specifies:

a. @goals and objectives?

b. timelines for activities?

c. assignments of responsibility?
d. suggested strategiss?

|11
|11

4. Are members aware of the specifics of the Committee's work plan?

5. Does the work plan provide both for short-time goals/activities
and for the long-range focus of the Committee?

6. Do all Committee members participate in developing and revising
the work plan at the beginning of each new year?

|
|

Issues Discussed in Chapter Three

1, Is provision made for Commi-ttee permanence and continuity?

2., Are members selected because of their:

a, interest?

b. knowledge and experience’

c. reputation?

d. willingness to serve?

e. employazent in the target trade, craft or occupation?

viii




YES NO

3, Are members recruited from occupations in fhe employment
conmunity that are served by the program?

f |

4, Is there a charter or constitution for %he VIP Advisory Committee
that specifies:

a. term of service?

b. number of members?

c., reappointment of members?

d. 7role and responsibility of the Committee?
e, qualifications of members dr officers?

5. Are members officially appointed by institutional authorities?

6. Are current trainees or recent graduates of the program included
as Committee members?

7. Is there a specific provision in your charter or by-laws that
provides for the replacement of members who do nct contribute?

|
|

8. Are the }espogsibilities of Committee officers clearly delineated?

—hemtwes  e—

Issues Discussed in Chapters Four and Five

YES NO

1. Are Committee members involved and eager to contribute to the
work effort? :

2. Is the work atmosphere of your Committee supportive?

3, Is the time spent during Committee meetings focused on tasks
related to the work planned and specific agenda?

4. Are members reminded of upcoming meetings well in advance?
5. Do the discussions at meetings follow the agenda?

6. Are background materials made available for all issues that the
Committee must address? :

7. Ts publicity provided for important Committee activities?

8. Are dates, locations, and times established for meetings at the
beginning at each year? ‘

9, Are specific orientation and training activities provided for new
members?

10, Are Committee recommendations presented in writing?
g

ix
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YES

v———
————
——

NO

———
—e—
——

14,

15,

16,

Ara members recogiiized for outstanding service to the Committee?

Are officers elected from among the experienced Comnlttee
members who are private sector representatives?

Does the instructor (or other school personnel) serve as
ex-officio member of the Committee?

Does your Committee evaluate its own .activities in terms of:q

a, meetings?
b. work process?
¢, work product?

Does your Committee establish and operate under its own by-laws
that specify: -

a, rules of operation within meetings?
b, numbers of meetings per year? '
c, rules on how decisions and/or consensus will be reached?

Is conflict used and dealt with positively within the Committee?

‘Issues Discussed in Chapter Six

Are group task management and decision-making techiiques used
in the Committee?

Does the Committee have a systematic, successful*method for
reaching a decison and involving all Committe. members in the
decision-making process?




| CHAPTER ONE:
AN INTEODUCTION TO VOCATIONAL INSTRUCTIONAL
PROGRAM (VIP) ADVISORY COMMI™' S

WHAT ARE VIP ADVISORY COMMITTEES?

‘ vJocational Instructional Program (VIP) Advisory Cémmi;tees are formally
congtituted groups of vélunteers who share an expert, working knowledge of the
job tasks and competency requirements for specific target occupations. Draﬁn‘
primarily from the private sector (but with appropriate public -sector employer
representation), the principal purpose of this officially appointed body is to
méintain and improve the quality and impact of instruction in programs that
prepare workers for the target occupations. The Committees provi@e advice’in"
areas such as occupational performance speci’ications, instructional objec-
tives, equipment selection, facllity layout and modification, job requirements,
credentlals, program artlculation, labor market needs/trends/opportupities,

1nstructor competencies and retraining strategies, and student recruitment and

orientation.

WHAT DO WE KNOW ABOUT VIP ADVISORY COMMITTEES, AND WHY ARE THEY IMPORTANT?

While much useful data is available on federally-mandated advisory groups
such as State and Local Advigory Councils for Vocational Education, there is
limited knowledge about VIP Advisory Committees because they have received
little systematic study or attentiom in vocational education literature of
recent vintage. One purpose of the effort that produced this Reso?rce .uide
was to collect and summarize available printed information on the operation,
orgahization and number of VIP Advisory Committees across the nation. It must
bq\;:Eha8129d that this is a first effort at compiling significant census data

on the quantity and nature of VIP Committees. This effort is not meant to be

{4 exhaustive, but rather provided as a useful beginning in the process of iden- .
- tifying private sector participation in vocational education. The following

generalizations are the results of this process:

1-1
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. VIP Advisory Committees are one of the oldest forms of assistance to
vocational-technical .education. VIP Advisory Committeep operated as
"trade,” "advisory," or "craft committees" for most of the 20th century.
As enrollments in all vocational education programs grew, so too did .the
need to gonerate a name for instructional advisory committees that would
include all trades, occidations and. crafts. As a result, the name Voca=-
tional Instructional Program (VIP) Advisory Committee was coined. Its
focus is to advise instructional programs un the necessary skills, atti-
tudes and knowledge that entry-level workers and/or retrained workers
must have in order to ‘function effectively on the job. Its goal is %o
improve the effectiveness of the instructional.progr%ﬁs themselves,

« VIP Advisory Committees focus on specific instructional programs that
prepare workers fur particular target jobs or clustérs of related occu-
pations. They are concerned with maintaining and improving the instruc-
tional programs, making sure instruction is job specific, current, and
competency based.

. VIP Advisory Committees are community-based, with membership drawn from
the employment community. Employment community is broadly defined as
any local business, industry, or organization that hires instructiocnal
program graduates to f£ill the program's target jobs. Often Committee
members are the “"consumers” of the instructional program; employers or
work supervisors of graduates, ) .

. VIP Advisory Committees are officially authorized by the governing
bodies of the local educational agency or institution in which the
instructional program is located. Authorization usually includes a
formal statement of mission, authority, responsibility and roie.

. VIP Advisory Committees are advisory in nature., They prov’ .. sugges-
tions, recommendations, information and assistance to the .structional.
program as it relates to the job site. Advice more often :oncerns what
is taught rather than how it is taught. Moreover, the advice carries
the weight of carefully considered suggestion; VIP Committees do not
administer programs, nor do they set program policy.

3 v/

. VIP Advisory Committees produce tangible benefits. Students receive
more effective training and have smoother school-to-work transitions;
employers hire better prepared workers; and the training programs enjoy
the support of the local employment community and operate more effec-
tively and efficiently as a result of Comuittee activity.,

. VIP Advisory Committees create partnershipe .etween schools and ths
employment community. They facdilitate communication, which improves
training programs, enhances community awareness of and support for the
programs, and promotes the employment of well-trained program graduates.

. VIP Advisory Committees are improvement-directed. They promote con-
structive and necessary change with.n a training program or institution,
They generate and transmit new ideas to the prograt from the employment
community and from the program to the euployment community. Suggestions
are conveyed gs carefully considered recommendations.

1-2 1 4
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" number of members ranges from 5 to 8 persons per Committee, Larger R —

VIP Advisory Committees are goal-oriented. . Not only do they operate
from an annual work plan that sets forth the Committee's primary purpose
and specific objectives for the year, but they also focus on the overall
goal of promoting the highest quality vocational education programs,

VIP AdV1sory Committees are used by the majority of vocational instruc-
tional programs, Estimates and actual counts of programs with Commit-

.tees suggest that 75 to 100 percent of all secondary and post-se~ ndary
- instructional programs use Committees, Additionally, this data . .sgests

that a higher percentage (almost 100 percent) of instructional programs
located in vocational high schools, area vocational schools, technical
institutes, and community colleges use VIP Advisory Committees than do
programs located in comprehensive secondary schools,

VIP Advisory Committees are not mandated by federal legislation but are
required by 3tate law or regulation in several states.

VIP Advisory Committee size ranges from 3 to 40'members. The averége

Committees seem to be associated with area vocational schools, technical
institutes, and community colleges, and especially those instructional
programs located in more densely populated areas. Smaller Committees
seem to be associated with comprehenisve high schools located in less
densely populated areas,

VIP Advisory Committees are composed of members whose terms of service
range from one to five years, The tendency appears to be a term of one
to three years. Some programs, especially in rural areas, seem to
appoint members to terms of indefinite length,

VIP Advisory Committees serve all types of vocational instructional
programs, However, because of the number of programs, the greater
portion Committees serve technical and industrial programs,

VIP Advisory Committees usually serve a single instructional program
such as data processing, tool and die making, or X-ray technician.
However, sometimes single Committees serve instructional programs for a
cluster of occupations such as automot.ve, metal work, or personnel
services, Often, when Committees advise a cluster of instructional -
programs, the programs seem to be located in areas with limited numbers
of target occupation employers and employees who are available to serve,

Two other variations were noted regarding the generalization that VIP
Advisory Committees serve a single instructional program. First,
sometimes a single Committee serves two separate but cortent-similar
instructional programs in the same institution; for example, the same
Committee may advise both post-secondary and adult welding programs in

the same institution., Second, occaSionally the lLocal Advisory Council

for Vocational Fducation serves both as & general committee and a VIP
Committee., In such situations, the work for a particular instructional
program seems to be done by a specialized subcommittee of the genersl
committee,




. VIP Advisory Committees are composed primarily of private-sector
employers, employees, and supervisors, with the usual range falling
between 65 to 100 percent of the total membership drawn from these
categories, The mean for Committees from states with available public
data is 83 percent. Committee members who are not private-gsector repre-
sentatives include representatives of public sector employers, represen=-
tatives of labor unions or trade associations, parents, students, and
instructors. Parents seem to serve most often on secondary level
programs, while public sector employers seem to serve most often on
post-secondary programs. Students and instructors may be involved at
any level, However, often when instructors are counted as Committee
members, they are included on the membership roll, but serve in an
ex-officio capacity.

. VIP Advisory Committees involve thousands of persons in the vocational
education enterprise. Tor programs in the 16 states and territories for
‘which reliable* printed data were availabla, approximately 240,950 per-
sons served on VIP Advigsory Committees., Of this total number, approxi-
mately 207,150 persons were private sector employees, employers, or
supervisors., Other members were students, public sector employers,
union and trade association representatives, parents, and instructors.
The state-by-state estimates are illustrated in Table 1,

. Useful data available from 17 other states and territories -~ New
Hampshire, Colorado, Missouri, Iowa, New Mexico, Michigan, Georgia,
Oklahoma, New Jersey, District of Columbia, Ohio, Hawaii, Kentucky,
vashington, Idaho, Arkansas, and Kansas -- suggest that an estimated-
256,700 persons serve on VIP Advisory Committees in those states. Using
the mean percentage of members who are private sector representatives
(83 percent) from states where more complete information is available,
one estimates that approximately 213,100 of the total number of members
are private sector representatives. Thus, for the 33 states and terri-
tories with available data, approximately 420,250 private sector repre-
sentatives serve on secondary and post-secondary VIP Advisory Committees,

| . |

Through data collection, states and territories were divided into t?o

groups, one group with estimates of VIP Advisory Committee membership and one
group without such information. In order to generate an estimate of total VIP
Advisory Committee membership, and private-sector membership, one must compare
the two groups of states and extrapolate from that comparison, Compaﬂing the
two groups requires making the following_aésumption: that in any detd that
enters into the extrapolation there is no,difference between the states that
reported VIP Advisory Committee data and the states that did not. . .

/ : !

Once having made this assumption, if one examines enrollment dat4, one

finds that 58 percent of the secondary'vocational enrollees and 60 percent of

* Raliable data means data that could be cross-referenced.

1-4
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the post-secondary vocational enrollees are served in programs in 33 states and
territories for which there is some informaton on VIP Advisory Committees.
Therefore, approximately 40 percent of the secondary and postsecondary enrol-
lees are served in the remaining 24 states and territories. This also means
that approximately 40 percent of the total VIP Committee membership should be
located in these 24 states and territories, Converted to number of members,
this means that approximately 280,150 private sector members serve on VIP
Advisory Committees in these 24 states, This brings the estimate of the total
private sector membership estimate to approximately 700,400 persons, nation-
wide. While this number is tentative at-best, extrapolated from a variety of
data and data sources, it nevertheless suggests the size of the Vir Advisory

Committee e¢unterprise,

1-5
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Table 1l:
VIP COMMITTEE MEMBERSHIP*

APPROXIMATE NUMBER OF##*

PRIVATE SECTOR

STATE COMMITTEES COMMITTEE MEMBERS COMMITTEE MEMBERS

l. Maine '650~ 4,550 | 4,550
2. Massachusetts 1,050 6,200 ) 4,950
3., Maryland 1,800 1G,350 | 8,600
4, Virginia BFO \ 4,250 3.SSQ
5. South Carolina 1,960 | 10,350 9,300
6. Temnnessee 3,200 . 19,300 18,950
7. Illinois 9,450 56,550 53,750
8. Indiana 9,900 59,400 49,300
9. Oregon 1,400 11,000 6,000

10, Alaska 1,200 5,850 3,850 -
11, South Dakota 2,000 9,850 8,200
12, North Dakota 650 9,000 - 7,050
13, Utah 2,150 10,650 8,850
14, Virgin Islands 25 250 200
15. Nebraska 600 3,750 3,750
16, TFlorida 2,000 19,650 16,300
TOTALS 8,82 240,950 207,150

* Data sources include projections, estimates, and count from: (1) the
Annual Staff Plans for Vocational Education, (2) the National Center for
Educational Statistics, (3) the State Vocational Education Agencies, and
(4) mailing lists/rosters of VIP Advisory Committees,

** The numbers in the table may understate the actual counts in some cases due
to incomplete data.
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CHAPTER TWO:
PUNCTIONS OF VIP ADVISORY COMMITTEES '

WHAT IS THE NATURE OF ADVICE?

Vocational Instructional Program (VIP) Advisory Committees inform, assist
\x and advise on the operational aspects of vocational-technical education pro-
\ grams for target occupations, This involves studying instructional-related
{ssues and recommending coutrses of action on topics ranging from necessary

outcome competencies to instructor trade skills,

‘Because Committee members have expert knﬁwledge about target trades, occu-
pations, and crafts and because the Committee\ﬁgs.chartered authority granted
by the governing board of the local education agégcy or institution, Committee
advice is taken seriously by training program officials, However, as advice,
Committee activity is limited to suggestions, recommendations afid assistance.

Committee authority does not include administrative or fiscal control of the
program; these responsibilities are reserved for the local education agency or
institution, More specifically, only the institutions go&erning board can
establish policy for the training program, adOpt text books for courses, and

hire/fire instructors.
IN WHAT AREAS IS ADVICE APPROPRIATE? \

Any aspect of the instructional program that deals with job requirements

for target occupations is the legitiméte concern of a VIP Advisory Committee,
Recommendations and advice should be provided to institutiomal or local educa-

tion agency officials in the following areas of concern:
\

i

i
1
i

Planning Courses o

. VIP Advisury Committees usually take an active role in planning course out-
lines and instructional outcomes. While school officials do most of the detailed

planning, VIP Committees often assist with activities such as:

2=1
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. Identifying specific skills, attitudes and knowledge required for
target occupations;

. Determining proficiency levels or competence standards and suggesting
testing methods;

. Reviewing and recommending instructional materials§
. Establishing target outcomes and objgctives for training;

. Suggesting specific cooperative or production work to be included in
the instructional program;

. Designating target occupations for instructional orogram5° and =

. Recommending methods for certifylng the skills, xnowledge and attltudes
of program graduates.

The VIP Advisory Committee's particular concern should be ensuring that,
training materials accurately reflect changing technology, and that competen-
cies reflect actual work requirements. FEmphasis is placed on what to teach,

not Eﬂi to teach,

Planning Facilities

Gi&én their business perspectives, VIP Advisory Committees provide'ﬁaluable
assistance in designing and remodeling school-based training facilities. Among -
typical Committee activities are:’

. Suggesting needed equipment equivalent to those of community work places;

. Determi~ing the type and quantity of tools, supplies and materials
needed or training actlvities'

. Recommshdlng and locating cooperative training stations in work
settings as alternatives to school facilities;

. Recommending an appropriate lay-out of shop or laboratory fa01litles
to simulate work experience and enhance training; and -

. Reviewing sarfety training aspects of the instruction program.

Working with Trainees

VIP Advisory Committees can provide assistance in working with program

enrollees, Posgible activitiss include:
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. Helping establish selection criteria for students, especially when
training involves on-the-job experiences in the community;

. Assisting with guidance and placement of program graduates;
. Hecruiting trainees for the program; and -

v

. Supporting student orgenizations, competitions, scholarships and awards.

Securing Resources

Often VIP Advisory Committees directly and indirectly assist training pro-
grams in securing financial support. Some of the resource activities in which

Committees participate are the following:

. Securing donations or loans of equipment, materials, supplies and
samples;

. Prbviding in-kind services related to on-the-job training and super-
vision of students;

. Providing direct funding for program expenditures and/or trainee
scholarships;

¢
. Providing classroom space and training sites in production areas so

that enrollees can receive and on-the-job instruction;
. Supporting requests for logal appropriations; and =~

. Recruiting'assistance from other members of the employment community.

Supplementing Instruction

Often VIP Advisory Committee members play active roles in student training,

including:

. Serving as guest lecturers, substitute instructors or consultants to
demonstrate occupationally specific skills;

. Providing facility tours and field experience for trainees;

. Establishing on-the-job training stations for cooperative vocational
education; and -

. Suggesting guest lecturers.

2=3
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Assisting Instructors

VIP Advisory Committees often aid instructors in relating instruction to

community needs by:

. Suggesting and arranging for appropriate in-service training for
instructors and program administrators;

. Providing technical assistance and 1nformat10n on new production
methods, items and techniques; and =

. Showing interesat in partlcular problems and providing suggestions for
solutions,

Planning Program

VIP Advisory Committees can provide great assistance in overall program
planning because they often have more specific and useful information about the
trends in the local community than do the school officials or representatives
of Local Advisory Councils for Vocational Education (LACVE's)., Among the

specific program-planning services performed by Commitees are the following:

. Evaluating and recommending improvements in program elements such as
objectives, instructional materials, outcomes, work procedures, and
frllow-up on program graduates;

. Establishing lalor market, human resource and manpower needs, trends
and opportunities for target occdhpations;

. Defining necessary occupationally-related competencies and experiences
for instructors; and = -

. Recommending potential instructors wiéh appropriate educational,
business and industrial experience,

Coordinating and Supporting Programs

In addition to direct support services, VIP Advisory Committees also can
generate a grest deal of community support for the program., The Committee can
help by:

. Serving as a communication channel between the training program, local
educational agency or institution and the employment community;
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. Facilitating the linking of the instructional program with emerging
computerized national informatiou networks;

. Assisting in bringing about agreements between the vocational progranm
and similar programs at other institutions within the economic
communi ty;

. Speaking on behalf of employers and employees of/from target
occupations;

. Helping the local education agency or institution inform the community
of new and/or needed occupational programs;

. Generating interest and support for the program within the employment
community;

. Networking the program into existing community trade, crafts, and
occupational associations and groups; and -

.. Representing a particular occupation and instructional program on the
institution's Local Advisory .Council for Vocational Education.

HOW DO SUCCESSFUL VIP ADVISORY COMMITTEES ORGANIZE THEIR EFFORT?

Successful VIP Advisory Committees are the result of careful planning, hard
work, focus and commitment on the part of all members. The!Committee's annual
work plan is the vehicle through which it organizes responsibilities and

directs its work toward common goals.

A writfen work plan is the first product of Committee activity each school
year, In preparing the work.plan, Committee members decide together on the
focus, goals, and objectives of the Commitiee, in addition to time commitments
and resource needs for the year. The work plan's degree of‘formality will vary
from Committee *o Committee. At a minimum, the focus, goals and general stra-
tegies for implementation should be recorded and distributed to all Committee
mgmbers. Furthermore, the work plin should be used by the Executive Committee
to monitor and direct the Committee's work throughout the year. TFigure 2,1

illustrates a suggested format for an annual work plan,

Because planning is a rational process, the steps Committees take in

developing their work plans should be similar,

2-5
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Step 1l: Establish Priorities, Goals and Objectives for the Year

Each VIP Advisory Committee focuses its responsibilities on several
priori?y issues relating to fhe instructional program it serves, Within each
priority area, the Committee will set:specific goals reflecting what it hopes
to accomplish, Objectives represent specific actions that will be taken in
achieving those goals., A statement of objectives contains meagurable indices
and time limits in order to.direct the actions and -assess progress.

Figure 2,1:
FORMAT FOR ANNUAL WORK PLAN

Specific priorities and goals for year 1984-85:

. Secure new press equipment for print shop. 3

. Improve une skills of program éraduates by updating the curriculum and
making the training more job specific,

Objectives related to goal #2:

e Establish six additioral work/training stations in the community for
‘cooperative work-study. : '

. Review instructional materials to assess their degree of congruence
with identified on-the-job knowledge competency requirements,

EXPECTED TIME PERIOD RESPONSIBILITY
QUALITY REQUIRED FOR REQUIRED FOR
OBJECTIVE OQUTCOMES ACTIVITIES ACTIVITIES RESOURCES ACTIVITY
Establish 6 sev . Training position . Contact trade associ- . September 0 Subcommittoe
industry-based ations, unions, civic 15 - 30 on industry
work/training clubs to epread word . ' relations:
atations ‘ R. Brown -
. Improved skills of Contact 20 private Ootober 0 ¥. Green
progran graduates businessen 1 -15 B.D. Smith
. Improved community Follow-up busineuses October 0
support and contacts with 15 - 30
. visit and letter
. Improved placement Securs letters November Secretarial/
of fering positions 1l - 30 postage

for trainees

24
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The VIP Advisory Committee will set its priorities based upon a systematic

study and discussion of the needs of both the instructional program and the
job, Work plans from previous years, as well as descriptions and perceptions
provided by instructors, administrators and employers, will suggest a number

of issues or topics for the Committee to consider,

Once a set of prioritiés has been suggested, the Committee must decide on
which to concentrate during the upcoming year, Often €he Committee may use a
group manageﬁent procedure such as the Nominal Group or Decision Matrix tech-
niques in order to select the two;issues of greatest importance and interes?
to the membership., Theéé techniques are described in Appendix E of this

Resource Guide,

After settir - priorities, the Committee should develop one or two written
"goal statementy for each priority issue. Among the action verbs that VIP
Advisory Committees commonly use in goal statements are: provide, promote,
increase, decrease, suggest, change, offer, train, establish, and reviey.
Figure 2:2 suggests a goal statement . rmat,

o

Objectives are more specific stafements that suggest strategies and interim
targets for accomplishing goals. Moreover, because they are measurable, they
facilitate assessing the degree to.which goals are achieved. ‘Figure 2.2

includes a structure for writing Committee objectives.

Figure 2,2
GOAL STATEMENT FORMAT -

The (name of VIP Advisory Committee) will (actionhverb) (what)

for (what general purpose) .

* % H * ¥

STATEMENT OF OBJECTIVES FORMAT

mo  (action verb) (what event or activities) for achieving

(goal) by {(when) .
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VIP Advisory Coq&ittees often use action verbs such as prepare, develop,
charge, increase, improve, present, reduc%, decrease, stimulate, assess,

_involve, and c¢reate in writing statements of objectives,

Remember, the Committee must discuss thoroughly each issue before devel-
oping goals and objectives. It must decide both what will be accomplished and
why i+t is important, The anticipated results must justify the activity.

B . \‘

Step - 2: Identify Necessary Tasks and Activities

After the Committee has developed its goals and objectives, attention must

be directed towafd the tasks,cactivities.or strategies that will he used to

of reasonable activities for each objective, Conalder using a Brainstorming

session or the Nominal Group Technique to focus attention and stimulate ideas.

(Both techniques are described in Appendix E of this Guide.)

I

Step 3: Select Committee Members to Serve on Subcommittees

accomplish the objectives. An open Committee discussion will gefherate a list
Establisﬁ Subgommittees responsible for specific tasks wifhin the Committee's

work plan, and select members for each Subcommittee whose skills, knowledge and

" experience match the goals of each Subcommittee. These individuals most likely {

will be.committed to the work activity associated with the goal., However,

remember to involve all Committee members in developing and deciding upon the {

overall goals, objectiveé and strategies qf the annual work plan, .
;- (

Step 4: Choose Leaders for Bach Subcommittee

Subcommittee leaders either may be chosen by a vote of the Subcommittee i
membership or may be designated by the Executive Committee of the VIP Advisory
Committee., The advantage to having the Subcommittee membership choose a leader
is that the members will feel a greater commitment to follow the directivés of ' ;%
that leader. The advantage to the Executive Committee of choosing a leader is . ééh
that often the individual chosen will possess the best organizational and ' -

delegation skills.
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Step 5: Distribute Tasks and Activities

Allow time during Committee meetings for each Subcommittee to meet to dis-
cuss its goal, objectives and activities, FEncourage each Subcommittee to allo-
cate responsibility for suggested aclivities among members. This effort should
include a discuésion of what must be done, by when, and by whom., Indicate on
the work plan under the heading "Responsibility for Activity," who will

perform éach_activity. '

Step 6: Identify und Secure Resources Needed to Complete Activities
S

Subcommittee members should caucus to identify the resourcées they need to
complete their assigned tasks. Resources may include clerical assistance,
postage, phéne use, background materials, time fro@ other members, and author-
ity to represent formally the training program. A member of the Executive
Committee should meet with each Subcommittee to collect its comments on

resource needs, and should record the needs on the master work plan.

The Executive Committee is responsiblefor cttending to resource needs. It .
should compile a master list of needs and present it to the program administra-
tors. Executive Committee members also hold the responsibility of distributing

the resources to- the Subcommittees.

Step T: Follow Up on Subcommittee Activity

Once the annual work plan has been developed and implemented, the Chairper-
son must monitor the progress of the qucommittee's work -- checking whether
the activity is on schedule, if the objective is manageable, and if additional

»

resources are needed *r facilitate or complete the work. Also, the Chairperson

will need to report on the progress and outcomes of Subcommittee activities to

the full Committee and to solicit useful suggestions from the entire group.

Step 3: Present Findings/Results and Generate Recommendations

When the Subcommittee hay completed its tasks/asctivities, it should

present its results to the full VIP Committee., The presentation may be as

2=9
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informal as a discussion, but it should provide a detailed picture of the

Subcommi ttee's work,

The entire Committee must then discuss and decide what actions should be

taken as a Committee regarding the issue. List all suggestions during the

discussion and develop a Commit¥ee recommendation to send forward to the

gover -ing body of the local edutation agency or institution.

Close the discussion on the issue by calling for a Committe» vote on the
proposed recémmendation. Follow the Committee's by-laws on voting procedure.
Once the recommendation is passed by the full Committee, prepare a written memo
and present it to the administration. The most useful format for such a memo

contains the following information: ¥

. Recommendation(s);

Implications of each recommendation for the training program; and -

. Justification of findings.

The Chairperson should monitor the recommendation's progress and report to

the Committee on its outcome -- acceptance, reject’ . and implementation.

vl
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CHAPTER THREE:
ADVISORY COMMITTEE STRUCTURE

INTRODUCTION

A first consideration in the effective use of a VIP Advisory Committee is
its formation, authority and structure. Especially important are the Committee
charter and the membership selection criteria, because these factors affect the
functions of the Committee, Remember, not every Committee will perform effec-
tively in every situation. Committees created for the purpose of informing a
program about entry-level skills for a local joi market may not be of equal
assistance in informing a program about high tech retraining needs for a state-
wide job market. Therefore, you must decide on the gemeral purposes of your

VIP Commitiee and choose members accordingly.

WHAT PRELIMINARY CONSIDERATIONS MUST BE ADDRESSED?
\

Good adminis{rative planning is essential in cfeating VIP Advisory
Cormittees. Their need must be considered along with realistic expectations
of what such Committees will acco~plish. The preliminary steps below should
be followed in establishing & VIP Advisory Committee. They are in most cases
performed by program administrators and local employers; however instructors,
trainees, or organized labor representatives 2lso have been responsible for

creating VIP Committees.

. Investigate the need for a VIP Advisory Committee, identify potential
benefits to be gained, and estimate cost and time requirements for
establishing and operating the Committee.

. Determine institutio. al and employment community attitudes concerning.
the need for a Committee. A negative attitude may be based upon the
nemory of & previous failed attempt at organizing a Committee. In this
case, determine the reasons for failure. Work slowly and car fully to
remove negative attitudes before formally proposing Committee formation.
If the initial attitude is favorable, inform all affected persons and
orcanizations (administrators, board, instructors, LACVE's, employer
associations, unions) of the desire to form a Committee.




. After gaining support from the involved parties prepare a written
proposal. Include the following information:

-=- anticipated purpose, outcomes, and responsibilities for the
Committee;

-~ proposed relationship of the Committee t» program administration;
and -

- suggested procedures (steps, time lines, and resource needs) for
organizing the Committee.

. FEncourage (and involve, if possible) the instructor in Committee
planning. This is important since the instructor probably will be
most directly responsible for implementing the Committee's advice/
recommendations,

. Present the proposal to the appropriate administrative officials or the
governing board and request written authorization to form the Committee,

- Upon obtaining authorization from the governing board or administrative
officials, form the Committee by following the procedures outlined in
your proposal, Consider involving an ad hoc group of employment com-
munity representatives and educators in recruiting members. - The ad hoc
group might be a group of volunteers from the institution's local or
general advisory committee. T

HOW SHOULD THE COMMITTEE BE CHARTERED?J'

Effective VIP Committees are authorized, approved and supported by the
governing body of the local educational agency or institution by means of a
charter or constitution. in the charter or constitution, the governing board
sets forth guidelines and poiicy for the Committee in the following areas:

i

. Name of the Committee and its goverming board;

. Purpose of the Committee;

. Relationship‘of the Comq;ttee to the educational governing board;
. Committee membership;

. Organizational structure; and -

« Procedural rules.

The charter or constitution must be a written document, to be included
ags part of the official policy guidelines of the local educatio. . agency or
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institution. Once created and approved, the charter can be amended only by the
governing board; the Advisory Committee cannot alter its charter unilaterally.
Hoiever, the Committee does develop its own by-laws and operational rules, as

described in Chapter Five of this Guide.

A written charter serves three important purposes:

« It provides legitimacy and importance to the Advisory Committee since it
is authorized by a board. Likewise, authorization demonstrates to the
employment community that the Committee is considered to be important by
the local educational agency or institution. This helps in recruiting
members. '

. It is a useful "training tool" for new VIP Advisory Committee members,
setting forth the specific duties and expectations of the Committee.

. It eliminates many potential management problems for the Committee by
establishing policy guidelines on length of term, the development and .
adoption of hv-laws and Committee structure.

Figure 3.1 is a sample charter or constitution for a VIP Advisory Committee.

The example is not intended to be exhaustive; rather, it is only an illustration.

_— Figure 3.1:
SAMPLE VIP ADVISORY COMMITTEE CHARTER

Charter for Vocational Ingtructional Program Advisory Committee

I. Name

The Committee will be called the (name of committee) . It is
authorized by the (name o¢f governing body) and will serve at the
pleasure of the governing body.

II. Purposes

The Committee is created for the purpose of working with the

(name of vocational program) and shall limit its activities to
advising on matters that directly concern the instructional program.
The specific purposes of the Committee may include the following
responsibilities:

. 4assist in placing students at work-sites;




. determine necessary entry-level skills, attitude, and knowledge
competencies and performance levels for target occupations;

. facilitate cooperation and communication between the training
program and the economic community;

. assist in program evaluation by comparing training outcomes with
training claims for entry level competencies;

. 8tudy number of workers needed by target occupation in the
community and offer racommendations to keep the program up-to-date
and successful;

. Aas8sist the program in setting~training priorities, ineluding
participating in ongoing planning activities of the program; and -
F
. facilitate instructor in-service training through arranging
exchanges with industry personnel.

III. Relationship of Committee to Educational Governing Board

It is the role and sole prerogative of the Board to enact policy.

The VIP Advisory Committee is expected to offer recommendations for
instructional programs and to provide policy-relevant information about
the instructional program to the Board administration and instructors.

IV. Menmbership

. Composition == The VIP Advisory Committee shall consist of
(number) members. Members will be selected and appointed by the

Board from a list of nominees provided to the Board by the Member-
ship Subcommittee of the Advisory Committee., VIP Committee members
will conatitute a crosa-gection of the employment community, with
spocial emphasis on private sector employees and employers. More-
over, at least 60 percent of the Committee membership should be
employees in the target jobs or supervisors of such employees.
Membership shall include representation of minority and target
groups whose interests mudt be served in vocational education.

. Term =-- A term of office shall last for three years, with 1/3 of
the membership appointed each year. Terms shall not be renewable
within eleven (11) months after conclusion of an earlier term.
Terms will begin on August 1.

V. Organizational Structure

. Officers =-- Each committee will have a chairperson, a vice chair-
person and recording secretary who are elected for one (1) year
terms by the membership. A majority vote is required for elec-
tion. The chairperson must have served on the Committee at least
one (1) year prior to election. Each position will be filled from
nomination~ offered by the entire Committee. Elactions for the
next term will be held at the last meeting of the present term.
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« Subcommittees =~ The following standing subcommittees will be
appointed annually by the officers and will function continuously
for a one-year period: (1) Membership, (2) Entry Level Competency,
(3) Employment Projections, (4) Equipment; and (5) Curriculum,

VI. Procedural Rules

« By-laws -~ The Committee will draft and adopt a sét of written
by-laws on or before September 1 of each year., The by-laws govern
Committee operation. By-laws require a two~thirds vote for
adoption or change.

.~ Meetingd -- The Committee will meet at least six (€; times per year,
Written notices of upcoming meetings will be mailed to members at
least ten (10) days before meeting. Dates and actions will conform
generally with the yearly work plan developed each year.

. Minutes -- Minutes of each meeting will be kept. Copies will be
mailed to the Governing Board, local administrator, instructors,
and Committee membership within two weeks after a meeting.

. Recommendations and Reports -- Committee recommendations ar  sports
will be submitted in writing to the Governing Board. Doct  ts will
" include both suggested action and justification for sugge:  as.
The governing body will respond/react to any such recomme. ‘ions/
reports in written form,

. Dismissal -~ Members who are absent without reasonable cause from
three successive meetings will be considered to have resigned their
seat. The Committee will move to refill the position.,

. Public Announcements -- While members are expected and encouraged
to discuss the instructional program within the community, members
shall not report opinions expressed in meetings, nor shall they
report independently on Board actionm.,

WHAT KINDS OF COMMITTEES ARE USED?

States and locales exercise discretion over the kinds of Committees
organized within their jurisdictions. In general, the following three types'
of Committees operate at the local level:

. Local Advisory Council for Vocational Education (LACVE) -= This Corittee
is created to provide general advice and direction for the entire voca-
tional/technical program of the local education unit and is specifically
mandated under Federal vocational law, LACVE's assist in developing
long-range goals, recommend the overall vocational program design, help
develop the need for new programs and committees, and develop community
support. Often they are composed of the chairpersons of program (VIP)
committees, together with other community citizens,
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. Ad Hoc Committee -- This Committee is created for a short period of time
to address a specific problem or concern. Both the task and the time-
period are well defined and narrowly focused. Membership is based
strictly on which individuals and skills are needed to complete the
task under consideration.

. VIP Advisory Committee or Program Committee -- Working at the classroom
level, this type of committee serves vocational programs within a single
occupation, occupational area, or cluster of occupations at a single
institution. Membership is drawn primarily from target occupations in
the community. The function, membership, and work activity of this
type of Committee i1s the content of this Resource Guide.

Any or all of these committees will best meet the needs of your program,
However, the VIP Advisory Committee provides the best opportunity for develop-
1ng vocational and technical programs and keeping them current,

WHAT QUALIFICATONS AND SKILLS SHOULD MEMBERS HAVE?

Effective Committees have skilled, responsible members. You must select
members who have leadership skills, who are respected within the community,
and who can represent the views both of the employment community and the

trainingtprogram.

-As you determine desired membership qualifications and skills, seek busy,
produc tive people who enjoy responsibility; such people generally are expert
in managing their time and will not feel overburdened by accepting Committee
responsibilities. The truth is that the busiest people get the most done,

The following skills and qualifications should be sought in recruiting

Committee members: .

« Interest -- Choose motivated persons who express a sincere interest in
the program. Members must be willing to devote the energy and attention
required to do a good job. Often this means being dedicated both to
their craft and to the training process. -

« Availability -- Seek out members who will ‘he available in terms of time,
health, and location. Members must attend meetings, work on projects,
and work ‘° *he employment community on behalf of the training program,

. Character -- Seek members who have earned the confidence of their asso-
ciates in the employment community; a good reputation will enhance the
program’s standing within the business community. Members must have
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the courage to express their own ideas and must respect, tolerate and
work with ideas expressed by others. Cooperative, responsible, civic-
minded, unselfish individuals will focus on the vocational program
rather than themselves. '

. Skill/Experience -- Most important, seek members who are knowledgeable
about the target occupations of the training programs. Usually this
means selecting members who have work experience in the occupation.
Additionally, seek members who demonstrate good communication skills,

- administrative skills, social vision, intelligence and leadership,
Strive to select a cross-section of the employment community.

The Membership Subcommittee, in conjunction with the governing board, must
decide on the actual desired skills and character traits and the relative

importance of each.

Strive to find members who qualify in all areas. Discuss the desired skills
and qualifications with prospective members during their screening intervieés
with the Subcommittee. Ask probing questions about time commitments, their

commitment to training, and their priorities for the training program.

Once the interviews have been completed, the Membership Subcommittee must
reach consensus on the potential of each prospective member and offer its
l .
recommendations to the entire Committee and to the governing board., It is most

helpfpl if the Subcommittee actually presents a briefing on the candidates.
HOW SHOULD COMMITTEES BE COMPOSED?

The governing board creates each VIP Advisory Committee to reflect the
mission, needs, size, and complexity of the training program, as well as the
employment community. The board must determine the types of members/represen-
tatives that should serve on the Committee. Consider the following types of
members/representatives:

. employees in target jobs;

. business, industry, and occupational industry employers;

+ Supervisors of target job employees;

. current and former trainees;
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. professional and technical people;

. representatives of organized labor;

. entreprenéurs;

. .representatives from employer and bﬁsiness asgociations;

. personnel and training directors;

. representatives from other training institutions associated with the

program;

. 8chool personnel (instructor, counselor, administrator, personnel
officer); and -

. community political leaders or their representatives;

In deciding on the composition of the Committee, the following concerns
should be represented:

. both large and. small businesses that are involved with target
occupations;

. proportional reprgsentation of geographic areas served by the program;
. & balance of management and employee interests;
. a balance of age and socio-economic status in the community; and -

. appropriate representation of both sexeé, handicapped individuals, and
racial and ethnic minorities found in the area served by the program.

Create a Committee compositioﬁ matrix for recruiting and selecting members
as illustrated irn Figure 3.2. The matrix suggests a way to merge desired
composition characteristics. Note that emphasis has been placed on target jobd

employees, employers and supervisors,

Strive to create VIP Advisory Committees with the majority of members
selected from the target occupations, Then add labor union representatives (if
appropriate), representatives from trade/employer associations, trainees, and
other interested parties. Remember, the Committée membership should emphasize
private sector representatives. However, if the state or federal government
1s a major employer in your area, you should include representatives of those

agencies, .
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Figure 3.2:
COMMITTEE COMPOSITION MATRIX

! Representational Legal & Rational Factrrs in Numbers
! Factors _ Gender Race/Ethnicity Business Type
Non-

Male TFemale Minority \Minority Large Small |

Target Job Employees X X X X X X
Target Job Employers X X X X X X
Employer Associations “ X X X

Labor Unions X X X
Supervisors X | X X X X
Current/Former Trainees X X X X

Total Number on Advisory Committee = 15
Percent of Population of Community Minority = 11%
Number of Small Businesses in Community = 2,500 .

Number of Large Businesses in Community = 30

Number of Members

Effective VIP Advisory Committees must be large enough to reflect the
diversity of the employment community, yet small enough to be managed effec-
tively. The exact size cannot be mandated, but membership should reflect the
number of employers, number of trainees and number/diversity of targeted jobs

addressed through the training program,

Most importantly, representatives of all job specialties addressed in the
training should be included. Membership should represent a mix of employers,
gupervisors and employees in target jobs who can address the issue of required

skills, attitudes and knowledge for particular occupations.




An effective Committees will have anywhere from 5 to 18 members, depending
upon the size of the training programs and the community it serves., Committees
with fewer than five members are less effective because they have limited per-
' spective, inadequate information on a number of target jobs, and too few
employers represented, (Conversely, Committees with more than 18 members
become unmanageable, since it becomes difficult for any Single member to feel ) |
totally involved and to make a significant contribution, Committees of 5 to
18 members afford opportunities for individual contributions, do not suffer
from occasional drop-outs or absences, enjoy a diversify of opinlon and per-
spective from the employment communlty, and have relatively fewer management

problems.

Term of Service

Staggered terms of service for VIP Advisory .aittee members ensure both
the Committee's continuity and its ability to accommodate change. At any given
time, the majority of members will have served at least one year on the Com-
mittee, thus ensuring continuity. Change is accommodated as new members with

new ideas are added to the Committee each year. ‘

| A rotational, three-year term of service most easily allows for continuity
and change. One-third of the total membership'will be appointed beginning each
year‘after the first year of operation. To establish this rotation with a new
VIP Advisory Committee, the original Committee members draw lots that set the
length of their terms at one, two or three years, with one-third of "the Com-

mittee in each category, Then, new members are appointed as terms expire,

The Committee charter must establish a policy for reappointment of members
whose terms expire., Relatively few effective Committees reappd‘lt members to
successive terms without some "time off." Consider establishing guidelines in
the Committee charter or by-laws requiring at least a 12-month absence before
reappointment. Establishing the length of term as policy will clarify the

time demands for members at the outget.
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Recruitment

Consider appointing a threef~or four-person standing Mémbership Subcommit-
tee. Charge this Subcommittee with soliciting nominations and screening poten-
tial Committee members. /Ehe Subcommittee can then presenf recommendations to
the entire Committee, the program administration and the governing board.

If a new VIP Advisory Committee is being formed, the board or administra-
tion should appoint an ad hoe ;ommittee'of business representatives and educa-
tors to serve as the membership committee for the new Committee. This ad hoc
committee should function in the same manner as'a standing Membership Subcom=-
vittee, using the selection technique described above. Once membership recom-
mendations have been’made to the éoverning board, the ad hoc committee's work
has been completed and it can be disbanded. ' |

i)
1

When recruiting memberg for the Advisory Committee, the Membership Subcom-

mittee must follow these guidelines:

. Establish and maintain personal contact with each prospective mémber,
The flyer included as Appendix A of this Guide can help in this regard.

. Explain in detail the expected time commitments, activities and regpon-
sibilities of all members,

« Identify each candidate's qualities that are needed for the Committee.
P

Selection Procegs

Committee members may be elected, appointed, or volunteer, depending upon .
the pdlicy of the institution or local educational unit. While initial Com-

mittee members often are volunteers, a system of selection is recommended.

Selection involves two groups, the Membership Subcommittee of the Advisory
Commi ttee.and the governing board, First, the Membership Subco?mittee seeks
out and recommends qualified candidates. The governing board makes the final
decision and issues the invitations,

e,

-The invitation must be in writing., Pigure 3,3 is a sample invitation letter.
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, Figure 3.3:
SAMPLE INVITATION LETTER

Mr., Don Busher

“ Welder )

4M Limited

Anywhere, U.S.A. 99999
: -~

Dear Mr. Busher:

Your experience and demonstrated competence as a welder has led the Membership
Subcommittee of the VIP Advisory Committee of the (name of progran)
Vocational Program to recommend you for membership on the Committee. The
Committee is composed of craft, trade, business, and industry representatives
from our community. It works to forge closer cooperation between business and
education by continually improving the vocational training for students in the
welding trade. Your insight into training needs and competencies would be of
great value.

, . 4 l
We invite you to. become a member of the Committee; your three-year term would
begin on July 15. Please consider this invitation and inform us of your deci-
sion by May 15. )

We look forward to working with you.

Sincerely,

Note that the letter is short, to the point, and gsets a time~frame for the

invitee's response.

Upon acceptance by invited members, the governing board must issue an
appointment letter. A sample appointment letter is illuatrated in Figure 3.4,

Afiter formal appointment, the VIP Advisory Committee officers should
contact the new members to welcome them to the Committee and to frovide them
with material such as the Handbook for New Members outlined in Appendix B of
this Guide, “




Figure 3.4:
SAMPLE ACCEPTANCE LETTER

[}
3

]

Mr. Don Busher

Welder

4M Limited

Anywhere, U,S.A. 99999

Dear Mr, Busher:

Congratulutions on your appointment to the (name of program) VIP Advisory
Committee. Thank you for your willingness to serve, Your contribution will

keep the program effective and up-to-date and will help to make our communi ty
a better place to iive and work,

We realize your time is limited; we will make every effort to keep our meetings
prompt, precise and purposeful. There should be five meetings a year for each
of the three y~ars of your term, Your first meeting as a member is scheduled
for August 1 at 7:00 p.m., at Anywhere Area Vocational-Technical School. Mr,
H,V, Green, the Advisory Committee Chairperson, will contact you soon to pro-
vide you with a tentative agenda and other Committee materials.

We look forward to working with you, If you have any questions, please call,
Sincerely,

/8/ Chzirman of the Board

WHAT RESPONSIBILITIES DO MEMBERS HAVE?

Member responsibilities for any specific VIP Advisory Committee are
established in the Committee's charter and by-laws, Responsibilities will
differ among Committees; however, the following general categories of

responsibility are consistent for most effective Committees:

. Attendance -~ Members are expected to attend meetings regularly and to
be punctual,

. Participation -- Members are expected to participate in discussions, to
uffer their considered opinion on issues, to serve on affiliated subcom~
mittees/study panels upon request, and to help the Committee reach
final conclusions and make recommendatlons.

« Conduct -- Members must respect other Committee members and not discuss
opinions or actions outaside the VIP Committee meetings; publicity
should be handled through established channels.
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. The specific work agenda for each Committee is set by the Committee and its
governing board. However, the categories f responsibiliiy establish general
rules of comduct for all commitees. Since these expectations are rules that
each Comm.ttee member must understand and follow, they must be discussed during
the interview with each prospective committee member. Additionally, they should

be part of the crientation and training pﬂogram”for all new Committee. members,

End of Term and Dismissal

\
As described above, it is recommended that terms of service be rctational,
with one=third of the Committee completing its term each year. Members leaving

the Committee must be thanked for their efforts. Effective recognition stra-
tegies are discussed in Chapter 5 of this Guide.

Occasionally a Committee member simply refuses to contribute to Committee
activity. When this happens, it is reasonable, beneficial, even necessary, for
the Committee to dismiss and replace that member. Replacement is important

because:

. Given the term of membership, if a person fails to contribute for that
period of time, then opportunity for action is lost to the Committee;
aad -

» The Committee works as a grohp, and non~contributing members diminish
morale and make work more difficult and burdensome for others.

Grounds and procedures for dismissal must be éstablished in the charter and
by-laws. Grounds must be justifiable; if members do not attend meetings or

refuse to work constructively on the Committee, they should be replaced.

Dismissal must be official. It must be acted on by the Committee and the
governing board, and dismissed members must be notified of the action in
writing, When writing a dismissal letter, convey the bad news in a way that
does not insult or overtly embarrass the former member. Further, be sure the
action complies with the written standards and procedures; it is not a measurse
to be taken lightly. | :
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WHEN ARE OFFICERS SELECTED AND WHAT DO THEY DO?

Committee officers are responsible for managing Committee activity. 1In
large measure, the success of the Committee depends on the leadership ability

of the officers,

Although election of officers may take place at any time, many effective
Committees hold elections either at the last regular meeting of .ne school year
or at the first meeting of the school year. Consider holding elections during

the last regular meeting of the school year, for three reasons:

. Officers should be selected from among the experienced membership, based
upon past performance. Holding elections at the end of the year allows
members to draw upon their recollections of nominees' performance during
the year.

'« By holding elections at the end of the school year, the new officers can
plan for the next year during the summer. This way the Committee starts
the year ready to work rather than ready to organize.

. By holding elections at the end of the year, the first meeting of the
new year can be reserved for training and orienting new members and for
establishing the work -..-nda for the new year.

Officers should be elected from among the experienced membership of the
VIP Committee., The Membership Subcommittee can function as a nominating body,
soliciting and presenting candidates for each position. Moreover, the Subcom-

mittee can conduct the election activities.
Consider electing three officers for VIP Advisory Committees: a chairper-
son, vice chairperson, and secretary-treasurer, Procedures, characteristics

and duties for each position follow,

Chairperson

The chairperson's leadership is the key to the Committee's success, The
chairperson should be selected from among the private sector members and

should possess the following skills and characteristics:

. Experience as a Committee member for the past one or two years;
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. Experience as a business person in the community served by the voca- i
tional program; ' '

. Ability to manage meetings, plan and adhere to schedules, involve mem-
bers in ongoing activities, and reach closure and consensus on issues;

. Skills in managing group activity and in responding to (accepting,
building ‘on, modifying, and rejecting) contributions of members;

. Interest and willingness to work with school and community
rep#ésentatives;

. Skills in oral and written communication as well as willingness to make
_appearances be:>re school and community representatives to present,
, explain and justify recommendations;

“ Ability to delegate responsibility as well as willingness to accept

responsibility for the Committee's actions;
« Ability to build on paat experience and to remain objective; and =

. Personal characteristics such as empathy, fairmess, tolerance, sound
judgment and attentiveness,

The responsibilities of the chairperson in¢lude the following:

. Work with others to plan and carry out the Committee's work agenda;
. Prepare meeting agendas and manage logistics;
. Preside at meetings;

« Orchestrate activity, keeping group efforts focused, involving all
members in tasks, and making smooth transitions in the meetings;

. Delegate tasks and follow-up work;

. Work with other Committee officers (Executive Committee), school offi-
ciala, community memhers, Committee members, and outside constituents;

. Maintain clear communication channels with all interested and involved
parties; )

. Prepare background information for the Committee and reports on outcomes;
. Create a relaxed, productive, work-oriented atmosphere; and -

+ Represent the Committee at official meetings and functions.
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Vice Chairperson

Many Committees, especially larger ones, elect a vice chairperson to sup=-
plement the activities of the chairperson. The skills and responsibilities of
the vice chairperson are identical to those of the chairperson. If anything,
the vice chairperson must be even more team=-oriented because he or she must ‘
work closely with the chairperson and must serve as the facilitator for much

of the Subcommittee work.

Secretary-Treasurer

The secretary-treasurer of an Advisory Committee has responsibilitieé that
frequently require additional contributions of time in order to facilitate the
work of the Committee. The secretary records meeting minutes and performs many
clerical duties. Many Committees use a representative of the local educational
unit (such as the instructor) in this position because of the person's access

to typing and reproduction facilities.

Théineeded qualifications and skills for the secretary-treasurer are the

followiﬁg:

. Exﬁerience on the Committee and an understanding of the program, a sense
of the. importance of the issues, and familiarity with the typical work
schedule of the Committee;

. Ability to organize detailed material into a méaningful whole;

. Willingness to contribute extra time and effort to make the Committee
work:

. Experience in keeping accurate budget and expenditure records;
. Facility for writing;
« Sensitivity to the viewpoints of others;

. Ability to work with school personnel, employment representatives and
Committee members.

The responsibilivies of the secretary-treasurer include the following:

. Take minutes at meetings; transcribe and distribute minutes;

3-17 45




Work with Executive Subcommittee (officers) to set agendas;

Mail agenda, announcements, minutes and other information to members
(including necessary correspondence);

Help present Committee actions to school and community;
Keep the books and pay bills; and =-

delp assemble and distribute necessary background information to the
membership.
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CHAPTER FOUR: :
EFFECTIVE VIP ADVISORY COMMITTEE OPERATION

Why and how are VIP Advisory Committees effective? What distinguishes
more effective Committees from less effective ones? A What general strategies
help to increase their effectiveness? These general questions are addressed
in éhis chapter. The information was collected from published literature;
printed, publically-available minutes and materials furnished by successful

Committees; and comments from representatives of effective Committees.

WHAT IS THE RELATIONSHIP BETWEEN EFFECTIVE COMMITTEES AND INSTRUCTIONAL PROGRAMS?

‘A successful relationsht.p has at least three basic characteristics: (1) it
is equitable; (2) it acknowledges the potential for change; and (3) it has

clearly-defined roles,

An Equitable ™ T «tionship

Most VIP Advisory Committee-instructional program relationships are
characterized by a sense of equity, with both partieu sharing substantial
benefits from the arrangement., The instructional programs benefit from:

. current and practical advice on instructional matters;

. increased credibility ﬁithin the business community;

. student training and placement opportunities in wprk settings;

., increased availability of resources such as time, equipment, supplies,
and -materials;

. contacts with influential individuals in businesses and organizations;
and -

. support and publicity for the program and the institution,
Benefits received by the VIP Advisory Committee are:

. personal and corporate satisfaction with and recognition for improving /
the educational experience of students; !
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. tax write-offs and credits on donations of equipment, materials,
supplies, and time;

. an opportunity to shape the curriculum and outcome of the training
effort so that the skills, knowledge and attitudes of program graduates
match those needed for performing successfully on the job; and -

. a relatively stable supply of inexpensive but committed labor through
student training stations in the work place,

Additionally, training stations serve as "low-risk" proving grounds for

students,

Acknowledgement of Poteatial for Change

In a successful relationship, both the VIP Advisory Committee and the
instructional program acknowledge that the Committee is a powerful, positive

force for change because it:

. -1s positioned exactly where it can make a difference -- at the level -
of practice where students learn skills;

. has no bureaucracy; instead, it has a professional and personal rela-
tionship with those who provide instruction and who employ graduates;

. Dposgesses knowledge about the content, equipment, and practices that
are the most important parts of the curriculum; and -

. is formally chartered and authc rized by the-governing board of the
institution. )

The vocational instructor who is involved in the Committee work should not
feel threated by an effective VIP Advisory Committee. Four specific strategies
are especially effective in reducing the potential threat to an instructor's
autonomy by a VIP Advisory Committee:

- The Committee must emphasize that everjone is working toward the common
goal of ensuring that program graduates are competent in the skills,
knowledge and attitudes needed to perform effectively in target occupa-
tions. All discussions and recommendations should be focused on the
common goal of improving instructional outcomes. Any issue not directly
related toward this goal should be discounted.

« An effective Committee is aware that the instructor implements change at
the educational/training level and should be involved in Committee work.
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Successful Committees provide personal support for the instructor in
such ways as arranging for summer jobs, offering suggestions to resolve
problems, and providing equipment, supplies, and informational material
for classroom use,

. The Committee must focus its evaluations and recommendations on the
entire instructional program, not on specific individuals or person-
alities. Further, Committee commend as well as offer constructive
criticism and suggestions/means for improvement.

. The Commirtee work plan should be limited to instructional issues.
It should not encompass program administraton or institutional policy.

Clearly-Defined Roles

The effective VIP Advisory Committee has a clearly-defined role in
advising the instructional program and administration, The role of the

Committee is established formally in the Committee's charter and by laws.

Based upon printed information and minutes received from a sample of
.successful Committees, the following activities occupy the majority of

Committee time and effort:

. advising on appropriate instructional outcomes by helping identify
appropriate skills, knowledge, and attitudes and by establishing
proficiency levels for each;

. suggesting and helping secure necessary equipment, tools, materials,
and supplies;

. supporting student activities and competitions;
. arranging training and work placements for students; and -

. publicizing the instructional program throughout the employment
community.

WHAT TYPICAL PROBLEMS DO LESS EFFECTIVE COMMITTEES FACE, AND
WHAT STRATEGIES CAN BE USED TO PREVENT OR RESOLVE THEM?

VIP Advisory Committees are subject to operational problems -- as are many
organizations involving people with different perspectives, .- However,
problems within VIP Advisory Committees can be especially costly, since an
ineffective Committee adversely affects not only its members, but ultimately

the students in the training program., This can result in a poorly~-trained




\

labor pool and-a tarnished reputation for the vocational program and institu-

tion. Thereforéx it is very important to avoid or overcome those problems

that potentially plague poorly-managed Committees.

\
\

There follows a ixgi of time-proven strategies for preventing and/or

overcoming typical problems,

Each strategy is presented in the context of a

specific problem. Sugge§§ions about how to implement many of these strategies

are found elsewhere in the\sgide.

PROBLEM .\\\

Problem: (1) Perception that the °
Committee is a "rubber stamp" commit-
tee; (2) The existence of alienated
groups within the employment community
that are‘not represented on the
Committee,
Problem: Information generated is
not directly relevant to the actual
or desired outcomes of the training
program, |
Problem: A "we-they" attitude
between educational officals and the

VIP Advisory Committee.

Problem: Impression that the VIP
Advisory Committee is an adversary of
the instructor, administration, or the

training progranm.

STRATEGY

Strategz: Include members'with
diverse opinions, then set common
goals, Disagreement can be con-

structive as long as a'l parties work

‘toward common goals,

Strategy: Make certain that the
members represent specific target
occupations -- as employees,

supervisors, and employers.

Strategy: Continually'seek the
cooperation of school officials and
the instructors; share ideas and

information on a regular basis,

Strategy: Do not focus on fault

finding; rather, seek out areas in

which the progrs can be commended as

~ well as improved,

a0
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Problem:

often based on decisions drawn from

Unrealistic recommendations,

partial or biased information.

Problem: Perception that Committee
is not objective or systematic in

carrying out its work plan.

Problem: No action taken or discus~
aion of Committee's recommendations on

part of governing board or instructor,

Problem: Ill will among a mis- or

uninformed Committee membership.

Problem: Frustration resulting from

unfocused activity and wasted time.

\

\

Problem: Confusion over procedures
when dealing with problems or

contingencies.

~Strategx:

Strategy: Seek all available and

useful sources of information by per-
forming Committee studiés, using con-
sultants, interviewing kmowledgeable

people, and using statistical

information.
'Strategy: Base activities and renom-

mendations.on factual, carefully-
collected and complete information,

coupled with sound logic.

Strategy: Develop effective strategy
for presenting and justifying recom-
mendations. Ask for written

responses to recommendations.

Strategy: Notify members by phone and
letter of date, time. and location of
upcoming meetings and activities.

Also provide all necessary background

- information for Committee's,discusaion

topics.

Respect the members’' time
in all matters. Distribute work

equitebly. Hola meetings only when
needed. Develop, distribute, and

follow agenda and time schedule.

Strategy: Clearly define the opera-

tional procedures in the Committee's

by~laws.




Problem: Confusion over pufpose,
priorities, and plans for Committee

work activity.

Problem: Confusion and/or resentment
among members resulting from being
rushéd into a S€udy or position too
quickly or without enough structure
or information.

Problem: Too few members do the

majority of the work.

Probleg; Loas of interest or resent-

ment anoug membarship.'

* Problem: Appearance that Committee
officers do not have appropriate

Slgills.

Problem: Frustration associated with
time-consuming, routine meetings, or
meetings managed in a haphazard

fashion.

" mitment and enthusiasm.

Involve entire Committee

Strategy:
in clearly defining the year's work

plan. Circulate the plan as a written
document.
Strategy: Allow time early on to

organize activities; this will result

in less time wasted later.

Strategy: Provide time for leaders
This
applies both to tasks and overall

to emerge within the group.
group activities., Uge Subcommittees

and assign tasks evenly.

Constantly seek to involve

Strategz:

each member. Capitalize on members’
specific knowledge, experience, com-
Establish
supportive discussion environment.
Recognize and reward members for their

efforts.

Strategy: Have chairperson learn and
use-management techniques, many of
which are discussed in the Guide.
Anticipate potential proBlem areas and
devise contingencies to deal with them

in advance.

Strategy: Arrange site and meeting

logistics for entire semester several

months in advance.
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Idealistic and unrealistic
recomhendations, creating frustration
and loss of Committee's credibility.

Problem:

Problem: Misunderstanding and resent-
ment caused and/or exacerbated by lack

of communication.

S

.

‘'proposed outcomes.

Strategy: Offer realistic problem-
and resource-baged recommendations.
Tie reco. .endations explicitly to
Address only
those subjects provided for in the

Committee charter.

Strategzé Regularly and foutinely
circulate.Committéé\minutes, informa-
tion, ideas and recommendations to

educators and Committee members.




CHAPTER FIVE:
STRATEGIES AND TECHNIQUES FOR
SUPPORTING THE WORK OF ADVISORY COMMITTEES

{HOW‘SHOULD YOU ORCHESTRATE COMMITTEE.MEETINGS?
: / . V

The rale of VIP Advisory Committee officers, especially that of the chair-
,person, is critical to thé success of the Committee. Officers direct, coordi-
nate, and facilitate the work of the Committee. Beth planning for meetings and
the(actual conduct of meetings must be attended to carefully to.énsure that the

time is well spent and that the work effort is focused.

Planning The Meeting

Successful Committees meet regularly,.at least four or five times per
school year. Meeting d@tes are established by group decision during develop=-
ment of the annual work plan. Each meeting lasts about two hours; is focused
on particular content or issues; is held in a comfortable, central locaﬁioh;
and is planned well in advance of the proposed meeting date. The general
planniné process involves an Executive Committee which reviews minutes of the
last several meetings and the annual work plan in order to create the new
meeting agenda. The latter will include discussion;of pertinent old and new
business within the alloted time period. A typical sample agenda is illus-

\

trated in Figure 5.1,

In addition to developihé the agendsa, one Executive Comﬁittee member &ls0
must arrange meeting logistics such as space, refreshments and equipment. Even
though it is most -efficient to arrénge for moat of these a semester at a time,
arrangements must be confirm;d before each meeting. The social aspects of the
meeting; such as simple refreshments, contribute to group morale and commit-
ment. Try to hold mést meetihgs“away from the school in order %o encourage &an
employment community atmosphere. Among the logistical items that should be
arranged and confirmed for each meeting are the fcllowing:

. Eétablish time, date and location of each meeting;

}-‘.
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EVENT :
TIME:
PLACE:
DATE:

AGENDA:

Arrange for meeting room and equipment;

Notify Committee members in writing ;f meeting date and agenda;
Notify school officials of meeting information and agenda;
Arrange for reserved parking;

Arrange for social amenities (refreshments, meals, special presenta-
tions, etc.);

Confirm all arrange@ents several days before meeting;

Call Committee members and staff to remind theh of mesting; d -

Secure and prepare necessary background materials for issues to)be
addressed. .

Figure 5,.1:
SAMPLE AGENDA FOR REGULAR MEETINGS
Meeting of Robotics Advisory Committee
6:00 p,m, - 8:15 p.m,
Oasis Restaurant, 1111 Dodsen Avenue
17 September, 1985
6:00 Social hour
6:30 Call to order
6:35 Reading, discussion ahd approval of last meeting's minutes
6:45 Continuing Business
. Report of Subcommittee on Trainee Competencies
+ Develop recommendations
. Update on Work Plan for year
7:30 New Business
. Establish Subcommittqe on New Technology
« Present and discuss background materials on technology changes
« Other business

8:15 Adjourn




By emphasizing attendance and participation in Committee work, you will
build commitment and interest. Therefore, as soon as the agenda and logistics
are set, notify or remind members of the approaching meeting by letter and/or
phone conversation, Mail the notice together with the nroposed agenda and a

copy of the minutes from the last meeting. Also include background materials

necessary for performing the work of the upcoming meeting. A sample notice of
a Committee meeting is illustrated in Figure 5.2,

Figure 5.2:
SAMPLE NOTICE OF COMMITTEE MEETING

Dear (member);

Just a reminder that our next meeting of the (name) Advisory Committee
will take place on  (date) at : p.m. in the (place) . Enclosed is a
copy of the agenda for the meeting. Notice that the primary objectives for the
meeting will be (1) to begin our study of the emploment needs in our craft in
the community and (2) to plan student cooperative work experience summer jobs.

Looking forward to seeing you. Please notify me by the (date) if you
cannot attend,

Sincerely,

Conducting The Meeting

Once the Committee has assembled, you must direct the meeting so that it
is a productive expenditure of time and effort. The following guidelines have

been demonstrated to be useful for managing group activity and interaction:

. State the purpose of the meéting and review the agenda at the outset.
Some Committees even set goals or objectives for each meeting as a way
of focusing on:purposes,

. Encourage all members to speak and respect the rights and opinions of
each individusl.,

. Ask clarifying questions.

. Periodically summarize discusegion and point out the connections &and
contradictions between points.

. Use parliamentary procedure for decisions{ otherwise, encourage open
and informal discussion, Remember that the majority rules but that the
minority opinion must be heard,

r
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. Consider and resolve one issue at a time,.

4

. Glve every idea, proposition and issue a full and free discussion.

. Explore and encourzge all points of view in working toward consensus,
» Allow productive silences,

. Show strong interest in attendance, ideas, and work agenda.

. Distrioute work assignments (and Subcommittee membership) throughout
the group.

« Make assignments and work tasks clear and specific; explain expecta-
- tioms, time lines, and products. Discuss background of issues so that
evaryone shares ¢ common understanding of the terms and importance of
the problems. )

. Involve members in the planning process.

« Kaep nembters informed of activities and progress by sharing minutes,
notes and telephone information.

. Arrange contact with trainees and tour the prograﬁ facilities,

. Recognize and reward Committee members. Even a simple thank you 1s an
effective reinforceuent.

. Evaluate Committee work regularly.

. Structure the meeting so as to avnid wasted time. This conveys a sense
of organization, purpose and productivity.

. Generate a supportive rather than defensive atmosphere for group inter-
action. This is especially important for the Committee chairperson.

The atmosphere for interaction is especially critical because discussion
1s the medium through which members present views and develop findings while
moving toward consensus. The most productive atmosphere in a group meeting is
a supportive atmosphere, and the least productive atmosphere is a defensive
one,

Defensive behavior occurs when individuals perceive or anticipaté threats,
Persons who btehave defensively,\even though they are attending to the common
task, devote appreciable energy to non-productive activities such as worrying
about how they appear to others, trying to dominate or impress their peers, or

avoiding a perceived or anticipated attack or punishment,
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Defensive behavior results in an atmosphere that can distort ideas; com-

munication, and values.

of enthusiasm, and reduced productivity.

Moreover, it can lead to cynicism, scepticism, loss

Speech, especially from the chairperson, can induce defensive or supportive

atmospheres.

It is not so much what you say but how you say it.

The following

list illustrates speech patterns that cause defensive and supportive behaviors.

Examine and use the right-hand column in working to establish a supportive
atmosphere in your Committee (Gibb, 1970).

Defensive Atmosphere

Evaluation: Speech in which the
speaker seems to be evaluating or
judging the listener.

Control: Speech in which speaker
attempts to change an attitude or to
influence behavior. The greater the
suspicion of hidden motives the more
defensive the listener,

Strategy: Speech that makes the
listener feel like he or she is
being used as a guinea pig or role
player without being told.

Neutrality: Speech which gives the
listenr » the impression that the
speaker does not care about the
listener's welfare.

Superiority: Speech which communi-
cates the attitude that the speaker
is somehow superior to the listaener
in areas such as wealth, power,
position, or intellectual ability.

Certainty: Speech in which the
gpeaker demonstrates that he ot she
regards himself or herself as the
person with all the answers.

Provisionalisms

Supportive Atmosphere

Descriptive: Speech that the listener
perceives as genuine requests for in-
formation without evaluative overtones.

Problem Orientation: Speech that
conveys the message that the speaker
has a true desire to define a mutuad '
problem and seek a solution. This
tends to create the same desire in
the listener. !

Spontaneity: Speech that is spontane-
ous, without predetermined motivation
of an und: -lying nature.

Empathy: Speech and non-verbal
communication that conveys empathy
and respect for the listener.

Equality: Speech that indicates the
speaker s genuine interest in feed-
back. The speaker conveyes that he
or she does not wish to reduce the
power, status, and worth of the
listener.

Speech that indi-
cates that the speaker is willing

to reexamine his or her attitude,

behavior, and ideas.

WHAT SHOULD BE THE FOCUS OF THE FIRST SEVERAL MEETINGS?

The first meeting should be held within 60 days from appointment of new

members and not later than the first or second week of the training term. The
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agenda should be devoted entirely to member orientation and Committee orgéni-
zation. Notices of the meeting should be mailed to members several weeks in
advance of the meeting. Include in the notice not only information about the
date, time and place, but also a copy of the agenda. On the agenda, list dis-
cussion topics and the person responsible for each topic. Sample agendas for
the first two meetings are illustrated in Figure 5.3, Notice that the emphasis
is organizational and igformational. While this focus takes time, it is worth -
the initial time investment because the activities help develop commitment and

a_constructive atmoaphere.

Figure 5.3:
SAMPLE AGENDAS

Agenda for First VIP Advisory Committee Mewoting

6:30 Social hour or mesl

7:00 Call to Order . VIP Committee Chairperson
7:05 Welrome . Local Education Agency or
School Chief Administrator
7:10 The Role of the VIP Advisory Guest Speaker (Former Chair or
Committee Employment Community Member)
7:30 Overview of vocational program Local Director-Instructor or

Schocl Representative

7:45 Description of total educational School or Board Official
program .

8:00 Introduction of members VIP Committee Chairperson

8:15 New Buginess VIP Committee Chairperson

+ Appoint By-laws Subcommittee

. Establish time, date and location
of next meeting

8:35 Adjourn | VIP Committee Chairperson




Agenia for Second VIP Committee Meeting

6:15 Call to Order VIP Committee Chairperson

6:30 Tour program facility . Instructor or Staff
7:30 Discuss and adopt By-laws/Procedure VIP Committee Chairperson
8:00 Begin work on Annual Work Plan VIP Committee Chairperson

(topics and time-lines)

8:30 Adjourn VIP Committee Chairperson

Several general suggestions about conducting the first meeting or two will
help you establish the tone for the year, Specifically,-consider the following

ideas:

. Concentrate initially on establishing a friendly atmosphere, coupled
with a seriousness of purpose and the background information necessary
to. begin the job.

. Emphasize that the members' knowledge and experience is unique and of
great potential value to the program. ”

. Tour the facilities,
« Meet students enrolled in the training prograu.

. Provide the opportunity for members to begin to know each other in a
social context -« perhaps provide a meal or social hour.

« Discuss the expectations for Committee work and for member behavior.

. Discuss the progrém's future meetings, program needs, and past work, .
. Provide backgroundugnd introductory materials on the project.
. Call meeting to order and adjourn at the appointed times.

HOW CAN NEW MEMBERS BE ORIENTED?

New VIP Advisory Committee members should be oriented to their responsibil-
ities and tasks because the Committee's guccess depend~ on how well Committee
members understand their role. Orientation shouyld coniinue on an "as needed"
bagis throughout the school rear, and éhould include & t. .o of the program;
descriptive presentatiogs awut the program by the instructor, program gradu-

ates, and current trainees; discussions of previous Committee work plans;
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conversations ahout current issues within the program; observations regarding
effective Committee functions; discussions about employer responsibilities in
work-related activities; and reminders about expectations., The sample agendas
in Figure 5.7 suggest an order for providing this information and for stimu-
lating discussion as the Committee establishes itas yearly work plan.

In addition to orientation activities, consider preparing and distributing
a handbook to each member with his/her appointment letter, An odtline of such
a Handbook for New Members is included in Appendix B of this Resource Guide.
Add specific information on your program where applicable to this material,
reproduce the pages, and distribute them to members. The handbook will facili-

tate discussion as well as shorten the orientation period,

Other valuable information for the orientation and training process inzludes
a copy of the course description, curriculum, and ayllabus., Also useful would
be a statement of the proposed outcomes or objectives toward which the program
works, In addition, you should prdvide new members with an organizational
chart for the vocational program and institution, an overview of the efforts
and composition of other VIP Advisory Committees at the inatitution, a brief

.description of vocational-technical education at the institution, and a fact

sheet of dutieg and responsibilities of each group or individual serving the
vocational program, i,e, Advisory Committee, instructors, and program adminis-
trators., Further, you should provide a copy both of the Committee charter and
of the previous year's by-laws to each member. The by-laws are especially

helpful as the Committee establishes and adopts its own operational rules,

Three other training and orientation procedures have been used successfully

in a number of programs:

« Conduct exchange visits with other VIP Advisory Committees within the
institution or within the general employment community; such visits
suggest new ideas and new procedures for Committees to pursue,

« Invite as guest gpeakers members of parficularly successful committees
to address your VIP Advisory Committee,

. Involve individual Committee members in trade association activities
for the target occupations, This strategy is a very effective way of
gererating current information on the most recent technology in an
occupation beyond the experience of any single craftsperson.
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WHAT ARE BY-ﬁAWS AND HOW ARE THEY DEVELOPED?

The by-laws that govern VIP Advisory Committee work are important for the

following reasons:

. They establish, inform and remind Committee members about their respon-
sibilities and the methods of Committee operation.

. They ensure that meetings will be conducted in an efficient and orderly
manner so that work is completed and so that members feel that their
time is well-spent.

. They generate support for Committee work among the memvership by allowing
Committee members to place specific, regular meeting dates on their
calendars well in advance of meetings and thus avoid time conflicts.

. They generate support for the Committee work among the school community
by establishing/reinforcing the role, focus and operation of Advisory
Committee work.

. They generate good-will and support from Committee Membewrship because
they ensure that everyone will be treated 2quitably and that the work
is important and worthwhile,

By-laws are operational rules. They are formally-stated guidelines ruling
the selection of officers, the appointment of Subcommittees, the responsiblities

of members, the conduct of meetings, and the implementation ‘of the work program,

Because the rules of operation may need to change as the work plan or
Committee membership changes, the by-laws must be discugsed, revised and |
adopted at the beginning of each new school year. Usually a copy of the
previous year's by-laws can serve as a basis for group discussion. Rules that
did not work as intended can be disregarded or rewritten, Additionally, new
Committee members can question the rules and gain an understanding of what is
expected of them., By-laws differ from {he Committee charter in that by-laws
gstablish behavioral expectations of Committee members while the charter is

establshed by the school policy-makers. There can be some overlap.

Figure 5.4 illustrates a typical set of Committee by-laws. This example

is not intended as a preéciptive example; rather, it is an illustration,
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Figure 5.4:
SAMPLE OF VIP ADVISORY COMMITTEE BY~LAWS

Bx-laws

(name of Committee or program)

(name of local education agency or institution)

(date)
A. COMMITTEE OPERATION '

l. Meetings wiil be held at 7:00 p.m. on the first Thursday of every month
unless otherwise specified in the work plan.’

2. At least six meetings will be held each school year. The exact numher
of meetings will be determined by the yearly work plan.

3. The Executive Committee will develop the agenda for each meeting.

4. The work plan will be used to set the agenda for each meeting.

5. Meeting sessions will be limited to approximately two hours.

6. Discussion toward consensus of member opinion will be the prevailing
procedure used at meetings. Parliamentary procedure will be used when
a decision is to be recorded and transmitted as a recommendation.

T. A quorum will consist of a simple majority of appointed members,
excluding the chairperson.

8. Meeting minutes will be recorded for each meeting. They will be
distributed to each membdr ¢ and appropriate school officials,

B, SUBCOMMITTEE

l. Standing Sutcommittees will be established for membership, curriculum,
equipmenc, employment projections, and entry-level competencies.

2. Subcommittees may be of any size, but usually will number three or four
members each.

3+ Subcommittee will alec’ their own chairperson.

4. The VIP Advisory Committee will establish Subcomittees by majority vote.

Moreover, the Committee will charge Subcommittees with their tasks.

63

5-10




C. OFFICERS

1,

2.

3.

Officers will be elected for Committee membership. A simple majority
of member votes is necessary for election. Officers will serve a
one-year term, but may be reelacted.

Officers will include at least a chairperson and a secretary-treasurer,

Officers will be elected at the first meeting of each new year,

D. MEMBER RESPONSIBILITIES

1.

2.

3.

4.

Each member is expected to attend meetings and to participate in
Committee work activities.

Each member is expected to study the issues or problems which come
before the Committee in order to contribute to the resolution process.

Each member is expected to reach a personal decision on the problem
after studying the data; moreover, each membe: is expected to con-
tribute toward Committee resolution of the issue.

Each member is expected to respect the rights of other members. There
will be no reporting or discussing of individual opinions outside the
Committee meeting.

E. PROGRAM OF WORK

1.

The VIP Advisory Committee will plan and conduct an annual work plan.
Topics, goals, activities, timeliness and responsibilities will be
noted in the plan.

The program will be established during the first two meetings of the
Committee each year.

WHY AND HOW SHOULD YOU RECORD COMMITTEE ACTIVITIES?

Minutes are the official record of Committee activities. They keep inter-

ested individuals and groups informed about the Committee's concerns, deci-

sions, and activities; they remind Committee members of the group's progress;

they demonstrate and reinforce the reasoning process and information upon

which Committee recommendations and decisions are based; and they document the

productivity and contribution of the Committee to the training program.
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The minutes are taken, transcribed, distributed and maintained hy a desig-
nated Committee officer, usually the Secretary or Recorder. This officer can
be elected or appointed. Sometimes this office is filled by the program
instructor or a representative of the institution or local educational agency
because: (1) school-related persons usually have access to transcribing,
typing and reproduction equipment and supplies; (2) school personael often can
use a portion of their paid time to participate in "immittee functions; and (3)
often the permanent files of past minutes for the Committee are maintained in

the Vocational Office, a location to which the educator has the easiest access.

Keeping the minutes takes time, skill and persistence. Minutes must be
accurate and thorough; they must be maintained promptly and continuously; they
must be stylistically uniform; and they must document the information pro-

cessing and recommendation efforts of the Committee:

Usually, at the conclusion of a meeting, the Secretary/Recorder and the
other members of the Executive Committee review the minutes for accuracy.
Then the Secretary/Recorder transéribes or types the minutes and distributes
copies. Often the distribution list will include not only Committee members,
but also school officials, members of the governing board, corporate sponsors,
trade/professional organizations within the community, and interested citizens.

The minutes should be recorded in a uniform style. Figure 5.5 illustrates
a general format that has worked successfully for many programs. Note that it
highlights the objectives and products of each Committee meeting in a way that
sets them apart from the regular texh. This allows for quicker, more focused

reading, yet preserves detail about decisions, background, and suggested actions,

Figure 5.6 illustrates a typical set of minutes for a VIP Advigory Com-
mittee. Note that the minutes closely approximate the sample outline in Figure
5.5, Critical points are easy to find yet detail is preserved. Also note that
specific comments and ideas are attributed to individual members. When don in
a supportive fashion, crediting individuals with specific ldeas in the minutes

is a very effective method for reinforcing active member participation.
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Figure 5.5:
SAMPLE OUTLINE OF VIP ADVISORY COMMITTEE MINUTES

" Date:

. Topic: Minutes of (Name) Advisory Committee

‘Members Present:

Members Absent:

Others Present:

Specific Objectives or Focus:

Decisions Reached:

Future Plans or Busginess:

1,
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Figure 5.6:°
SAMPLE SET OF MINUTES

Date: 15 November 1984

Topic: Minutes of Health Occupatons Advisory Committee

Members Present: Lane Nelson, Mattie Walk, Helen Chen, Kris Kristoph, Chuck
Dunn, Cecilia Gay, Carrie Johnson, Karen Lopez, Carl Philips,
Lawrence Higaski, Betty Lou Poe, Juan Salas, Joan Wagner,

Art Warner, Irene McNamara

Members Absent: Elizabeth Alexander, Brad Luftus

Others Present: Phyllis Beckman, Principal of Easton Area Health Occupations
Center '

Specific Objectives or Focus: Open Discﬁssion on Training Priorities

Decisions Reached:

1. Upgrade classes with computer training;
2. Stress need for good math skills related to health-science; and -
3. TForm subcommittee on equipment to investigaté possible computer purchase,

Future Plans or Business:

——

l. Find ways to worx specific skills into curriculum; and -

2. Equipment Subcommittee report on possible computer purchase and potential
of other equipment.

Notes:

The meeting of the Advisory Committee for Careers/Medical was held in
Room 8 at the Health Occupations .Center on November 9, 1983,

" The meeting was called to order at 12:15 p.m,, by Chairperson Karen
Lopez; Carl Philips acted as rec :ding secretary in the absence of Recorder
Elizabeth Alexander. Helen Chen was official caterer, par excellence,

Welcome:

A warm welcome was extended by Chairperson Lopez to all. She expressed
how much the Committee's attendance and participation was appreciated, She
stated how important the Committee's continuing support, assistance and input
are to keeping our program viable and up to date so that we can fullfil the
needs and requirements of the health field.
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Greetiggg and Minutes:

Dr. 'Phyllis Beckman, Principal of Easton Area Health Occupations Center,
greeted the Advisory Committee. Her greetings further assured the Advisory
Committee of its importance to educational goals and program vitality., Carl
Philips read the minutes of the last meeting and they were approved.

Open Discussion on Training Priorities:

Chairperson Lopez asked the Committee to make suggestions about how it (f
might improve or upgrade the program, . Specific concerns addressed were: \
N,
« What new requirements does the health field ask of entry-level
employees? ' 3 \
. What revisions or additions to training do ﬁew requiremaents suggest? (
A \‘\ g
. What assistance in the form of donations of equipment or supplies could /

be found from health professionals and institutions?

Mr, Nelson i‘ndicated that a computer or data processing background would be
helpful for emp. '1yees, of the M,L, King Medical Center, given that most tasks
require the use of a central computer connecting all county hospitals. The
need for computer training was further emphasized by Ms. Johnson of the Royal o
Medical Group, Ine. She indicated that an employee would be better skilled o
with prior computer knowledge, Ms. Wagner indicated that Hewlett-Packard would
train an entry-level employee if the employee had a good basic math background.
Ms., McNamara of the AMA Medical Association indicated that the association's
offices use computers. This point was stressed by Ms. Poe of the Pharmacy
department at Hepz Hospital; her department recently has added computer termi-
nals, It was, therefore, the consensus of the Committee that computer or CRT
data entry training should be added to Health Occupations Center programs as .
soon as possible,

Having agreed upon the need to add computer training to the instructional 5
program, the discussion turned to those systems most commonly found in various
facilities. Brands suggested were Hewlett-Packard, IBM, and Wang; however,
the group agreed that training students and allowing them to become familiar Ve
with com- puters was more important than the system, /

More specifically, a less expensive printer or monitor could serve the
purpose of training the students. Because many companies or hospitals would
have different systems and later would train students on their own system, the
basic training and computer knowledge was felt to be more important than the
choice of a single system. “

Dr. Beckman next expressed a need for assistance in obtaining donations of WJ/J
usable equipment and/or supplies., She indicated that a donation of equipment or
supplies from a computer center of’hospital would be appreciated; furthermore,
the donation could be used as a tax write-off by the donor. She volunteered to
initiate a letter to this effect if a donor of equipment or supplies was y
located. The idea of donations was further emphasized by Chairperson lopez.
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Then Chalrperson Lopez asked for Voluntfers to serve on a new Subcommittee

for Equipment. Members Kristoph, Johnson, $alas and Gay volunteered and were
charged with determining the equipment needs, availability and cost for a amall
computer training system. The report is due at the January meeting.

Recommendations:

1, 'Upgrade claséea with computer training;

2. Stress the need of gond mathematical skills for: students preparing for
health careers;

3. Use a Subcommitte, investigate several kinds of computers and scttware
before)purchasing, and ‘=

4. Check further for donations of equipmehf and/or supplies.

For The Good Of The Order:

The meeting was vital, informative and enthusiastic, Each member provided
input and participated in discussions. The atmosphere was invigorating and . '
constructive.'ﬁany good exchanges and recommendations weré brought forth, The
Q§food was appetluing and very delicious.

Adjournment

Meeting was adjourned at 1:05 p.m,

HOW CAN YOU KKEP MEMBERS INVOLVED AND ACTIVE? .

Advisory Committees, like individuéls, have fluctuating periods of activity;
sometimes members are enthusiastically involved with little prompting and super-
vision, while at other times the Chairperson may have to make a great effort to
got or keep members actively involved, Member 1nact1 1ty or resistance can ’
reduce Committee effectiveness. It can be caused when members substitute other
outlets for their energy, when they assume that someone else will do the work, | ‘3

or when they believe that the program does not want or value their input,

How can you identify early a potential problem among the membership, and
what can you do about it? Based upon the operation of successful VIP Advisory

Committees, the following procedures and techniques may help.

First, be mindful of b{pblem indicators and the areas in which they

typically arise. When you notice symptoms, check for the existence and extent

5.16 €9




of the problem.- Often simply identifying the problea will resolve the issue;

if not, the information gained will help you decide on appropriate action.

Figure 5.7 illustrates symptoms, causes and remedies for difficulties that
sometimes plague VIP Advisory Committees. While this list is not exhaustive,
it does contain-those problems most frequently noted and may give you some

ideas to help prevent difficulties before they occur.

Good group management will help to avoid problems in the first place. The
following strategies have been used in effective VIP Committees. You can use

or adapt them to your own situation.

Establish a Clear Role for the Committee

. Ensure that the role, mission and authority of the Committee are clearly
understood by the membership. '

.. Construct and follow a work plan for the year. Be sure the problems to
‘be dealt with are real. Establish manageable goals for dealing with
them. Base the work plan and goals/objectives on the concerns of
members and program. ’

. Establish a free, non-threatening exchange of ideas; support and build
on ideas of all members.

. Respect member time, but encourage each member tu invest effort and
expertise in making a contribution toward completing Committee work.

. Arrange for appropriate clerical support for member work.

. Ensure that all members have & chance to participate, that all concerns
and points of view are aired, and that the Committee works for majority
rule and consensus.

. Fvaluate periodically the work and progress of the Committee (and
Subcommittee) .

Directly Involve committee Members

Most of us want to do something worthwhile == éomething about which we can
feel good when it is complete. By involving Committee members directly in *he
program they gain satisfaction, make a growing commitment to the cause, and
improve the training effort. Among the strategies used by effective programs

are the following:
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Figure 5.7:
COMMON PROBLEM AREAS FOR VIP COMMITTEES

Szggtom

a)
b)

a)

b)

a)

b)

e)

a)

b)

b)

I T Y

High Absenteeisa.
Pew conatrmotive
comments.,

Continual offaring
of inappropriate
comments.

Negative, disruptive,

non=productive or
antagonistic state=
nents by msmbers.

Difficulty reach~
ing consensus or
solution, or aven
understanding the
problem. .
Confusion about
purpose, mission,
goals, eto.
Recommendations do
not get completed,
accepted, or work.

Combative attitude
surfaces often.
Xeagative or disrup=
tive statements
Pﬂdclinlt..

Lack of volunteers
Pailure to commit
time, energy, aud
sxpertise.

a)

b)

a)
b)

e)

Cause

Too little i3 being
asked of Committee.
Work is parceived
as neaningless

or undervalued,

)

lack of clarity
shout role and
mission of Com=
mittee and sembers,
Discrepancy batvesn
role and its prace
tical applic~tion.

Pailure to set
useful goals,
Prohleas, tasis
and issues pcorly
d.fin.d .

Continual dia=~
agreement and
lack of direction.
Poor data/
infomaticn,

Lack of clarity
about role.
Pailure to addreas
valid issues.

Poor communication.
Pailure to consiisr
recommendations.

Poor communication.
Lack of specifip
type of needad
axpertise.
Timelines or
resource needs ape
inappropriate.
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Remedy

Discuss problem openly to
air faelings/perceptions
and to get suggeations.
Set short-term goala.
Revise/establish work nlan.
Begin and monitor activity,

0ffer an {n-service
training affort. Ravise,
restate role v.th open
discussion among iavolved
parties. Visit with othsr
prograns,

Reconsider and revise work
Plan. Jse group task
managemant teohniques,

{aep members informed con-
tinually. Ask for specific
feedbaock on recommendations.
Confront sdminiatration.
Redefine roles.

{eep members informed.
Bring in ¢onsultanta and
new members with needed
sxpertise, Rework tine
schedules and availahlae
cesonrnes,
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. Bring the members into the classroom or work-site to view the reasults of
their advice.

. Invite members into the class as guest lecturers, Topics may lnciude:
-- What skills are required to work in the occupation?
-~ How can you write a resumé and interview for a job?

-~ What types of jobs are available in the job market at present and
what are the future trends?

For example, if the Committee was instrumental in acquiring new equipment,
show members the equipment as well as some of the products that result from its
use, Another example may be to show an improveggnt~of’plécement gtatistics
that resulted from the Commit?gglgﬂinvoIVEmé;£. Other examples of.success

might include a new curficulum or increased demand to take certain classes.

Recognize Effort

Everyone likes to be recognized for what he has done that is worthwhile.
VIP Advisory Committee members have the opportunity to contribute a great
deal, and recognition should be given accordingly. Ways of =howing apprecia~

tion are described elgsewhere in this chapter.

Imploment Committee Recommendations

This 1s probably the single most important factor that can make a Committee
member feel useful and consequently be motivated to do more, If a Committee
understands its role and makes realistic recommendations, then some recommen-
dations will be accepted and implemented. By seeing that their advice is
talten seriously, members feel a seuse of worth and will continue making con-

tributions, The following suggestions help ensure that Committee recommenda-

tions are accepted:

. Make feasible recommendations. It does no good to recommend purchasing
a multi-million dollar piece of ecuipment when that . kind of money is not
available, Unless the Committee can help offset the costs or find a
donor for the equipment, this type of recommendation can be of little
value,
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- Present recommendations before the school board or proper authorities in
a professional manner, Come to the board meeting prepared with graphs
and charts, if necessary, and anything else that can help present a
clear case, Put yourself in the gchool board's place and anticipate
questions it might have,

. Present recommendations in writing and request a written response from
the board, -

4

HOW SHOULD YOU: PRESENT REPORTS AND RECOMMENDATIONS?

As previously mentioned, VIP Advisory Committees assist instructional

. programs in planning, operating and evaluating the program;- however, they do

not make policy. Rather, they study the situation and recommend reasonable
courses of action, Recommendations must express suggested ideas/actions and
explain the reasons for the actiong.

When offering recommendations, submit them in writing through appropriate

communication channels within the local education agency or institution. Often

'you can reinforce the written message with verbal encouragement, explanations

or presentat%ons. Moreover, Committee members should make themselves available
a3 a group to answer questions about the proposal, Additionally, Committee
members may need to assist with public meetings that the board may call to deal
with proposals. Regardless, the Committee's report or recommendations should
be presented and discussed wiia the board well in advance of any public dis-

closure or discussion of the ideas,

e

Recommendations should express a consensus view of the Committee or, at

"least, the majority opinion. The writtgn recommendations must express clearly

the suggested action or idea and provide the justification that supports the
action. Additionally, the recommendations should show how implementing the
suggestions could benefit -~ both directly and indirectly -- the trainees, the
program, and the employment community. Committee minutes andApertinent data

may accompany the written recommendation,
Since rcports and recommendations are the major products of Committee

efforts and often require a semester to a year's effort, the Committee will be

eager for the board's response., Request written feedback or an oral debriefing
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from the board. Even though you must allow enough time for ‘he board to acv,

it is appropriate to let them know that the Committee perceives the issue as a
priority and is committed to the idea.

Once the board has acted on the recommendation, promptly inform the
Committee of the outcome -- whether implemented as suggested, implemented with
modifications, or rejected., Further, you might wish to schedule a meeting with
the board either to offer assistance in implementation or to probe for reasons
for its rejection. You also may wish’to discuss the outcome at the next VIP
Advisory Committee meeting, Effective Committees often invite prdgram offi-

cials to Committee meetings to announce decisions and answer questions.

Keep your written reports and recommendations short and to the point. Con~-
sider using the foll.wing organization for maximum effectiveneas.

. A one-paragraph statement of the problem and purpuse;

. A list of recommendations with a one or two-line justification for each;

. A one-paragraph discussion of the benefits that will accrue from
implesentation;

. A more elaborate statement of the need for action;
A report on the data or study from which conciusions were drawn; and -

. A liat of conclusions drawn from the findings.

WHAT METHODS ARE USEFUL FOR RECOGNIZING AND PEWARDING MEMBERS?

Reward mechanisms are important to every organization because they encour-
age attendance and involvement. Moreover, recognition efforts attract the
attention and interest of other qualified people who may someday serve in the
organization. Additionally, they br .ag public attention and good will to the
organization tecause they demonstrate that the organization appreciates the

efforts of its members.

Reward and recognition are especially important to VIP Advisory Committees
because Committee members are not paid for their efforts, which can absorb

substantial amounts of time. Committees should take every opportunity to thenk




members for their contributions. However, rewards should not be given indis-
criminately; instead, they should be bazed on actual contribution to the Com=-
mittee's activity. They must be distributed equitably; must compare favorably
with recognition available from other similar organizations; and must focus on

individuality or recognize individual efforts,

~The best types of non-compensatory rewards or recognl..on are those that
can increase productivity, improve Committee interaction, and incre: .e member
satisfaction. The strategies need not be overly elaborate; often the most
effective forms of recognition are those that provide members with more direct
control over their acti#ities and demonstrate that member efforts are used.
Analyses of effective VIP Advisory Committees demonstrate that most members are
willing to work hard as long a. their talents are used in tasks that involve
them in the program, their recommendations are gseriously considered, and they
are gi&en feedbuck about their recommendations and efforts. Such requirements
conform to general findings about intrinsic rewards in organizations -- namely,
the vest rewards are those that increase feelings of personal growth, responsi=-

bility, and accomplishment,

Among the strategies and techniques that have been used effectively by VIP
Advisory Committees to reward and recognize members are the following:

. Publicly recognize members by name and introduce them at meetings.,

. Issue press releases to the media, announcing member appointments,

. Send members personal letters of appreciation upon completion of tasks
and at the conclusion of the terms of service.

. Avard members framed certificates of appreciation or plaques at the
conclusion of their service,

. Hold a recognition dinner each year to thank members.

. Recognize the contributions of individual members or subcommittees in
the media or at school assemblies.

. Reword Committee minutes so that the member's name is included with
significant ideas offered by that person.

. Invite members to tour the school prograrn during regular hours to see
the results of their efforts and to meet trainees.

. 3Gend holiday and birthdey greetings to members.
5=22
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. Provide members with reserved, convenient parking.

. Send a letter of appreciation to the Advisory Committee member's super=-
visor and/or company, explaining the good job being done by the member
and thanking the company for its support.

. Occasionally schedule regular meetings that the local education agency's
or institution's chief administrator (and other officials) can attend.
Similarly, encourage officials to make personal visits to Committee
members,

.. Discuss member and Committee contributions in public forums,

. Invite members to special school and program events such as ground
breaking ceremonies.

. Send personal letters of thanks in reporting outcomes of Committee
efforts.

. Place member's names on the training program's stationery and/or in the
school catalogue.

. Place member's names on a display board or plaque at the training pro-
gram and/or school. '

. Ensure that announcements and reports about the program made by adminis=-
trators include reference to the Committee and/or Committee members.

. Involve all Committee members in planning the work program for the year
and in setting priorities, Indeed, often establishing & small budget
for the Committee helps to reinforce the sense of importance and
autonomy,

. Provide members with written feedback about Committee recommendations.

Among the most effective strategies for recognition are mentioning members

in public forums, including names in the minutes, providing feedback, and

sending individual letters of appreciation. Figures 5.8 and 5.9 illustrate a
samplenletter and sample certificate of appreciation, respectively. WNotice
that the letter refers to specific contributions made by the member and the
Committee. Further, it focuses on the member, not on the school or program.

The certificate is more general, but still effec.ive.
WHAT SELF=-EVALUATION ACTIVITIES MUST THE COMMITTEE PERFORM?

Self-evaluation is the only way to assess and to improve Committee work; it
is critical to keeping Committee work vital and on target. Since evaluations
are ongoing, they allow for readjustment of activities duripng the year.
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Figure 5.8:
SAMPLE LETTER OF APPRECIATION

Dear Mr. Busher:

Thank you for your help with the (name of program) . Your contribution
has been very important to the success of the Committee. Because of your
efforts, each graduating trainee completed the program with excsllent entry
level skills. Moreover, all graduates have found jobs in ‘the trade. Also,
the Committee's efforts to begin a long=-term evaluation of' the curriculum
should result in further upgrading of effective training.

The continuation of a superior program in the x trade is
possible only with the support of knowledgeable and enthusiastlc Commlttee
- members like yourself. .

Thank you again, Best wishes for your continued success'gnd dedication,
Sincerely, ‘ //

Chairperson \/
Board of Governors /

Figure 5.9:
SAMPLE CERTIFICATE OF APPRECIATION

THE (name of best education agency or institution)
Town, State

CERTIFICATE OF APPRECIATION
Be it known that

(NAME OF INDIVIDUAL) .

has ~2rved as a member of the VIP Advisory Committee for the

(NAME OF VOCATIONAL PROGRAM)

for the 19.. - 19.. school year.
We gratefully acknowledge your assistance.

(Chairman of Governing Board) (Chairperson of VIP Advisory Committee)
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Evaluating the Meeting

Feedback from Committee members regarding the success of a meeting is a
quick and simple method of evaluation. However; it is not always effective,
New members are often reluctant to offer critical comments before the entire
membership during the first few meetings; unfortunately, the responses of all
members to the first few meetings is particularly important in determining the
effectiveness of the new work plan and of the Committee's efforts. Therefore,
congsider coupling general verbal discussions with written evaluations as illus-
trated in Figure 5.10.

Figure 5.10:
MEETING EVALUATION FORM

Advisory Committee Meeting Evaluation

Circle the number that best describes your feelings about each statement
listed below (with "5" indicating "Excellent" and "1" indicating "Poor").

ITEM EXCELLENT POOR

l., I clearly understood the agenda and actions
to be accomplished. 5 4 3 2 1

2. The agenda was planned and organized thoroughly
and received in advance of the meeting. 5 4 3 2 1

3. The meeting was productive -- with a stated
objective and visible results. 5 4 3 2 1

4, Committee members understood their role and
assignment. 5 4 3 2 1

5. Committee members made active contributions. 5 4 3 2 1

6. 1 am-satisfied with the activities and
accomplishments of the meeting. 5 4 3 2 1

7. My time and energy are well spent as a member
of this Committee. 5 4 3 2 1
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Notice that while the form is brief, it addresses critical meeting con-
cerns. It also requires minimum time to complete and to score. To score,
average the responses of each item. Any item with an average score below 3.0

should be given attention by the Executive Committee.

Evaluating the Committee

Committee evaluation seeks to determine the success of each activity. The
Committee must decide how it can more efficiently advise the instructional
program, what activities should be emphasized, and what mistakes should be
avoided in the future. In doing so, the Committee must evaluate its decision-
making processes. The evaluation will be successful if both strengths and
limitations have been noted, all aspects of the program have been assessed,

and recommendations for improving the Committee effort have been noted.

Evaluating the Process

Among the issues that should be addressed when evaluating the effecti#eness of

the Committee's work are the following:

. To what degree is there group cohesiveness?

. To what degree does everyone understand the role, purpose and goals of
the Committee?

. Did every member actively participate in deciding the yearly work plan?

. Does every member participate in carrying out required activities of
the work plan?

. Is member morale good and do members interact freely, enthusiastically
and positively?

. Do the officers perform effectively? (How or how not?)
How does the Committee interact with the rest of the embloyment
community, the instructor, the program admlnistratlon, the governing
board, and the general public?

. What is the level of member satisfaction?

. What suggestions for improvement are available?
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Evaluating the Product

The VIP Advisory Committee must assess the value of its recommendations.
This assessment not only requires that'Committee members compare perceptions
among themselves, but also that members seek responses from the school and
employment communities with which they work., The following questions should
be addressed:

. Were Committee goals and objectives clear, realistic, and attei.able?

. Were the strategies and processes used to pursue goals realistic and
effective?

. Did the results obtained fulfill goals?

. Have unintended results occurred? How do they affect goals and
objectives? '

. Have recommendations and suggestions been acted upon; were they
accepted? )

. Have they been implemented? What has been their effect?

. How can product performance be improved?
HOW CAN YOU DEAL EFFECTIVELY WITH CONFLICT?

Type of Conflict

VIP Advisory Committees are subject to internal and external conflict.
Internal conflict occurs when members disagree over Committee work. External
conflict occurs when the VIP Committee attempts to create or resist change and

is opposed by someone outside the Committee, such as an educational official.

VIP Advisory Committees should experience little external conflict because

of the nature of their mission. The purpose of a VIP Advisory Committee is to

advise a program and/or governing board on matters pertaining to the instruc-

tional program. To advise means to offer an opinion, recommend, or inform;
therefore, the Committee, being advisory in nature, should not be in a position
for conflict to take place. Only the governing body of the ingtitution or
local educational agency is empowered 0 make policy; it has the respousibility
of considering, accepting or rejecting, and implementing Ccmmittee suggestions.
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Occasionally external conflicts arise, usually when Committee members
misinterpret their role. When asked to serve on a Committee, members rightly
assume that they must examine the current instructiopal gituation and advise
accordingly. This process implies an evaluation of prd%ram activities; how-
ever, the Committee's role is to evaluate operations, 323 the instructors.
Personal evaluations are inappropriate. Moreover, since the instructor’'s coop-
eration is necessary in implementing Comaittee recommendations, ill feelings |
between the ingtructor and the Committee can stall implementation of thz CQm-

mittee's recommendations.

The Pattern of Conflict /

/

/
/ _
When conflicts arise, Advisory Committees can use a six-step procedure for

/
conflict resolution (Porger, Lawler, and Hackman, 1975).

/
1. Antecedent Condiﬁiﬂhs: These are the conditions correlated with conflict. .
" ’/, . .

|
. Unclear roles in which the expectations of one or both parties regarding |
their own or the other's behavior are not written or understood. '

. Desire for scarce resources, which parties gseek to increase or protect.

. Distancing mechanisms that separate or define two or more parties into
categories like "us" and "them."

~—
3

. Unifying mechanisms that highlight differences as groups seek greater
unity; the more you know about each other the more issues you have to
take conflict with.

2. Perceived Conflict: Parties often perceive that there are few alternatives
to a situation when, in fact, this usually is not the case. Sometimes
conflict is accentuated when both parties have a limited knowledge of the
other's position. :

3. Felt Conflict: This is the effect of individual feelings and attitudes on
objectivity in dealing with potential conflict situations. For example,
1f a person distrusts the other party, the likelihood for conflict is
increased.

4. Manifest Behavior: This is where the actual conflict begins. It occurs
when the parties physically begin to react or deal with the problem.

’

5. Conflict Resolution or Sﬁppression: The resolution of the conflict \
typically takes one of three forms:

. Victory for one side and defeat for the other (win/lose):
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. Compromise where each side concedes (lose/lose); or -
. Problem solving where each side is satisfied (win/win).

'6.. Resolution Aftermath: With resolution of the conflict comes a set of
attitudes and conditions that defines the bounds for future interactions.

If you understand these six steps, you as Committee Chairperson can recog-
nize an emerging conflict, follow its course, help to resolve the problem, and

have insight into how resolution can affect future group interaction.

Means of Resolution

It is fortunate that VIP Advisory Committee members afe working toward the
common goal of improving vocational education. ‘Given this common goal, con=-
flicts tend to arise over the means of achleV1ng the goal rather than over the
goal itself. This makes resolv1ng/confllct somewhat easier:than if the goals
were the major area of dlgpute:/ ' o

Many conflicts result from a misunderrtanding of the other party's objec-

tives and/or a tendency for conflicting parti#s not to realize that there is a

range of alternatives. Lack of complete and clear communication often causes
conflict. .Therefore, a critical step in conJlict resolution ig to systematic-
ally share all pertinent information so that|each party knows the other's

interests and so that an open atmosphere is established from the outset. Then, d

together, the parties carn work for resolution.

" The following conflict resolution exercise is designed to help in situa-
tions where partiss share a common objective. You as Commmittee Chairperson

must dirvect the effort.

1. Emphasize to conflicting parties that they are all w.rking toward the same
objective: to improve vocational education. This shpuld help dafuse poa-
sible antagonism and set the stage for a cooperative effort at finding a
golution to the conflict. Try to maintain an atmosphere of friendlineas
and trust by keeping the parties focused on the issue and no* on each" P
other. The disagreement is not personal.

& ‘r*-"‘

N

2. Have each party describe its position and interests so that the conflict is
clearly understood. In many cases this procedure will solve the conflict,
gince many conflicts arise over a misunderstanding of interests or intents.
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3. Brainstorm alternatives that encompass both parties' interests, Encourage
positive brainstorming, where no evaluatio:. of the ideas is permitted
until the sesaion is over. Directions for using the tool are included in
Appendix E,

4. Attempt to reach a consensus on a solution or combination of solutions
developed in the brainstorm. Each idea should be discussed with the knowl-
edge that if agreement on an alternative action cannot be reached, inaction
will result., Consider using techniques such as the Decision Matrix or the
Nominal Group procedure to achieve this end.

In most cases a solution will be found that is acceptable to all parties.
This exercise helps to maintain positive relations in the Committee while

providing a framework for handling conflict pfoductively.
HOW CAN YOU INVOLVE INSTRUCTORS AND OTHER EDUCATIONAL PERSONNEL?

The vocationai instructor must be included in the work of the VIP Advisory
gince he or she will have the most direct rusponsibility for implementing the
Committee's recommendations. In addition, the instructor has the most compre-
hengive knoWledge-of the program; working with the instructur will bring needed
information‘about the instructional program to the Committee and will diminish
potential resistance .that an instructor may have to the Committee's sugges-
tiona., Moreover, the instructor should grow to recognize that the Committee
is a powerful, positive resource that can be used to improve the instructional

program,

The specific role that the instructor can play in Community activity must
be defined on a state-by-state and program-by-program basis. In some loca-
tions, the instructor serves as a full Committee member and even an officer;
in others the instructor is a non-voting, ex-officio Committee member; and
sometimes the instructor (or other schcol official) serves as liaison to he
Committee from the institution -- a non-voting but critical member of the

Committee,

Based on information from a sample of exemplary programs, instructors con-

.sistentif seem to perform the following tasks for VIP Advisory Committees:

. Provide background information on the programs or problems;

. Provide information on trainees, as needed;
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. Present and seek advice on issues related to the program; and -

. Implement Committee recommendations that have been approved by the
governing board.

Each of these tasks suggests that the instructor's appropriate role is
that of fresburce" to the Committee. 'The instructor has valuable insight and
information to share. Moreover, as the manager of the instructional process,
he or she is a vowerful agent of change, with the capacity to "make or break"

Committee recommendations in practice. )

/

I

In some cgses, instructors serve as a liaison between the aschool and the
Committee. A word of caution: this situation creates the potential for a real
or perceived conflict of interest when the instructor is both & part of the
Cormittee and the vehicle for information between the Committee and the insti- \
tution. A presentation to fhe ingtitution'e governing board by a member of the |
economic cémmunity will have a greater likelihood of influencing change than
will a presentatioﬂ by an instfuqtor, However, the instructor's action and

vocal support of Committee recommendations is a powerful influence for change.

There are other roles that,’in general, imnstructors should not play. Spe=-

tifically, the instructor should not be in a position to manipulate Committee

activit; or output, This means that they should not serve as Committee chair-
persons or as voting members. The idea of fhe VIP Advisory Committee is to
"involve the employment community in the task ‘of upgrading the instructional
program, This mission requires that the'econamic community take the 1ead-in
addressing employment community needs. Instructors, by definition, simply

cannot represenrt the employment communitiy.

Instructors should take part in the decision-making process or -the studies
on which decisions and recommendations are bssed. Indeed, the more the
instructor contributes to the problem~-solving tasks of the Committee, the
greater the likelihood ithat the Committee's recommendations will be carried

out faithfully in practice,

A good relationship betiween the Committee and the instructor benefits the
Committee, tie instructor and the trainecs. Recognize that instructors may

sometimes be wary of Committee activity. Therefore, you must keep the
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instructor involved and informed ajout Committee activity. Remember, the
ingtructor and the Committee are wérking towird the same goal -- helping
trainees acquire needed skills,

Sometimes VIP Advisory Committees adopt a technique used by many Local
Advisery Councils omr Vacational Education (LACVE's) -- ihcluding an institu-
tional representative-as an ex-officio member. Appointed by the governing
board, this person serves as lisison between the institution, the Committee,
and the instructional program. His/her role is to seek advice and present
information from the institution's perspective; The lisison may serve in an
ex-officio capacity with the Executive Comnittee, helping establish the meeting
agenda and securing background information on problems or issues to be con-
sidered. This peison may sometimes arrange clerical services for the Commit-
tee. Often the institutional representative carries recommendations to the

governing bvoard, either to reinforce suggestions or to officially present them,
HOW CAN YOU USE CONSULTANTS AND AD HOC COMMITTEES TO OBTAIN TECHNICAL ASSISTANCE?

Suppose your VIP‘Advisory Committee is new and no member has experience
working with groups to reach consensus; suppose your VIP Committee recognizes
a need to evaluate (and improve) the training expeérience, but has no member
with experience in undertaking such tasks; or suppose your VIP Committee is
aware of a power battle within the institution that is affecting the public
image of the program. When these types of situations arise, VIP Aévisory Com=-
©' mittees may choose to seek technical assistance from experts. An expert is
anyone who hag acquired special experience and knowledge of the problem, jissue

or t ..« under consideration,

Experts used on an individual basis are consultants; experts used as a
group function as ad hoc committeves. Both forms of consultancy, may be useful
to VIP Committees and have certain advantages: (1) thay offer objectivity
because they are not affiliated with the organization; (2) they may be able to
work more effectively within the power structure; and (73) they may work more
quickly and thoroughly because often they can devote full time to the effort.
Morgover, consultants can collect and process information from all available

gources by means of their particular expertise,
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There are disadvantages to usins consultants and ad hog committees,
including the following: (1) comsultants are sometimes expensive; (2) con-
sultants sometimes do not necessarily build commitment within the program to
reso.ve the problem; (3) consultants sometimes have their own\biases that may
-bg difficult to identify; and (4) sometimes consultants may héve difficulty

understanding the nuances and intricacies of a particular training program.

Whether you use consultants or ad hoc cqmmittees, their valﬁe tb the VIP
Committee will be based on the skills of the consultants, the q&ality of
information supplied to them, and the ability of the Committee to oversee the
work of the consultant or ad hoc committee. The following set of guidelines
and suggestions should help your VIP Committee effectively manage the effort

of consultants,

Select consultants carefully. Remember that there is no btime for on-the~
job training, and the outcome can.affect the program for many years. Among

the points to consider in choosing consultants are the following:

. They must have qualifications directly relevant or transferable to the
tasks to be performed;

.  They must provide a list of references and you must check them;

. They must be able to explain proposed tasks, times, and resource needs
for whatever they are to do; and -

. They must be able to describe their own positions (biases) related to
the issues.

Contract for the services of the consultants. This means that a formal
agreement between consultants and Committee should be developed. Th~ agreement

should specify the following items:

. The specific problems to be addressed and the purpose of the effort;

. The types of products expected -- as well as their timing, general con-
tents and numbers of copies;

How information will be gathered, when and from where. Also, it should
suggest geveral ways data could be processed;

Amount of money involved in the effort as well as how, when and under
what circumgtances it will be paid;
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. How and when monitoring will occur:

. The degree of confidentiality and the amount of access available to
school officials; and -

. Explanation of how specifications can be changed.

Provide all available and necessary background materials. Anything pelatéd
directly or indirectly {o the issues under consideration may be of value., Rely
especially on written materials. Remember that consultants do not inherently

understand all that is happening.
Orient involved parties with the consultant and with the consultant's pur-
pose. Often you will need to provide opportunities for interaction and for

data collaction,

Finally, monitor and evaluate efforts. This should be a joint, continuing

‘effort. Continually consider how fou.can improve the process,

WHAT PROCEDURES ARE USEFUL FOR PUBLIC RELATIONS? |

Suppose your VIP Ad—-isory Committee undertakes to enlarge the work study
component of the training program and must secure new work stations in commun-
ity businesses; auppose your Committee recognizes the need for a new training
program and must coanvince education officials of the need and opportunity to
offer the program; or suppoase yourICommittee wants to determine entry-level
attitude competencids in the target occupations in several dozen settings, but
has only about ten different employers represented on the Committee? Each of

these situations will involve the VIP Committee in public relatiovns activities.

A set of guidelines or principles for effective public relations follows,
Most of the suggesations apply to using the media to inform the community; how-
ever, the same ideas also usually apply to Committee interaction with educa-
tional officials.,

. Never lie., It is unnecessary and will come back launt you.

. Avoid technical jargon. Use terms y. ir audience will understand.
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. Do not Jeopardize your credibility by engaging in ypsrsornal attacks or
by using less than scrupulously accurate facta, Cace lost, credibility
cannot be regained.

. Anything you say outside the Committee meeting is "on the record."
Therefore, carefully choose your comments,

. Establish your public relatiors effort based on Committe 2oals, This
means that you will focus on instruction, skills and jobs oi program
trainees and graduates, By dealing with people and people issues, you
focus on the reasons for the training program and on the common denomi-
nator for everyone,

. When providing news &bout the program to the employment community, be
sure that the news is current, that‘it affects a fairly large segment
of the communjty, and that it emph381Zes the unique value of the
prograin or event,

. Establish a public relations effort with lomg-range ﬁoals. Get to kn
media representatives over time rather than just when you need to "usg:“
them. This means that you will establish and maintain contact to deal
with favorable and unfavorable news rather than just react to unfavor-
able pudblicity or ask for resources.

. Do not expect all your pﬁblic relations efforts to work, but keep
trying. 1If necessary, ask local media representatives for help
preparing information. '

. Keep those who need to know informed about Committee activities, pinns,
and outcomes, Further, actively seek their involvement in Committ :
efforts, if desired,

« If you m. .9 & mistake, own up to it., Do not blame anyone,'but rather
describe what is being done to correct the problem,

. If you do not know something, do not be afraid io qay s0, Then get the
answer and provide it as soon as possible, ,

. Be courteous and polite, Say thank you. Be "up front" and honest; even
if you cannot answer a question, explsin .hy you cannot.

» Publicize newsworthy events like upcoming events, human interest
stories, and stories of successes. Attend to the "who, what, where,
when, and why" of the story. Also be sure to place the most important
information in the first lead paragraph of the story.

Among the public relations and information-sharing tools you might choose
to use are: news releases, minutea, joint meetings with other community
groups, presentations, newsletters, brochures, flyers, surveys, formal

reports, decals, etc.




Figure 5.11 illustrates a sample news release of the type you may wish to

create and use,

Figure 5.11:
SAMPLE NEWS RELEASE

Local Vocational Program
4%6-1110

For Release on 15 November

Local 617 and Algamated Electric Co. today announced a contract with the
(_ Name of Program ) to retrain up to 100 employees on new laser equipment.
Signing of the contract occurred after nearly a week of efforts to prevent the
layoff of employees as a result of recent equipment purchases.

Algamated Vice President for Operations D.J. Wi son expressed his pleasure
with the contract, saying, "Algamated is proud to do what's best not only for
the company, but also for the community, for organized labor and our employeces.
This contract is a partnership among all of us.,"

The contract was provided as part of an expanded training program for
business and industry offered by the school. Conducted at the work site,
training will emphasize safety and maintenance of the newest laser equipment.
The training insvitution will tailor the training program for Algamated through
consultation with plant officials %o ensure that company and employee needs are
met. Institutional staff and consultants from the manufacturer will teach the
12-week course,

——

1

*Source: Adapted from Tools That Work to Build Public Support for Vocational
Education (Ir‘'ianapolis: Indiana State Board of Vocational and Technical Fdu-
cation; 1982),
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CHAPTER SIX:
TO0LS FOR MANAGING GROUP ACTIVITY

Sometimes, in a desire to solve problems quickly, & VIF Advisory Committee
will suggest remedies before it has taken the opportunity to define clearly the
problems and to investigate all alternatives., In order for Committees to func-
tion efféctively in making careful decisions, they must follow a systematic
procedure,

Several formal procedures exist for group planning, idea generating,
decision-making, and information processing that can be used by VIP Advisory

Commi ttees jin performing their tasks. These include the following techniques:
. Noml{na.l Group
. Delphi
. Decision Matrix
. Charrette ‘ '\‘
. Community Impressions

. Brainstorming

This chapter will introduce and compare these six procedures; for more
specific information on how to use the techniques, refer to Appendix E of this

Guide,
HOW DO THE TECHNIQUES COMPARE?

How do you decide which technique to use in a given situation? What are
the advantages and limitations of each technique when compared to the others?

The techniques vary according to the fullowing five characteristics:

. Type of inforustion produced by using the technique -- Is the informa-
tion easily urderstood and used?

. Complexity How diffiecult is the t:chnique to administer? How
knowledgeable or skilled must the participants be in order to use
the technique? '

6-1

o0




. Resources -~ How much time, money and equipment is necessary in order
to use the technique?

. Bffectiveness -~ How valid is the information that is generated?

. Flexibility -~ Under what circumstances is the procedure most useful?
How closely must one follow all the prescribed steps whevw using the
procedure?

Figure 6.1, "Technique Compa.ison Chart,” summarizes each précedure in terms
of these characteristics. Under the column entitled "Information,” a brief
description of each technique’s products is presented. Then each technique is
rated "high,” "moderate,” or "low" for the remaining four characteristics. You
will note each procedure has advantages in certain situations. The choice of

procedure is yours; in fact, you may decide to use a combination of two or more.

A brief description of each suggested technique follows. After reading

“the descriptions and the comparison chart, you should be able to determine

which techniques and procedures will work best in your situation., Refer to

Appendix E for more specific information on how to use the procedure.

WHEN ARE THE TECHNIQUES USEFUL, AND HOW DO YOU USE THEM?

Nominal Group Technique :

Suppose your VIP Advisory Committee's task is to determine the relative
importance of a dozen entry-level competencies or to reach a consensus on the
goals and objectives for its annual work plan, or %o identify and decide on
the relative importance of the community's cccupation-specific training needs.
In such instances, the Nominal Group Technique (NGT) may be most useful as a

iecisgion-making tool.

The Nominal Group Technique employs a prescribed sequence of problem-
solving steps, enabling a small group (seven to twelve sembers) to generate and
rank by importance a variety of quality ideas about g topic. It hegins with
the group leader presenting the question or issue to be considered. The group
members then consider the question by writing down their ideas individually and
silently. Afterwards, the group leader agks each participant to shareg one idea

av a time in a "round-robin" fashion. The leader records each answer on a flip
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chart and goes around the group several times to elicit all ideas. Next, par-
ticipants discuss each suggested idea to clarify and combine ideas., Then each
member is asked by th. leader to select and rank privately the five or ten most
important items ;emaining on the list. The tallied rankings represent the

group's consensus on the best alternatives discussed,

The Nominal Group Technique is appropriate for determining the relative
importance of various issues or problems, identifying elements of a problem,
and establishing a priority listing of these elements. The resulting group

decision reprosents the cembined judgments of many individuals.

The Nominal Group Technique is particularly appropriate when individuals
from dif. sent backgrounds and representing different perspectives participate
in generating information or making decisions. NGT was designed £0 “ensure equal
participation and effective dialogue among group members So that the4planning
process is not dominated by a few assertive individuals. Moreover, tae tech-
nique encourages group members to generate ideas, to feel responsible for the

group's success, and to present potentially importaﬁt but unpapular ideas.,

The technique has been found to produce more creative and acceptable solu-
tions than other types of group managem:ut procedures. Further, the technique
reduces conflict and temsion, can be used with almost any group and Tor almost
any issue, and stimulates group commitment., NGT has been used successfully in

vocational education-to ad”ress a number of education problems.

Compared with > other techniques presented here, NGT requires a moderate
amount of time and u relatively small expenditure. It requires approxiuately

two hours of the participants' time and a day of the loader’'s time.

The Nominal Group Technique is partioularly useful for stimulating ideas
from Committee members on problems or solutions, Moreover, it is a quick and
effective way for the Committee to decide on the relative importance of a
se ‘ies of options or alternatives, Two particular applications for which NGT
might be used by a VIP Advisory Committee are: 1) identifying points of view
on issues such as competency requirements, or 2) prioritizing different

spending optionsg.
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" Figure 6.1. Technique Comparison Chart

| Techniques

Nominai Group
Technique

Delphi
Technique

Decision
Matrix

Charrette

Community
Impressions

Brainstorming

Information

Produces group consensus about \yhatever
issue or informatlon is under consideration.
Moreover, ideas about problems, issues,
or solutions are ranked according to their
perceived importance. As a by-product
generates both interest and commitment
among participants.

Produces large list of problems, issues,
salutions, etc. that are ranked according to
their impartance. Also can generate novel
ideas and group interest.

\

Produces a numerical rating of various
options or alternatives for any situation or
issue. Also generates group consensus
and commitment.

Produces one or moresolutions to a problem
or set of problems. Also can be used to
identify and clarify issues and problems as
well as alternatlve solutions. Generatss
interest as by-product.

¢

Produces a general list of issues, problems,
or solutions. The list can be refined by
using other tools. Moreover, the technique
can generate interest in the community.

Produces a list of ideas, issues or opinions.
If conducted properly, results in items on
that list of ideas being ranked according to
their relative impartance.

64

Complexity

Low to Moderats: Relatively simple and
easy to use. Must require participants to
abide by rules. Must construct problem
statement (about the issue under consid-
gration) very carefully. Tallying the score
can be confusing. Relatively simple for
participants although they must follow the
directions. '

Moderate to High: Questionnaires require
careful wording, attention to the process,
and conscientious management. Perhaps
greatest care must be exercised when
categorizing and merging responses. Must
exercise some care in choosing respond-
ents. Relatively simple for participants
although they must keep on time.

Low: Itis fairly simple for participants as

long as leader follows the rules. The most

difticult part of tie process is deciding on
the relative importance of each criteria.
Otherwise, the process is straightforward.

/

Moderate: Leader must exercise care and
skill in selecting participants to ensure
that participants are knowledgeable and
that they represent all critical points of
view. Participants must have some exper-
tise and must be willing to be task and goal
directed during the exercise.

Moderate: Requires knowledge of available
information, skill in condutting meeting,
and care in selecting/racruiting partici-
pants. Also must be able to interpret and
use findings. Very easy for participants
because they simply provide their con-
sidered opinions.

Low: Requires that the group leader know
and follow the rules; however theruvles are
relatively simple. Participants must be
willing to interact and must be familiar
with the issue under consideration.

\
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Characteristics

Resources

Low: Administrative preparation is iow.
Requires time only to contact persans,
plan meeting and conduct meeting. Required
resources include a meeting room, flip-
pad, paper, magic marker, and time.

Moderate: Whereas the materials are
inexpensive (paper and reproduction), it
requires a moderate amount of time to
coordinate questionnaire development,
record responses, and prepare each new
round of questionnaire. While no equipment
otherthan a hand-held calculatoris required,
postage can be expensive.

Low: Requires no money or special equip-
ment although a handheld calculator can
be heiptul. Requires 2-4 hours of time from
each participant. Leader must spend an
additional 20 hours to prepare materials
for meeting and to send thank you notes to
participants after it is over.

Moderate: The technique requires 10-20
hours per participant, given over several
days. Sometimes the time and knowledge
of outside experts also must be purchased.
Moreover. the leader must contribute an
additional 40 hours organizing it. Using the
procedure also means Securing rooms,
turniture, supplies, and meals for the
duration.

Low: Little equipment otherthanaroomis
required. Tape recorder is a help. Also
need time in advance of meeting to publicize
the event, set up room, and recruit specific
community members to be available. Must
send thank yous and summaries at end of
meeting. '

Low: Requires 1-2 hours of time on part of
each participant and some additional leader
time to summarize and distribute the
findings. In terms of equipment, requires
only a rpom, chairs, flip-chart, and magic
marker’

Effectiveness

High: Much better than loosely structured
or unstructured groups although sometimes
the effort may lack some precision. Selec-
tion of participants is critical. Discussions
can be highly beneficial, both for informa-
tion and for support for the program.

High: Very effective technigue both to
generateinformation and interest. Must be
careful in selecting people, adhering to
schadule, and working with information in
order to gain maximum effectiveness.

Moderate to High: Helps to systematize
decision making. Etfectiveness is high as
long as key variables are identified and
ranked according to their importance.

Moderate. Can be effective means for
generating solutions to problems and for
focusing attention of participants of varying
backgrounds and skKills. '

Low to Moderate; The procedureis dnly as
good as the participants. It is also dependent
upon the skills of the administrator. Usually
list must be refined und further developed.

Low to Moderate: Itis much more effective
than unstructured groups, but not as
effective as other techniques included in
this comparison.

Flexibiiity

High: Can be used to address almost any
issue or problem. Useful with any group as
loig as they can communicate. Time and
numbers of people also can be varied.

High: Can be used to address almost any
issue or question. Also highly flexible in
terms of who uses it and how many people
participate. Time and timing requirements
must be followed.

High: Applicablein almostany setting and
tor aimost any kind of issue or decision.
Time required and number ot people
involved can be varied.

:
High: Can be used in almost any setting
and to address almost any type of issue.
Requires time and a number of people to
use.

Low to Moderate: To use this procedure,
the administrator must have collected
some preliminary information, must have
generated a good bit of interest on the
topic within the community, and must
have choosen well, the participants.

High: Can be used to address many prob-
lems or issues. Can be used with virtually
any group. Itis the easiest technique to use
of all those included in this comparison,




The Delphi Technique

How can your Committee determine the necessary entry~level skills, know-
ledge, and attitude competencies for an occupation that is highly specialized
and -that has work sites scattered over a thousand-square-mile area? How can
it analyze labor market needs and trends fér the entire geographic area served
by your program? How can it ascertain what equipment is currently in use in
the occupations served by your program? The Delphi Technique is a method of
combining individusl expert opinions into a collective view throuéh a geries
of questionnaires.  The experts in this context are chosen by the administrator
of the procedure; they are people with a particular knowledge of the subject

under consideration,

This procedure employs a _sequence of carefully designed questionnaires to
collect and evaluate opinions of knowledgeable respondents who never physically
meet. The procedure begins with a general question to which participants
respond, Replies are sorted, analyzed, and constructed into a follow-up ques-
tionnaire. Upon recei?ing”the gecond questionnaire, respouadents are asked to
agree or disagree with the compiled comments, to clarify items, and to rank
items by importance., Responses are again compiled and a third questionnaire
is prepared and mailed in order to arrive at a final consensus.

X . ’//

The Delphi Technique has been used successfully in vocational education
planning. Expenditures include time, postage, paper, and reproduction costs,
Usually the process is understood easily and is appropriate whenever expert
opinion can be elicited. XThe most difficult and time-consuming portion of the

technique is creating appropriate response categories on éubsequent mailings

of the questionnaire.

35
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Decision Matrix

Often VIP Advisory Committees must make difficult choices on very complexn
issues -~ for instance, choosing between two good alternatives in solving a
problem, suggesting which of four important priorities deserves resource
support, or recommending which four of eight possible program outcomes should
be emphasized, When this type of problem is faced by the bommittee, a Decision

Matrix can be used to make the choice more clear,

Decision Matrix is a technique that ranks by importance alternative strate-
gies by ordering and displaying information in a form in which the consequences
and implications of strategies can be evaluated. A Decision Matrix works best
when the number of alternative strategies is relatively small and the selection
criteria are finite. Tasks include specifying criteria, determining the rela-
tive importance ofeach criterion, calculating point values for each criterion's
potential strategies and comparing the total point values for each potential
strategy. THe entire process requires only a few hours; it is suitable for
‘individual or group decision-making and produces a useful record of the cocmpar-
ison process for future reference. It costs nothihé'but a 1itt1§ time, Thé
most difficult task in using the Decision Matrix is that of deciding ~n the
criteria for judging alternatives., It requires a decision as to whether co.-
siderations such as cost, feasibility, usefulngss, and accuracy are the .aoot
important reasons for making a choice., Once tﬂe criteria pave been cho: i wn-

their importance determined, the steps of this procedure are elementary.
Charrette

Suppose your VIP Committee is helping to plan or remodel a vocational
facility and you want to involve all affected segments of the employment
community in the effort. In this case, you. may choose to use the Charrette
activity., It is a procedure through which community members, experts, and the
Advisory Committée are brought together for a limited time period in order to
suggest solutions to a specific problem or to identity &and clarify all the

issues within a problem,
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Effective use of Charrette requires careful planning to ensure that back-
ground information is available, logistics are arranged and that all appropri-
ate employers from the community will attend. Tho actual activity involves an
introduction of background information and expectations, a general discugsion
gession to identify goals, followed by small working groups on specific prob=-
lems or parts of problems, ard finally a jury or panel to react to proposals
. @enerated by the small groups; The technique requires anywhere from one to

several’days, depending on the problems to be addressed,

Communi ty Impressions

¢
I

Often VIf.AAvisory Committees become involved in helping genorate oommugity
: lnterestninvand support for vocational orograms by serving as a communication
channel to and.from the community on program activities. The Co ity Impres-
" sions Tenhnique can help a VIP Committee perform this task. The§::§§unity '
I@pressions Technique is an open meeting for all members‘of a designated com-
munity. The group may be assembled to gurnish information or to react to pre=-
viously collected information about the issue under consideration. The format
resemoles a "hearing" but is more open and flexible since any person present

may ezbress his/her views. The meeting usually lasts from three to four hours.

The major advantage in using the Communify Impressions Technique is that
spontaneous opinions from‘maoy people can be obtained quickly. Key people,
referred to as "key informants,” and people representing special populations
(such as consumers and providers of serVioes) must attend the meeting. The
technique is 1nexpensive and relatively quick; however, the resultant informa-.

tion may be less specific and complete than desired.

Brainstorming

Suppose your VIP Advisory Committee i3 called upon to generate a number of -
reoommendatio*s, suoh as the list of trade skills needed by instructors, sug-
gestions for the pnysical layout of the training shop, or selection criteria
for potentia. trainees? Any of these situationé could be addressed by using
Brainstorming.

s8  J7
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. \
A Brainstorming session involves 8 to 15 persons who are called together

to generate as manj'ideas aas possible about a~particular problem during a very
short period of time., It begins with an initial period of idea generafing
during which no member is allowed to criticize the proposals of anéther member. .
This rule is enforced by the leader, whose task is to call the meeting together
and keép'the ideas c&ming as fast as possible'from the group.
After the session the group may revise, combine and rank order various
' ideas or solutions. The ided’geﬁe:gting session lasts & maximum of one-half
hour; introductory and follow-up activities may increase the time to one-half
day for participants and even longer for the group leader. Normally no cost

other than time is involved.
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APPENDIX A: | &
VOCATIONAL INSTRUCTIONAL PROGRAM ADVISORY COMMITTEE
INFORMATION BROCHURE FOR PROSPECTIVE MEMBERS

<

INTRODUCT ION

When the membership subcommittee, program administrator, Executive Commit-
" tee or imstructor contacts and intdrviews_potential members, oral and writtent
contact should be maintained with that pe;son. The function of the 4dvisory
Committee and performance ezpectations must’ be emphasized to each prospective
member. One tool that can be of assistance in performing this task is an _
informational flyer that can be given or mailed to candidatéa. This Appendix
contains a draft of such & flyer. Adapt this flyer to your own program and use
it. The brochure is designed to fit on the front and back of a single 8-1/2"
x 11" sheet of paper, as demonstrated in the Appendix copy. The sheet then
should be folded twice so that there aﬂe six separate panels of text. Addi-
tzonal blank space will thus be left on several pages so that you can customize
the flyer for your own program. No graphic borders or illustrations have boen ?
inecluded so that your local education. agency, inatitution. or training program
can substitute its owvn design or information.

A=l
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VHAT I3 A VOCATIONAL INSTRUCYIONAL FRoaRAN
(vie) wvrspnr Connreran?

A VIP Advhory Committee is a formally
ocopstituted group of volunteewa who have
expert, working kuowledge of the jod taeks
and coapetanocy requirementa for eoccupations
that are the target occoupations of instruo-
tional programa, Dravan fius the private

sector employment community, the purpoae of -

this offioially appointed -body ia to main-
tain and improve the instructional progrum,

Gonntttool adviae already existing

. programs} they help develop programs and

facilitate their operatiom, They do not
oetablish or adainiater programs, aor do

thay aet polioy.

VHAY TYPRS OF ADVISORY COMMITTEES
ARR THERE?

In general, there are three types of
looal Advisory Committeess

+ YIP Advisory Committees. Working at
the tn.fruo‘tonlf progran level, these
oommittess serve an ocovupation or
oluster of ocoupationa at a single
sohool or imstitution. ‘Nemberahip is
drava primarily from targef ocooupa-
tions, Committes Nembera advise on
inetructional matters such as oompe-
tenoies, equipment, work techaiquea,
and so forth,

» Ad Hoo Committeea. Theee ahort-term
committees serve for a short time to
addrees a single epecifio problenm,
Ususlly, meabera are experts in the

_problem erea under coneideration, Por
example, an .ad hoo committee may be
antatliehed to investigate employment
trends in that program area,

4 General Committeses. These are oitizen
comnittees that serve all programa
vithin an institution., Often general
committees deal with planning and may
be called a Loocal Advisory Committee
for Vocetional Bducation (LACYE).

A-2

WHAT WILL I DR ASKED 70 DO?

As & VIP Mvisory Ccunittes member, you
uay be asked to help ascomplish .ny of the
folloving objeativeas

.. Deteraine job requirementa (sttttudoo.
skilla, kuowledge);

. 3ot ogcupational performance spacifi-
cations und griterie for program
completioni

« Qenerats instruotional objectives)

« Identify wquipment, supply and
natsrvial aesds;

", o ldentify new technologies to tnﬁludo

ia trainiag;

. Acaist with facility layout and
wodification;

o Holp wilh Sraining and job placements)

o Daternise labor market aseds, trenda,
and opportunities)

o Hoelp with traines seléotion and
orientation;

o Idantify instruotor retraining
opportunities; or -

. Aastat with tastruacion and/or
supervision,

VHAT RXPROCTATIONS DO OTHER WENBERI
HAVE OF MR?

As a Committes manbur, your peers will
expeot the following from youi

\’ Parttotggttol w= %0 affer advice,
opinicns and cousidered judgaents about
the work agenda of the Committee, Thin
inoludes atudying ths prodbien uander
oconsideration and helping to reach a
Committee gonsensus on .pproprtato
aotion,

« Attendance =~ to attend the meetings
regularly,

« Oonduot -~ to oconaentrate first on
Committee needa hefors representing
other oonstituenoies; also to raspect
other members by avoiding bickering ov
publio expresaiona of diaapproval,

A-3
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WHAT NUS? I

You have besit asked to serve as a member
bacause you have partiocular skilis and
expertiae that your peers feel vill be of
great value to the trmining program, You
will be providing advios, time und enargy
in order to imprave the training effort
aud ultimatsly to ensure that graduates
acquire the akilla, attitudes and kaowledge
that are mneeded {n order to be offectively
anployed in your trade. You will
oontribute your ideas and expertise shout
training-related issuem, your anergy to
eatablish and carry out a vork plan for
_the Committes, your willingness to work

F:‘th your ‘pesrs toward the oommun goal of

mproving the instruational program, and
your time to get the job doue.

VilA? VILL [ ONT OV OF TR RIPERIENCE? '

The benefitm you will derive from parti-'

\

oipating as a VIP Advisory Comaittes member ‘

‘'will depend upom your perspeotive -- among
.the yoasible benefits ares

o Personal saticfaction of kuoning you
"have contributed both to the education
program and to the growth of tho
ooonollo comsunity.

. Hlttlf.ctton of knowing you h;vo /
helped students.. /

. Peracnal and oumpany recognition ad
preatige for having plrttatpltodj7

« Jatisfaction of knmowing you can ‘nd
have made a difference and that /your
ideas have been heard and u-.d,.

. Knowledge of having helped opd;d tax

uoney wisely to duild a oktllod labor
pool for your fndustry. /
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VHAT VILL BE THE BEWEFITS OF WY RPYORTS7

Tour partipation aa a member of the
Comaities will benefit the tollov&n.a

. Iuetruotional Pro. . The treining
priaees should beooms more efficient
and effeotive as A result of your
participation, I* will be baced on
ourrent job needs, with a foous on
specifio outuose vompetenoies, know-
ledges end attitudss.

+ Treinees., Students should find jose
for which they are treined, Norec.ver,
their transeition from echool to work

" should be emoother due to their
training program‘se ties with the
employment oommunity. Noet importent,
they ehould hsve the typee and levsel
of ekills needed to perform effec-
tively on the job,

v ;__'

o Employment Community. The employment
cosmunity should derive a trained labor
pool upon whioh to build economic '
growth,

» Jchool. The eohool should receive

* inoressed comaunity support ae well-
treined greduates perform eZfesotively
on the job end ae the aschool's reputa-
tion grows,

. General Community, The general com-
wunity 1o benefited by citisens who
re able to make a contribution to the
heelth and wvell being of the community.

WHY HAVR VIP ADVISORY CONNITTRES?

VIP Advieory Committees are oritioal for
ssveral reasons, PFirst, they are the nost
effiocient and effective way for pudlio
vooatione\ Sraining programs to meet the
neede of che ecunomio oommunity., Vithout
Advisory Committess, sohools would be

.forced %o’ operate without oritioal ,2nduetry

infursation, Sedond, sohools ars publio
property and YIP Advisory Committees oom-
prise one of the relatively few ways in
vhioh the publio oam influenoe.and direct
the educational procees. Third, Advisory
Committees offar ome of the beet-tools for
ensuring that training programs Freflact ¢’ »
skille, attitudees and imovledges needed by
workers in the target ooonpqtiono.

.

A6

30,
YOU HAVE BEEN ASKED -

TO SERVE CON A

VIP ADVISORY COMMITTEE ...
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APPENDIX B:
OUTLINE OF HANDBOOK FOR NEW MEMBERS

INTRODUCTION

Once a person has beén appointed to a VIP Advisory Comiittee, it is
important to clarify the member's role and familiarize the new member with the
specific responsibilities'he or she has taken on. One strategy for
accomplishing this is a Handbook for Members. There follows a skeletal
outline and text of such a handbook, Adapt and add to this material in

developing a handbook for your own VIP Advisory Committee,

AN
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this voluntary effort to be a lvarning and growing experience, The greatest
™~ benefit may bé internal -- the satisfaction of krowing that your participation
| has created a first-rate vocational/technical program that will enable students

from your community to enter the: Americn work force.
Thank you for accepting the challenge and offering your help,
WHAT ARE VIP ADVISORY COMMITTEES?

u " Vocational Instructional Program (VIP) Advisory Committees are formally
constituted groups of volunteers with experﬁ working knowledge of the job tasks
and competency requirements for the occupations targeted by specific instruc-

 tional programs. Drawn from the employment community -- both private and
public sectors -- the principal purpose of this officially appointed body is

to maintain and improve the quality and impact of instruction. Committees
advise programs by assisting tre 1nstructprs and administrators and by pro-
viding training opportunities;|however, they do not establish or administer

programs, nor do they set policy.

. VIP Advisory Committees, dbmmqgly called "craft committees,” have advised
vocational<programs in training students for years. Today as many as one-half

million Americans like you serve on such Committees.
HOW CAN VIP ADVISORY COMMITTEES HELP?

Your VIP Advisory Committee is 'a major link between a vgocational training
program and the employment community, It is a way for employers to influence
the training program in better meeting the employment requirements of a par- -

ticular craft or industry., "Moreover, it is a way for the training program to

keep abreast of new developments in the target occupations, Additionally, the

Committee helps to publicize and generate support for the training program.

When advising an instructional program, the VIP Advisory Committee should

focus on the following activities:

. helping to determine the minimum requirements for employee skills,
attitudes, and knowledge in target occupations;
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. helping to determine the minimum requirements for employee skills,
attitudes, and knowledge in target occupations;




. Aa3ssessing needs and securing resources for physical facilities and
equipment; o

« .reviewing and recommending improvements in instructional content and
materials; o

. providing occasional instruction and/or arranging for on-the=job
experieng;s,';f_appropriate;

. assisting the development of student selection criteria;

. promoting the progrﬁm:

. conducting an analysis of labor market trends, needs, and opportunitiesg
suggesting appropriate instructor competencieés (from the employment per-

spective) and arranging appropriate retraining and in-service training
for instrmictors; .

ment of program graduates,

participating in stuéent recrui tnent and orientation; and -
. facilitating the placL

1

An effective VIP Advisory Committee will produce the following results:
\ N
. The training program wiil be more sffective, efficient and current --
based on actual industry needs., It will benefit from the use of more
effective, up-to-date equipment, better iaformed instructors, a highly
publicized program, and,\ultimately, will’produ?e better skilled
trainees, ;

. Trainees will benefit from acquiring appropriate types and levels of
skills, and will thus be able to make a smooth transition from the
program to an actual work environment. o

« The employment community will acquire an abundant, better-skilled labor
pool, ‘ . .

\
. VIP Advisory Committee Members will gain pd?banal satisfaction from
xnowing they have used their skills in providing vital assistance %o a
vocational education program; as potential employers of program gradu-
ates, members might benefit through an improved training program,

HOW ARE MOST VIP ADVISORY COMMITTEES ORGANIZED AND OPERATED?

Since VIP Advisory Committee work progresses through discussipn, interac-
tion, and communication directed toward the common purpose of improving voca-

tional education prograns, it'needs a structured work plan and agenda,

b
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Authority: Usually Committees are organized and operated according to a
charter or constitution, which establishes the authority and responsibility for
the Committee. The?charter also will set some operational rules and guidelines
regarding the length of memberé' terms of service and/will set forth general =«

L/
expectations of what the Committee will do, hat

T om—. ~-

Committee Structure: At minimum, a chairperson and recorder aregnecessary
for the effective operation of a VIP Advisory Committee, Most Adwis:>y~€bm-
mittees establish a formal organization, with a chairperson and seééetarj7 -
elected from the Committee membership, |
!V . .

21adni§§: Many Advisory Committees convene an “Executive Committee"
(Chairperson, Vice~Chairperson, Secretary) prior to Committee meetings in order °
to 9stabllsh the agenda and determine issues to be discussed. The Executive
Committee will collect necessary background information as needed from appro--
priate educators (instructors and administrators),

Agenda: VIP Advisory Committee meetings are most effecfive when topics to
be considered are established and communicated to members prior to the meeting.
However, each®meeting should allow time for tpe Committee members to suggest
items for futuée meetings, or to request explanations of the issue under delib-
eration and current topics of concern. '

Meetings and Attendance: VIP Advisory Committee meetings should be con-

du ted in a businesslike manner. Your attendance is of vital importance since
the meetings discussions/deliberations result in decisions and courses of
actioﬁzp Members should plan o attend all meetings of ‘the Committee,
- \
By-laws: Each VIP Advisory Committee must develop and write its own
by-laws. These are procedural rules and expectations that govern membership

selection, conduct of meetings, and the wort lan to be undertaken.
Work Plan: Zach VIP Advisory Committee must set forth a yearly work plan

which identifies issues of concern, activities to be undertaken, and the

general schedule for such activities.
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WHAT DOES AN ADVISORY COMMITTEE DO’ THROUGHOUT THE YEAR?

s

| . Nork Ags nda° Some VIP Advisory Committees de. nated specific dates«each

- year for particnlar activitiee or discussions, whiiu at the same time retaining
~ a regular schedula of general meetings with unassigned agendas,
v»  SAMPLE CALENDAR OF ADVISORY COMMITTEE'S ACTIVITIES ;

S '
-~ . - L

MONTH : MAJOR TOPICS

September , - Discuss role of Advisory Committee
. Establish new organization of Advisory Committee (election of
officers)
. Tour and review vocational program 'acilities/equipment
. Examine student enrollment for currant year .

October: . Plan to relate with local economic development leaders
. Initiate competency review of occ&pational tasks and
instrmctional materials
. Leave time for discussion of current issues

November: - , Discuss ideas for progrem development and improvement
' . Estatlish on-the<«job work stations for trainees

March: .. Conduct survey of local smployment projections and needs
. . Devise plan for strengthening community relations and public
information on vocational and techaical education
“v TReview findings of competency study and develop recommendations

,‘ -

<

April: o Arrange instructor retraining. workshops
’ « Assiast with trainee placement
. Leave time for discussion of new business

May: o Review oVGrall program
. Collect graduate or placement etatistics
« Levelop year-end report and summary of recommendations for
vocatipnal administrative body

. 109
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APPENDIX C: )
RESOURCES PERTAINING TO- ADVISORY COMMITTEES o
'AVAILABLE FROM THE STATES

INTRODUCTION

In ;ddition to the materials presented in this Resource Guide, a number of
states have developed materials for or about Advisory Committees, Prépéred by//
~ State DepartmentsAof Educatiou and/or State Advisory Councils for Vocational//
Education, these materials include handbooks for Committee members, evaluatzon

' reports, promotional materials, public relations suggestions, and explanations
of specific state laws. While most were prepared for and about local Advisory
Comm;ttees (LACVE), some of them may be useful to VIP Advisory Committees.

There follows a liét of materials prepared #ithin the states and terri- .
tories, Bach item is identified by nane, state of origin, and date of publi-
cation. Only those items cléarly related to the structure and fundtion of
local advisory committees are included on the list; materials suchk as annual
evaluation reports,!program explanations and state~sponsored s?adies have been
excluded, A list of addresses for State Departments of Educa,ion and State

Advisory Councils for Vocational Educatzon is included in Ap sndix D,

MATERIALS
STATE _NAME OF PUBLICATION . DATE*

ALABAMA ( Guide for Organizing and Utilizing Local Vocatzonal 1977

BEducation Advisory Councils - ?

A Message to Local Advisory Councils on Vocational Education n/a

Local Advisory Councils on Vovetional Fducation - n/g

AR;ZONA Advise for Action (A Handbook for Local Advisory Councils) 1979
ARKANSAS Key to Community Involvement 1983 i
- |
CALIFORNIA The Vocational Agricultural Advisory Committee 1981 |

U




COLORADO

CONNECTICUT

DELAWARE

FLORIDA

GEORGIA

HAWATT

IDAHO

TLLINOIS

INDIANA

TOWA

KANSAS

KENTUCKY

VMAINE

Colorado Handbook for Local Advisory Councils for
Vocational Education

Colorado Handbook for Program Adv1sory Coumittees for
Vocatlonal Education

Connecticut Vocational Agriculture Resource Center
Consulting Committee Information Bulletin :

Local Advisory Councils on Vocational Education

Vocational Education Advisory Committees:
An Organization and Function Handbook

Including Georgia Citizens in Tocational Fducation
== A Manual to As3ist Local Schools in Developing
Advisory Committees

Vocational Education Advisory Committees

Committed for Action
A Handbook for Local Advisory Committees

Advisory Council Member
Guide for Local Advisory Councils on Vocational Fducation
Vocational Programming and Services for Handicapped
Individuals in Illinois
A Guide for Planning, Organizing, and Utilizing
Advisory Councils

Speak Up, Speak Out for Vocational Education

Handbook for Members of Vocational Education
Advisory Committees

Local Advisory Committee Workshops -- Handbook

for Members
Tool Box == Tools that Work -~ Vocational Rducation

A Resource Guide on Local Vocational Education
Advisory Councils

Guidelines for Area Planning Councils in Iowa

Partnership fox Economic Development

A Proposed Model for Lecal Advisory Committee
Involvement in Program Improvement

Kentucky Vocational Hducation Craft Advisory
Committee Handbook '
Using Citizen Advisory Groups in Vocational Education

Craft Committees (Occupational Advisory Committees):
Can They Work?
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1981

1981
1982

n/a

1982

n/a

1980
1983

1980

1982
n/a

1983 -
19873

n/a

n/a
1983
1977




MARYLAND
MASSACHUSETTS

MICHIGAN

MINNESOTA

MISSISSIPPI
MISSOURI
MONTANA

NEBRASKA
NEW JERSEY
NEW ™MEXICO

NEW YORK

NORTH CAROLINA

NORTH DAKOTA

OHIO

OKLAHOMA

Trade/Occupational Advisory Committee Guidelines
Guidelines for Local Advisory Councils

An Informational Handbook for Organizing and Operating
a Community Advisory Council

Local Advisory Councils: A Handbook for Operation

Vocational Education Advisory Committees: A Guide for
Effective Utilization of Advisory Committees

P.R. Materials

Advisory Committees

Organization and Utilization of Advisory Groups in
Vocational Education

Handbook for Local Advisory Committees in
Vocational Education

Vocational Education Advisory Committee Handbook
The Art of lListening (and Meeting Analysis)

Handbook for Local Vocational Education Advisory Councils

Making the Most of Your Advisory Committee

Advisory Committees and Councils
Making Education Work Through Local Advisory Councils
Legislative Input and Public Relations Guide for

Vocational Educators

A Handbook for Members of Advisory Councils for
Occupational Education
A Handbook for Members of Consultant Committees

for Occupations

Manual for the Evaluation of Occupational Fducation Programs

Handbook -~ Goals, Policies, Processes, and Outcomes
of Vocational Education

Supplying Policy Information on Advisory Councils on
Vocational Education

\\

Citizen Participation in Vocational Education Programs

Advise for Action: Vocational Education Adwiéory
Committee Handbook -

I

Effective AdV1sory Committees for Vocat10nal Education
in Ohio /

Guidelines for Local Advisory Councils on Vocational
Technical Education
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1983

1978
n/a

n/a
n/a "
n/a
1981
1981
1977
n/a
n/a
1978
1981
/a
n/a
n/a

1983
1978
1978

n/a

n/a

n/a

1983

i
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CREGON

PENNSYLVANTA

SOUTH CAROLINA
~ SOUTH DAKOTA
TENNESSEE

TEXAS

VIRGINIA
WASHINGTON
WEST VIRGINIA

WISCONSIN

WYOMING

GUAM

PUERTO RICO

Helpiné:Shape Tomorrow's Work Force

How to ... Approach ... Develop ... Vitalize ... Improve
see Structure .,, Establish ... Loecal Advisory Councils
on Vocational Education

Supporting Economic Development:

. A Guide for Vocational
Education '

How Your Advisory Committee Can Work for You
Guidelines for Local Advisory Councils
Involving Tennessee Citizens in Vocational Education

Organization and Effective Use of Advisory Committees
Effective Use of Vocational Advisory Committees:
A Handbook for Technical/Vocational Education
VEH Handbook [Vocational Education for the Handicapped]
Utilization of Local Vocational Education Advisory
Committees :

A Guide for Local Advisory Councils for Vocational
Education

Advise for Action -~ A Pocket Guide on Advisory Committees
Orientation Exercises for Advisory Committee Members

~ Handbook for Local Advisory Councils for

Vocational Education

Handbook on Occupational Program Advisory Committees
Occupational Program Advisory Committee
Curriculum Ad Hoc Advisory Committee
Community Advisory Committee
Vew Program Development Ad Hoc Advisory Committes
Joint Apprenticeship Program Advisory Committee
Developmental Program Advisory Committee
Advisory Committee Membership Roster 1983-84
Wisconsin Occupational Program Advisory Handbook

How to ... Approach ... Develop ... Vitalize ...
Improve ,,. Structure .., Establish .., Local
Advisory Councils on Vocational Edusation

Craft Committee Handbook for Occupétional Programs

Puerto Rioo Advisory Council on Vocational and Technical
Education Guidelines '

1384

1982
1983

1982

- n/a

n/a

1978
n/a

1978
1983

n/a

n/a.

n/a

1981

1983

n/a

n/a

n/a

¢

* n/a means that no publication date was included in the materials.
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APPENDIX D:

ADDRESSES FOR STATE DIRECTORS

AND STATE ADVISORY COUNCILS

INTRODUCTION

hThere follows a list of addresses for each State Department of Education

an@ each State Advisory Council For Vocational Education. Use the information

to secure materials and technical assistance from the appropriate sources.

STATE DEPARTMENTS OF EDUCATION

Alabama Department of Education
887 State Office Building
Montgomery, AL 36130

\

Alaska Departmeat of Education
Gold Belt Place

801 West 10th Street

Pouch F

Juneau, AK 99811

Arizona Depuartment of Education
1535 West Jefferson Street
Phoenix, AZ 85007

Arkansas Department of Education
Education Building West

State Capitol Grounds

Little Rock, AR 72201

California Department of Education
4th Floor

721 Capitol Mall

Sacramento, CA 95814

Colorado Department of Education
- Room 214

Centennial Building

1313 Sherman Street

Denver, CO 80203

Connecticut Department of Education

P.0. Box 2219
Hartford, CT 06145

Delaware Department of Public
Instruction

The Townsend Building

P.0. Box 1402

Dover, DE 19903

Distriet of Columbia

Career Development Programs
Room 904
415 12th Street, N.W.
Washington, DC 20004

Florida Department of Education
Knott Building
Tallahassee, FL 32301

Georgia Department of Education
Office of Vocational Education
17th Floor “

1776 Twin Towers East

Atlanta, GA 30334

Guam Community College
Box 23069
Main Postal Facility

University of Hawaii
Administrative Office
2327 Dole Street
Honolulu, HI 96822

Idaho Department of Education
Len B. Jordan Building

650 West State Street

Boise, ID 83720




Illinoias State Board of Education
Mail Code: E-439

100 North First Street
Springfield, IL. 62777

Indiana Board of Vooational and
Technical Education

401 Illinois Building

17 Weat Market Straet

Indianapolis, IN 46204

Iowa Department of
Grimes State Office
Des Moines, IO 5031

blic Instruction
lding

Kansas State Dopartmént of Education
Kansas State Education Building

120 East 10th Street - '

Topeka, KS 66612

Kentucky Department. of Education
Room 2011

Capital Plaza Tower

Prankfort, KY 40601

Louisiana Department of Education
P.0. Box 44064
Baton Rouge, LA 70804

Maine State Department of Educational

and Cultural Services
State House, Station 23
Augusta, ME 04333

Mariana Is.. ids Department of
Education

Headquarters

Saipan, Mariana lslands 96950

- Maryland State Department of
Bducation

200 West Baltimore Street

Baltimore, MD 21201

Massachusetts Department of Education
1385 Hancock Street
Quinecy, MA 02169

Michigan Vocational=-Technical
BEducation Service

P.0. Box 30009

Lsuaing, MI 48909

‘Minnesota Board for Vocational
Bducation

Capitol Square Building, 7th Floor

500 Cedar Street

St. Paul, M¥ 55101

Mississippi Department of Education
P.0. Box 771
Jackson, MS 39205

Missouri Department of

Elementary and Secondary Education
P.0. Box 480
Jofferson City, MO 65102

Montana Department of Vocational
Education .

State Capitol U

Helena, MT 59620 \\

Nebraska Department of Edoootion

“P.0. Box 94987

Lincoln, RE 68509

Nevada Department of Education
Capitol Complex

Carson City, NV 89710 X
New Hanpahife Department of Education
105 Loudon Road

.Concord, NH 03301 .

New Jersey Department of Education
225 West State Street, CN 500
Trenton, NJ 08625-0500

New Mexico Department of Education
300 Don Gaspar Street

Santa Fe, NM 87503

Few York State Educafion Department

oom 1624
09 Washington Avenue
Albany, NY 12234

North Carolina Department of
Public Instruction

Room 535

Education Building

Raleigh, N{ 27611

~N
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~ North Dakota Board of Vocational
_Education ‘

State Capitol Building, 15th Floor
Bismarck, ND 58505

Ohio Departmenx\of Public Instruction

Room 808

Ohio Departments Building
65 South Front Street
Columbus, OH 43215

Oklahoma Department of Education
1500 West 7th Avenue
Stillwater, OK' 74074

Oregon Department of Education
700 Pringle Parkway
Salem, OR 97310

Pennsylvania Department of Education
Box 911

333 Market Street .

Harrisburg, PA 17108

Puerto Rico Department of Education
P.0. Box 759
Hato Rey, PR 00919

Rhode Island Department of Education
22 Hayes Street
Providence, RI 02908

Samoa Department of Education
Govermment of American Samoa
P.0. Box %24

Pago Pago, Samoa 96799

South Caro?! as Department of
Educatiou .
Room 908 \

Rutledge Building
Columbia, SC 29201

South Dakota Division of
-~ Vocational Education
Richard F., Kneip Building
Pierre, SD 57501

Tennessee Department of Education
Room 200

Cordell Hull Building

Nashville, TN 37219

Texas Education Agency
201 East llth Street
Austin, TX- 78701

Utah Department for, Public
Instruction
250 East 500 South Street

Salt Lake City, UT 84111

Vermont Department of Education
State O0ffice Building
Montpelier, VI 0%602

Virgin Iaslands Department of
Education

P.0. Box 8640

Charlotte Amalie, VI 00801

Virginia§bapartﬁent of Education
P.0. Box 6Q
Richmond, VA 23216

‘Commission for Vocational Fducation

Building 17
Airdustrial Park MS LS-10
Olympia, WA 98504

Bureau of Vocational, Technical and
Adult Education
State 0ffice Bulding 6-B221

~Capitol Complex

Charleston, WV 25305

Wisconsin Board of Vocational,
Technical &
Adult Education
P.0. Box 7874
Madison, WI 53707

Wyoming Department of Zducation
Hathaway Building
Cheyenne, WY 82002
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STATE ADVISORY COUNCILS FOR VOCATIONAL EDUCATTON

Alabama Advisory Council on
Vocational Education

P.0. Box 27 '

Auburn, AL 36830

Alaska State Advisory Council on
Vocational and Career Educafion

Room 2 '

205 North Franklin Street

Juneau, AK 99801 '

Arizona Advisory Council for
Vocational-Technical Education~

Suite 2 ' '

4725 North 19th Avenue

Phoenix, AZ 85015

Arkansas Advisory Council for
Vocational-Tachnical Education

511 Continental Building

Little Rock, AR 72201

California Advisory Council on
Vocational Education

1900 S Street

Sacramento, CA 95814

Colorado State Ad&isory Couneil for

Vocational Education
Room C-0954
3645 West 112th Street
Westminster, CO 80030

Connecticut Advisory Council
61 Woodland Street
Hartford, CT 06105

Delaware State Advisory Council on
Career and Vocational Education

P.0. Box 1401

Dover, DE 19901

District of Columbia Advisory
Counc¢il on

Vocational Education
2nd Floor
Jeffarson Jr., High School
801 7th Street, S.W.
Washington, DC 20024

D=4

Florida State Advisory Council on
Vocational and Technical Education

W.V. Knott Building

Tallahassee, FL 32301 .

Georgia Advisory Council for
Vocational Sducation

18 Executive Park Drive, N.E.

Atlanta, GA 30329

Guam Advisory Council on'
Vocational Education v
P.0. Box CX Ly

Agana, GU 96910

Hawaii Advisory Council on
Vocational Education
Room 354 '
335 Merchant Street
Homolulu, HI 96811

Iddho Advisory Council on
Vocational Education
Suite 1 ¢
409 West. Jefferson

Boise, ID 83702

Illinois Advisory Council for Adult,
Vocational and Technical Education

100 Alzina Building

100 North PFirst Street

Springfield, IL 62702

Indiana Advisory Council on
Vocational Education

524 Illinois Building

17 West Market Street

Indianapolis, IN 46204

Towa Vocational Education
Advisory Council

Room 305

1209 East Court

Des Moines, IO 50319

Kansas Advisory Council for
Vocational Education

120 Baat 10th Street

Topeka, KS 66612
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Kentucky Advisory Council for
Vocational Education

Depot Place

119 West Broadway _

Frankfort, KY 40601

Louisiana Advisory Council on
Vocational Education

201 Lafayette Street ,

Baton Rouge, LA 70802 »

Maine Advisory Council on
Vocational Education

Box 17

One Memorial Circle

Augusta, ME 04330

Maryland Advisory Council on
Vocational-Technical Education

Jeffrey Building, Third Floor

16 Francis Street

Annapolis, MD 21401

Massachusetts Advisory Counéil on
Vocational-Technical Education

Room 353

294 Washington Street

Boston, MA 02108

‘Michigan Advisory Council for

Vocsiional Education
715 West Willow Streat

Lanaing, MI 48913

M;nnesota State Advisory Council for

Vocational Education
700 Wayzata Boulevard
Warren Building
Minneapolis, MN 55403

Mississippi Advisory Council on
Vocational Education

P.0. Box 771

Jackson, MS 39205

Missouri Advisory Council on
Vocationr . Education

P.0. Box 545

Jefferson City, MO 65102

/
&
Montana Advisory Council on .
Vocational Education
1228 1lth Avenue
Helena, MT 59620

Nebraska Advisory Council for
Vocational Education

East 5%2 Nebraska Hall

University of Nebraska - Lincoln

Lincoln, NE. 68588

Nevada State Advisory Council for
Vocational-Technical Education

300 Hot Springs Road, #19

Carson City, NV 89701

New Hampshire Advisory Council on
Vocational Education

163 Loudon Road

" Concord, NH 03301 -

New Jersey Advisory Council on
Vocational Education

Suite 105B "

6 Quakerbridge Plaza

Trenton, NJ 08619

New Mexico Advisory Council on
Vocational-Technical Education

Suite 810

600 Second Streect, N. W.

Albuquerque, KM 87102

- New York State: Kévieory Council on-

Vocational Education
89 Washington Avenue
Albany, NY 12234

North Carolina State Adv:sory

Council on .
Vocational Education

530 Wilmington Street

Watson House

Raleigh, KO 27604

North Dakota Advisory Council for
Vocational Education

State University Station

Box 5405

Fargo, ND 58105
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Ohio Advisory Council for
Vocational Education

Suite 105

750 Brooksedge Boulsvard

Westarville, OH 43081

Oklahoma Advisory Council on
Vocational Education

Suite 201 '

. 4010 North Lincoln

Oklahoma City, OK 73105

Oregon Advisory Council on
Vocational Education -

715 Summer Street, ' N.E.:

Salem, OR 97310 ‘

Pennsylvania Advisory Council on
Vocational Education

Suite 410 City Towers

301 Chestaut Street

Harrisburg, PA 17101

Puerto Rico Advisory Couneil on
Vocational and Technical Education

P.0. Box 759

Hato Rey, PR 00919

Rhode Island Advisory Council on
Vocational Education

Regency West

Two Jackaon Walkway

Providence, RI 02903

South Carolina Advisory Council on

Vocatipnal and Technical Education

Suite 420
2221 Devine Street
Columbia, SC 29205

South Dakota Advisory Council on
Vocational Education

3905 South Western Avenue

Sioux Falls, SD 57105

Tennessee Advisory Council on
Vocational Education

Room 206

Cordell Hull Building

Nashville, TN 37219

' Vermont Advisory Council for

D-6

Wisconsin Adviéory Council on

Taxas Advigory Council for
Technical-Vocational Educaticu

P.0O. Box 1886

Austin, TX 78767

Utah Advisory Council for
Vocational Education
624 East Wilmington Avenue
Salt Lake City, UT 84106 _

Vocational=Technical Education
P.0. Box 1088 '
Montpelier, VT (05602

Virginia Advisory Council on
Vocational Education

9.5. Box U

Blacksburg, VA 24060

Washington Advisory Council on
Vocational Education

Room 207 .

120 East Union

Mail Stop EK-21

Olympia, WA 98504

West Virginia Advisory Council on
Vocational Education

Sui te 30% ‘

812 Quarrier Street

Charleston, WV 25301

Vocational Education
105 1/2 West Main Street
Madison, WI 5%703

Wyoming Advisory Council on
Vocational Education

410 Grand Avenue

Room 311

Banner Building

Laramie, WY 82070
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APPENDIX R: -\ )
INSTRUCTIONS ON HOW TO USE TQOLS
' FOR MANAGING GROUP ACTIVITY

INTRODUCTION

A detailed explanation of each of the s3ix tools for managing group activity
is included in this section. Each procedure is described, its strengths and
limitations pointed out, And its resource requirements noted. Also included
are step-by-5tep instructions for using the techniques and suggestions about
where to find additional information about the techniques.

The proced..res are presented in the following order:

Technique Page
.' Nominal Group E=2
. Delphi » E-11
. Decision Matrix _ B=21
. Charrette ) E-29
. Brainstorming E=-34
. Community Impressions E=~39

-1 120




NOMINAL GROUP TECHNIQUE

WHAT IS THE NOMINAL GROUP TECHNIQUE?

The Nominal Group Technique, developed by Andre Delbecq and his colleagues, .
is particularly appropriate for VIP ‘Advisory Committees to use when solving
problems, generating ideas, and setting priorities. The Nominal Group Tech-
nique (NGT) ensures equal participation of all perscns involved in the pldahning
process; dialogue cannot be dominated by a few assertive or particularly knowl-
adgeable (or biased) individuals, !

The NGT is a structured éroup meéting in-which'participants are eancouraged -
first to gemerata their own ideas or solutions to ﬁroblems, without preasure
toward conser us from other participants. Then, through a process of alternate
discussion an: anonymous voting, a rank-ordersd list of problems or solutions

is obtained. All steps of the tschnique can be completed at a regular
Committee meeting. “m”“\\\\u

“

The technique can be usedito achieve the: following goals: ¢

(

. identify various elements of an issue ariproblem;‘

A

. identify elements”of a ‘solution; R
. esatablisl a priority listing of these elements; and -

. determine the relative importance of various issues or problems,.

\
\

NGT is particularly helpful when judgments of many individuals must be combined
and a group decision made. IS also is very useful when a ranking of options

is desired,

WHAT ARE THE STRENGTHS AND LIMITATIONS OF THE NOMINAL GROUP TECHNIQUE?

&

Advantages of the Nominal Group Technique are as follows:

. It allows for equal participation of all participants and inhibits any
gpecific individual from dominating the group;




A,

. I1tv encourages group members to generate ideas and elicits feelings of
responsibility for the group's success;

. It allow members to ‘share pe:soﬂhl concerns and to suggest potentially
unpopular\jdeas while avoidinz "hidden agundas” of inderacting group

’ ‘members;
Y

. The discussion period foilowing‘the "round-robin" guarantees that views
are clarified and ideas are sharpened;

. It produces more creative and acceptable solutions than other types of

interacting groups (Dunnette, Campbell and Jarstad, 1963); and - } L

. ) 2 )

. When group members are varied in status, roles, views or opinions, NGT //
procedures reduce ‘the amount of conflict and tension sometimes found in /
— groups with varied backgrounds. ' o -/

Although the Nominal Group Technique has many advantages, there are aspects
‘of the process that may limit its use under certain circumstances. First, the )
structured format demands a ‘single-topic meeting since it is difficult to \
change topics in the middle of discussion. If, after some discussion, it
becomes apparent that more than one problem or goal needs attention, thén
either the NGT should not be employed or it will need to be used more than . L

once., Try to éliminate this problem in the initial selection and phrasing of ~
the queations and objectives for the meeting. '

A second potential limitation is a lack of precision. The ideas offered
during the first round -of the NGT may not be defined precisely and therefore
may appear to overlap when in faét their sponsors had in mind different ASpectg
of the issue. . Likewise, similar ideas are not always combined before the
ranking process, This results in repetition‘in the final list.

WHAT RESOURCES AND MATERIALS ARE REQUIRED TO USE THE NOMINAL GROUP TECHNIQUE?

' The physical requirements for holding an VGT meeting are minimal. Tach
participant needs paper, a pen or pencil, anﬂ'sevq;al 3" x 5" note cards for
recording ideas or voting. The person leading or directing the'group needs a
flip chart on which to record ideas or votes, The leader also needs a felt-tip

pen and 2 roll of masking tape for recording and displaying responses,

:E"'3
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HOW DO YOU CONDUCT A NOMINAL GROUP TECHNIQUE SESSION?

The Nominal Group Tachnique follows a prescribed sequence of problem—-sclving
steps. It is designed for a small group of seven to twelve members whose goal *
is to generate a variety of quality ideas about a topic. Therefore, you must

‘divide larger groups into smaller groups of this size,

Prior to scheduling the nominal group meeting, the leader must clarify the
objectives of the meeting and must write the question(s) to which participants
will respond; Romember, questions should encourage individual expression on

the issue.

As.the leader, you must prepare an opening statement to begin the meeting.
The statement must convey a seunse of the importance of the task, clarify each -
member’'s role in the meeting, and identify the mission of the group. As part
of this activity, you must pose and explain the issues to be addressed, ques-
tions to be answered, or problems to be solved. The explanation should inélude
necessary background information. Entertain no questions from participants at
this time; your explanation should be sufficiently clear and such questions
might inhibit initial responses from participants, After explaining the mia-
sion and question, initiate the group activity according to the-following -

schedule,

Activity 1: Silently Generate Ideas in Writing.

After presenting background information and reading the nominal question

aloud to the group, do the following:

. Instruct th. group members to write their ideas in brief phrases or
statements on the provided worksheets;

. Ask the group to work silently and independently;
. Write down your own ideas silentiy and independently at this time;

Answer clarifying questions but avoid making statements that might
focus the group’'s attention unduly on a particular idea or area; and -

. Allow five tc ten minutes to generate ideas.
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Your performance as leader can be made more effective by:

. Presenting the question in writing and displaying it in full ‘view of
pariicipants;

3

. Resisting clarifying non-related questions that might direct or impede
the group; :

. Serving as a model of good group behavior by writing in silence; and -

. Discouraging individuals from disrupting the silent independent activity.

> Activity 2: Record Ideas through Round-Robin.

After participants have completed. the silent generation of ideas, record | C

1
all ideas on a flip chart visible to the entire group, using the following o
procedure: - . g L

. Go around the table asking for one idea from one member at a time;

. Write each idea on the flip chart as it is uggested; proceed to ask

for another idea from each group menber in'turn until all ideas are
listed on the chart; and -

. Simply record ideas; 'do not allow partizipants t» discuss or defend
their ideas, Time will be provided le to discuss and clarify
" generated items, :

This aciivity provides for equal participation among group members in the
presentation of ideas, focuses thinking on the problem, helps to separate ideas
from personalities, and provides a written redord of the group's thinking. The

written list is an important early group reward,

As the leader, you must describe the procedures for this step clearly; ) '{
solicit ideas from the group members in'brief words or'phrases in a round-robin
fashion; communicate to the group that variations on a theme are diesirable; '
and record on the flip chart the suggested ideas as quickly as possible. Dis- . ‘
courage any type of disfuptive behavior that may occur during this sfep. An
example of disruptive behavior would be an individual trying to discuss ideas
rather than simply listing thém: other disruptive behavior might include

arguing as ideas are presented, asking the leader to rule on duplications or
engaging in side conversations.




Remember, the goal of this step is a rapid, accurate list of ideas in
brief words or phrases, recorded in writing on a flip chart in front of the

enfire group.

Activity 3: Clarify Listad Items Through Serial Discussion,

Serial discussion means addressing in order each idea listed on the flip
chart and allowing a short period of time for the discusssion of each idea,
Point .to item #1, read it aloud, and ask the group if theré are any questions,
clarifications or statements of agreement and/or disagreement that members
would like to make about that item. Allow a brief period of time for discus-
sion of each item before moving to tge next listed item, Remember, the major
objective of the discussion is to clarify the meaning, logic and importance of
each item, not to win arguments. |

Allow no lobbying, aggressive interaction or disruptive argumentation
during this step. If there are differences of opinion on a particular item,
both points of view must be aired befors shifting group attention.to the next
item. Further, do not aliow the discussion to focus unduly on any particulér
idea or to degeneraté\igfo argument.. Make sure that each person has an oppbr—

tunity to comment on every iteu.

Individual members should ﬁog bs required to clarify their own items.
Instruct group members not to aakxindividuals to explain or Justify their
ideas. Although most individuals will volunteer to clarify their own itenms,
establish the rule that clarification\fa a group task and not necessarily the
responsibility of the person who suggesté&\the iten, v

. \\ \\ .
Activity 4: Conduct Pr liminary Voting on th;\Rriority Strategies.
AN

' AN
The next task is to determine the relative impofkgnce of each item through

a combination of individual judgments. In order to maﬁa\%his deternination and
to increase judgmental accuracy, have group members make.lnﬁividual judgments —
and express these judgments mathematically. Distribute or Ehk} attention to

the 3" x 5" index cards that each member has been given, Ask group members

to salect the five mosat impprtant items from the entire list ot‘éb{gtions or

g-6 [R5
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\\"
strategies on the flip chart. Instruct participanis to wzite out each of the

five items on a separate 3" x 5" card and to include the item number and

statement on the card.

After all group members have selected five solutions and written each on a
séparete card, ask them to choose the card on which the item they consider to
be most important is written. Instruct members to write the number "5" in the
lower right corner of the card and underline that number three times, Turn
this card over. Next, iastruct participants to look at the remaining four
cards and select the card on which the least important item is written; write
the number "1" in the lower right cormer, underline that number three times and
turn the card over, Have each gioup member choose the most important item
listed on his/her remaining three cards. Rank this item as "4", underline the
number three times and turn the card over. Then, select the least important

item of the remaining two cards, rank this item "2" and underline it. 'Tnstruct
the group to write "3" on the last card and underline the number. Figure E,.1,
"Index Card Indicating Voting Process”, illustrates a sample index card.

Pigure E.1l: .
INDEX CARD INDICATING VOTING PROCESS
/

'Numbefmffom-ofigiﬁaiwgroup
flip chart list '

!

\

3) The vocational program lacks
modern diagnostic equipment

i

Number /
indicating
ranking or vote

Have members reexamine their rankings before passing the cards forward.
‘Collect and shuffle the cards to preserve anonymity and to ensure that no

individual's voting pattern can be identified.




' Next, make a balance sheet on the flip chart by numbering the left side of

the sheet in accordance with the number of items from the round-robin listing.

Ask one member of the group tc read each item number and the rank number
from the collected stack of voting cards, With one group member reading and
the leader recording, tally the vote as shown in Figure E.2, "Sample Tally
Sheet for Recording Ranikings and Calculating Priority Items."

Pigure E,.2:
SAMPLE TALLY SHEET

Times Sum of No.-of Ranks

> Item Number® Rank Ranked Ranks x Sum of Ranks Priority )
1 35242,2,1 5 10 50 6
-2 4,5,5,5, 4 19 76 1
3 515,5,3 4 18 72 2
4 2,1,3,4,2 5 12 60 4
5 5,4,4,5 4 16 64 3
6 4,4,3,4 4 15 60 4
7 3,1,1,2 4 7 28 7

* Lis%t as many items as necessary,
At this point, the Nominal Group Technique process can be concluded.

Actitivities 5 and 6: Discuss Preliminary Vote and Take a Final Vote.

'When you want to increase accuracy or combine the output of several small
groups, ugse two additional activities: - (1) discuss the preliminary vote and
(2) revote. In situations where you are working with only one group, discuss
the preliminary vote (Activity 5) and take a final vots (Activity 6) in a
wanner similar to Activities 3 and 4 described earlier, '

Look for inconsistent voting ﬁatterns and discuss items that are perceived
as receiving too Many or too few votes, In Activity 5, define the discussion
task as clarification rather than social pressure to change members' minds,
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The goal of clarification also ensures that the discussion remains brief so as
not to distort perceptions of items which are not discussed. Please follow
the discussion procedures of Activity 3.

In Activity 6, Final Voting, the final vote determines the vutcome of the
meeting, provides a sense of closure and accomplishment, and Aocuments the
group's judgment. Voting follows the procedures followed in Activity 4.

Also use activities 5 and 6 when the Advisory Committee has been split into
several amall groups in order to conducf the Nominal G;oup Process. For exam-
ple, if the meeting includes 22 people, divided into two groums of 11, then at
the end of Activity 4 there would be two sets of items that need to be combined
into a single set. ‘Integration of the lists can be accomplished through proce-
dures identified in Activities 5 and 6. After concluding lctivity 4, assemble
participants of fho different groups and write a single list of items. Then
proceed with serial discussion of each item for clarification. While cone-
ducting this serial discussion, eliminate or combine duplicate items. Discuss
each item sufficiently to encompass all points of view; however, tfy to keep
the aqpunt of time devoted to each item roughly the same.

After the group has clarified the items, instruct the ﬁombership to vote

‘on the entire list following the procedure outlined in Activity 4. As

described above, this procedure calls for each group member to select the five
most important strategies from the list of items, to write each of those stra-
tegies on a single 3" x 5" card, and to rank each of the items by importance
with the most important item receiving a rank of "5" and the Lleast important
item receiving a rank of "1." Collect and tally the votes as explained. The

items with the highest overall scores are the most important items.

At the end of Activity 4 or Activity 6, the Nominal Group Technique process
will be completed, At this point the most important issues, strategies or
solutions will have been identified and there.will be consensus among involved
personnel about the‘solutions. Note that implementation of the NGT takes at
least two to three hours, Because the activities of the process are struc-

tured, a break for participants is possibie., After completing the session,
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Journal, 1974, 17:605-621.

you as the leader should summarize the procedures and results in a written

report and distribute it to all participants.
WHERE CAN YOU PFIND ADDITIONAL INFORMATION ABOUT THE NOMINAL GROUP TECHNIQUE?

For mofo information about the Nominal Group Technique, refer to the : ;

following materialas: \“/

Delbecq, A.H,, A.H. Van de Ven, and D.H. Gustafson, uroup Techaniques For
Program Planning: A Guide To Nominal Group And Delphi Processes. Glenview,
I1linois: Scott, Foresman and Company, 1933

Peiss, C. "The Nominal Group Process: Its Uses In Comprehensive Health
Planning.” Unpublished paper, 1977. '

Rice, BE., J. Hughes, B, Lowman, R. Etheridge, B, Laslett ani R, Mace,
Access to Vocational Education. Washington, DC 1980,

Sdudre, W.E. "BEffectiveness of Nominal and Interacting Gro-  dscusaion
Processes for Integrating R&D and Marketing.” Management Servi - 1977,
23(6) 1595-605. '

Van de Ven, A H., and A.J, Delbecq. "The Effectiveness of Nominal, Delphi
and Interacting Group Decision-making Processes.” Academy of Management

Vroman, H.W. “An Application of the NGT in Education System Analysis.
,Bductional Technology, 1975, 15(6):51-53. -

Vroom, V.H., L. De Grant and T.S. Cotton. "Consequences of Social Interac-
tion is Group Problem Solving.” Organizational Behavior and Human Performance,
1969 ’ 4' :77"95 .
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DELPHI TECHNIQUE

WHAT IS THE DELPHI TECHNIQUE?

Developed by Helmer éhd Daley at the Rand Corporation in the late 1940's,
the Delphi Techni:SE\ean be used by VIP Advisory Committees to identify needs
and goals, to generate strategies, and to determine priorities., The Delphi
Technique is a series of carefully deﬁignad questionnaires that is distributed
to a group of persons who have special knowledge and/or interest in a “topic.
The group never actually meets, but the results of each questionnaire are
reported to all participants before they answer the subsequent questionnaires,
Each set of questions is based on responses from the previous questionnaire,
The final questionnaire in the series usually requires voting or rank orderlng
so that a conclusion or consensus of the participants is reached.

Among the poaaible éroup planning and decision-making téaks for which -
Delphi has been used are the following objectives:

. \identify and rank needs; ‘

. develop progrgm”iit;rnatives;

. ecollect expert opiniona,

;. explore the basia of opiniona*u

. 8hare opinions on a topic; and -

. 1identify other informati .n which aids the group in reaching consensus
(Delbecq, 1975).

The method most often is used to collect the opinions of respondents who would
be difficult and expensive to assemble for a group meeting. However, it is
appropriate for any group with knowledge about the problem under consideration,

WHAT ARE THE STRENGTHS AND LIMITATIONS OF THE DELPHI TECHNIQUE?

The D .~ Technique has the following advantages:

o 1t is relatively easy to use;

. It can be used to addreas many types of issues;
E-11
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. It tranacends geography; participants 4o not have to meet to use the
process;

. It involves participants of many different backgrounds and skills;
. It is relatively sasy to learn to use;

. It assures anonymity of participants, thus encouraging free exchange of
ideas and eliminating uncomfortable or conforming behavior; .

. At no time is a group member required to defend his or her position,
ensuring that differing opinions will be welcomed without threat and
uged in working toward a common goal; and -

« All participants are treated equally; it preVents domination of the
group by its more vocal members.

The limitations of the technique are as follows:

.  The Delphi Technique cannot bYe used when time is limited; the complete
procedure will take a minimum of 45 days (Delbecq et al., 1975)., Since
the process requires ongoing analysis and feedback until its completion,
staff time also is required.

. Postage and follow-up phone calls to participants (if necessary) may
make this technique moderately costly as well as time-ccnsuming.

« The effectiveness of the Delphi Technique is a direct function of par-
ticipants’ willingnoas to stay involved with the project. You must work
to avoid “"drop-outs.” Drop-out rates, if high, will affect results in

-ways. that cannot. be- noasurod -after the fact. - .- . .-

WHAT RESOURCES AND MATERIALS ARE REQUIRED TO USE DELPHI?

The physical requirements for the Delphi Technijue are minimal., Personnel
time to compose the questionnaires is the greatest cost. Postage and reproduc-
tion coats are secondary. If mailed questionnaires are followed up with tele=
p.one calls, additional expenses ars incurred.

The coat of using the Delphi procedures depends on two factors: (1)
whether someone writes, administers, and summarizes the questionnaires along
with his/her regular job responsibilities, and (2) the distances separating
group members. Extra personnel costs, as well as the cost of postage, make
the method more expensive., Van de Ven (1974) reported the real costs of a
Delphi which appears in Pigure E.3., Note the date of the information and
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estimate the inflation rate over the last few years tc obtain a rough idea of

what a Delphi procedure would cost today.

. Figure E.3:
ADMINISTRATIVE TIME, COST, AND EFFORT IN
- CONDUCTING THE DELPHI PROCESS

|
]
i

Follow-up Remundas
# of Foliow-up Resundes

Mads

i Man Hois

(52 §0 pes houwr)

"] mlﬂm
10 Parsicipais
Advueusiatve Tsme
Admiretusuve Salny

Cost of Supphes. Equpmens.

| Stwmps & Miscenaneous hems

|

Tatal Coss

mn
"8
Ssmbuben 19 140
] 20 00 1400 & 6400
yam Polloweyp W1 (Maied) 42 98 O ) 1260 900 3.0
nm Pellow-yp p2 (Maied) 22 74 1 r{] 028 74 1308
yn follow-ug o 3 (Moilng) 12 # 1 b1 880 810 1100
mumn Fellov-up w 4  (Madied) 7 [ ¥ 3 1 00 §.20 10.20
mnwn Follpweug # 8 (Phone) 11 N 3 ] 2% 2.9
nwn fonovwup ¢ § (Phene) s 2 /s ] 1378 uan
o fotlov-up # 7 (Phome) 10 ) 3 2 $00 5.00
yiun Potioweup 8 (Phone) 3 4 2 1 1% 290
viun Follow-up # 9 (Phane) 3 1 0 ) "w »
yavn Follow-up # 10 (Phane) O 1 i " ‘"
120 388 20 4878 12428 423 1M
Dot Quasssnniwey # 2 I
V29=311/11 Preperenen of Pend-deck
1/71  Paparenen of Pess-
_ au Regers & Ouss-
Youawe 2 & .
Olaninmen - ! X 6780 1400 S OIW
awmiam Pollow-wp #1 (Muieg) 46 ¥4 ) 4 1000 940 19.40
aIiem Polloweug # 2 (Muled) 14 0 1 i (%] 8.00 1478
fotiowup ¥ 3 (Muieg) 11 " 1 | 70 0 1440
Fotlow-up # & (Masied) 9 0 1 3 790 900 13.80
SN2/ Pewewsup wd (Phene) YO &9 9 12 30.00 20.00
yrm fonovw-un # § (Phene) ¢« 2 ] b 17.90 178
vy Poliow.up # 7 (Phore) 7 18 4 4 10.00 10.00
win Fellowup ® § (Phone) 3 7 ¢ 2 $.00 .00
vun follow-up ¥ § (Prone) 4 4 2 1 ~280 . 1%
., 108 0. W Mt 10028 44X 20.9%
Towi Twe-Aound Dot 24 80 M 124 29080 30 34.90

From:
Voen de Ven, Andrew. Croup Decnion Making and

Unwersty, Kent, Olive, 1974,

‘

/

HOW DO YOU CONDUCT A DELPHI PROCESS?

tHectvanass, An Experimental Study. The
Comparstve Ruseavch insintute of the Comer for Businass snd Econemic Rasearch, Kemt State

Using the Delphi procedures means following a logical sequence of steps

which are summarized in Figure E.4, Diagram of a Delphi Procedure. Note that

the nuﬁber of
three or four

are described

questionnaires may depend on the problem addressed. I'sually
The activities boxed in the figure
in more detail in the following discussion.

rounds of questions suffice.
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Activity 1: BEnlist the Assistance of O0fficials and Select the Delphi
Particinants,

Three groups of people must be involved in the Delphi process:
|

. decision-makarﬁ such as superintendents and program coordinators; )

. Advisory Committes members who will guide the process, develop and
coordinate mailing of the questionnaires, and analyze and use the
questionnaire responses; and -

. 8elected reaspondents to the questionnaires,
Respondenf group gize will vary with the probled under consideration. The
larger the group of qualified participants, the more representative will bte

the opinions generated, Consider the cost, amount of paperwork involved, and

anticipated drop-out rates in deciding how many participaats to select.

Use the following guidelines to select qualified group members:

. Select participants willing to commit adequate time to fill out Several
sets of questionnaires,

. Select participants who are skilled in writen expression.
+ Select participants who ars knowledgeable in the areas of concern

and/or who represent critical groups or perspectives,

Contact selected participants by telephone or letter to ask for their
cooperation, Explain the process and outline what is expected of them. Also,
expresa appraciation for their cooperation and involvement. If many refuse,
obtain additional names. )

Activity 2: Develop the First Questionnaire,

Develop the first questionnaire by posing carefully the question under
" tinsideration, Remember, the purpose of this question is to fotus and to stim-
ulate thought about the issue of concern, Consider the wording carefully; it
is critical., Avoid double negatives and intensifier words such as "never,”

"always,” and "only"”; limit use of negative terms altogether,
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In addition, prepare a letter that explains the project, anticipated time-
line, expectations and goals for participants. Mail this letter with or in

advance of the first questionnaire,

Figure E.4:
DIAGRAM OF THE DELPHI PROCEDURE

Stare
N\
7 | . :
Select and Develop '
— Invite Inihal
! Parucipants Questionnaire
| )
|
Adequate™> _YES -
Panei?
\4
Distribute

AN

Questionnaire

| L 1

\

Ffﬁ::rl:p Revise PrFelgglfe :
and Cails Questionnaire Questionnaire

NO

Is This
- Final
Round?

YES

Analvze
Results

v

Prepare
and Distribute
final Repor!

/

Write clear, simple instructions for the first questionnaire, Mail these,

Activity 3: Send Questionnaire #1,

.

together with the questionnaire and a stamped, self-addressed return envelope
to each participant. Try to send the questicnnaire to each participant the
same day the participant agrees to help wfth the project, Indicate a'specific
deadline for receiving responses, usually about two weeks from the date of the
first mailing.,

B-15
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Activity 4: Analyze the gesponses to Questionnaire #1.

List participant responses on cards; if necessary, divide responses into ,
important topic arsas. Repetition is permissible and probable -~ even from the
same raspondent. Make a set‘of cards for each of the decision-make}s and staff
membars who are helping with the Delphi project -- prébably a subcommittee of
the Advisory Committee. B ‘

Assemble the subcommittee in order to begin &drk on the responses., First,
sort the cards, stacking like responses together. <Label the stacks with a word
or phragse identifying the contents.

Next, generate a set of labels by havihg each mémber list his/her labels on
a flip chart. Discuss the list and condense it iato a smaller number. DLvide:
the subcommittee into two=-person teams-and assign each team one or ?wo labels.

 Direct members to develop these labels into complete sentences; these becone

" the content items of the next questionnairse,

Assemble the subcommittee immediately after you receive the responses té
the questionnaire. .They must sort and label responses as quickly as possible,
since speed in analyziﬁg responses and mailing the next questionnaire is cri-
tical for maintaining respondents’' interest.and motivation. The faster the i
second and subsequent questionnaires are dispatchdd, the better.

Activity 5: Develop and Send Questionnaire #2, ‘ ’

The purpose of the sacond questionnaire is to have respondents agree or

disagree with the issues identified in Questionnaire #1 and to allow them to
offer clarifications of items. Ask participants to rank-order these issues by
gelecting the ten most important items and assigning the number "10" to the
most important, "9" to the second most important, and so on, Request that they
return the questionnaire by a particular date, usually within ten wofking da}s.
A copy of a sample qdestiqnnaire for this activity is included in the illustra-
tion, Figure .5, "Sample Questionnairs.”




, Figure E,5: ﬁ
DIAGRAM OF THE DELPHI PROCEDURE

SAMPLE -QUESTIONNAIRE # 2 . Code
‘ R ' | 1 N

Instructions: Please examine each of the followihglitema that were iden~

tified in Questionnaire #1 as imﬁortant problems or priorities of 'vocational
educati&h. ‘Gomment on ,whether you agree or disagree with the importance of
each item. Further, clarify the item in the provided space. Also feel free %o
add items, Finally, please rank-order the ten ‘most important'items as you per-
ceive them at this time. Assign a score of "10" to the most imﬁortant, "9" to
the second most important, and so onge~Rank only the ten most c%itical items.

' Agree Comments or
Rank Items (from Questionnaire #1) Disagree- | Clarification

%

1) New High-Tech Training
Programs are Needed to Meet
_,//// Job Demands In Our Area

/ 2)

* List d4s many as needed

Activity 6: Tally Responses of Questionpaire #2, .

"

As you receive quesationnaires, tally responses in terms of number of
respondents voting for an item, the individual vote values and the total vote.
Also, ;9c6?§ new issues that have been added as well as clarifications of ”
exist{hg ideas tha% respondents will have offered. A sample tally sheet is
depicted in the following illustration; it suggests a simple format for
counting ‘votes., ' |
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"Figure E.6:
SAMPLE TALLY SHEET

Questionnaire #1

Number
of Respondents Vote Total Vote
tem  Voting for item Individuai Votes  Count (# Votes x Vote Couny)
1) 5 10-9-5-9-6 ; 39 195
2 3 10-9-7 26 78
3) 7 2-7-6-7-8-1-8 39 273

Activity 7: Analyze the Results of Questionnaire #2.

Raconvene the subcommittee to review vote tallies and to genérate a summary
of comment. about the itema, Decide whether the respondent group is moving
toward concensus, If consensus is apparent, develop Questionnaire #3, How-
aver, if respondents are dividcd and/or still unclear about the issues, develop
and wail another éxploratory questionnaire, Word the questions on the supple- '
mental questionnaire either in more specific or . ce general terms., Repeat
Activities 5, 6, and 7/;3 many times as necessary to reach ccnsensus,

Ac“:ivify 8: Compose Final Questionnaire,

The purpose of the final questionnaire is to generate consensus gqn the
important issues that remain after several rounds, First send respondents sum-
maries of all gj:ov?;ous’*i&{ihgs 20 they can see how group opinion is shifting.
Then ask respondents to vote one final time on items and offer opportunity for
final comments. Allow two weeks for returning this questionnaire,

Activity 9: Analyze Final Questionnaire.

N

The analysis of the final questions is similar to analyses of the second
and subsequent questionnaires, except that you may prepare this final summa ry

yonrself rather thaz as part of the subcommittee, Expect more agreement among

responses. Focus on the average rank-ordering rather than the pattern of
responses as in prior analyses.
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Activity 10: Prepare a Report of Findings.

Prepare a final summary of the .ankings of the tea or so most important
issues, Include with the summary a commentary on the items as well as the
whole procedure. Also indicate hovw the information will be used, Circulate
the report to those who responded to the questionnaire, to decision-makers,
and to subcommittee and Advisory Committee members who’migﬁt be interested in
the results. : : ;

WHERE CAN YOU FIND ADDITICNAL INFORMATION ABOUT THE DELPHI fﬁCHNIQUE? ‘

‘For more information about the Delphi Technique, refer to the following

materials:

Cone, J.C., Delphi: "Polling for Consensus.” Public Relations Journal,
February 1978, -12-13. ' z -

Cypert, F.P, and W,L, Gant, "The Delﬁhi Technique: A Case Study.” Phi
Delta Kappan, January 1971: 272-273.

Delbecq, A.H., A,H, Van de Ven and D.H. Gustafson. Group Technigues for
Program Planning: A Guide to Nominal Group and Delphi Processes, Glenview,
IL: Scott, Foresman and Company, 1 . ,

Rasp, A, Jr. "A New Tool for Administrators: Delphi and Decision-making.”
North Central Association Quarterly, 1974, 48(3):320-325,

Rice, E., J., Hughes, B, Lowman, R, Etheridge, B. Wislett, and R, Mace,
Access to Vocational Education. Washington, DC, 1980,

1)

Sackman, H. Delphi Critiqge: Txpert Opinion, Forecasting Group Process.
Lexington, MA: Lexington Books, D.C. Herth and Co., 1975,

Sirois, H.A, and E.F, Iwaniki., "Delphi-discrepancy Solution: a ¥odel for
Quality Control of Mandates Programs.” Educational Technology. September
1978; 33-40, _

Terseve, %,J. and V.E. Riggs. "The Delphi Technique: a Long-range
Planning Tool." Business Horizons, 1976, 19(2):51-56,

Van der Ven, A.H., Group Decision Making and Effectiveness, KXent, 0H:
Kent State University School of Business Administration, 1974.

Van der Ven A.H. an A,J, Dolbecq. "The Effectiveness of Yominal Delphi,
and Interacting uroup Decision Making Processes." Academy of Management
Journal, 1974, 17:605-621,




DECISION MATRIX

WHAT IS THE DECISION MATRIX TECHNIQUE?

Decision Matrices bvol;ed from & branch of managomenf science called deci-
sion theory, Turban’and Meredith (1977) define decision theory as "... a
systematic quantitative and normative approach to the study of decision making.
It secks methods for selecting possible alternatives.,” Although determining
the "best" course of action 's judgmental, the Decision Matrix allows this
judgment to be quantified as a means of simplifying the choice among alterna-
tives. It is a device for ordering and displaying small pieces of informaticn
in a form that enables their consequences to be evaluated. After using the
procedure, the Commifteo will have developed a list of criteria for evaluating
alternatives and will have evaluated each alternmative based on these critoriav’.

Generally, the technique is moat appropriate for selecting among, alterna-
tive strategles, for managiqg diverse inputs, for establishing resource alloca-
tion priorities, and for providing justification for decisions to those persons
to whom the Committee is accountable,

WHAT ARE THE STRENGTHS AND LIMITATIONS OF DECISION HATRiCES?

The advantages of the Decision Matrix Approach are the following:

. Aspects »f the decision-making process, alternatives (issues, strats-
gles, decisions) are organized and considered systematically, This
enables committees to order their thinking logically and to use the
technique to select and justify rationale and decisions,

. Using the technique creates an awareness of the compléxity of a situa-
tion while offering a framework for managing the diverse elements of
choice. Since each strategy is broken down into component parts, the
decision process often seems less overwhelming.

. The Decision Matrix Approach can be implemented with equal effectiveness
by groups or individuals. The richer variety of input provided dy a
. group often increases the power of the technique, Further, it helps to
build individual commitment to the choice that the group makes.

The major limitation of the technique is that the decision iéuonly as good
as the information upon which the decision is based, If participants are not
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insightful in identifying the relevant dimensions of a problem, the technique
will not be worthwhile, Moreover, Decision Matrix works best when the numbers
of considered alternatives is amall and when the selection criteria are finite,

Sometimes it is necessary to think about a problem as having a finite set of

feusible alternatives, although it may not be true.

WHAT MATERIALS AND RESOURCES ARE REQUIRED TO CONDUCT A DECISION MATRIX?
! '
If the proce@hre is uéﬁd by an individual, resource expenditures are
minimal., If .. 2 relevant dimensions of the strategies are thought through
before using the proqehure, the process could require as little as one hour.

If a group uses the/ﬁechnique, the process requires about three hours.:

For individual use, no more than paper and pencil are required. Although
a calculator would be helpful, it is not essential, For group use, newsprint,
easel and markers or a blackboard in addition to paper and pencils are yseful.
Groups also should meet in a room where they can work undisturbed for the one-
to three-hour period, Keep the group relatively small since large numbers of

people make mathematical calculations time~consuming and cumbersome.
HOW DO YOU CONDUCT A DECISION MATRIX?

Activity 1l: Define the Problem and State Objectives,

Identify the problem/issue and objectives to be addressed by using the
technique. Write out the objectives so they serve as a guide for Committee
activity. Be clear about what the Committee hopes to achieve so that efforts

¢an be evaluated at the conclusion of the activity.

Activity 2: Review Isgues or Strategies Under Consideration.

Review the information about each alternative issue, problem, or strategy
under consideration. As the Committee considers the information, eliminete
those alternatives that clearly are not feasible., 'Strive to establish & list
of three tc seven alternatives to consider at any given time. It is possidle

to consider more than seven, but as the number increases, so too does the
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difficulty of comparing them. Weigh the advantages of including extra items

against the time required to evaluate them.

Sometimes, when using this technique with a group -- especially if members
do not know each other -- it may be~neces§ary to use a modified group decision-
making technique such as the Nominal Group Procedure or a modified Delphi Pro-
cedure as a means of narrowing the list of alternatives under consideration,

Activity 3: List Criteria.

Once the Committee has decided which altermatives to compare, develop a list
of criteria upon which to judge the altermatives under conaiderétion. The cri-
teria the Committee should consider depend upon whether the alternatives under
consideration are issues/problems or strategiea., For example, if the alterma-
tives under consideration are strategies for dealing with important problems,
then several of the following eight criteria should be of use to the Committee:

. Effectiveness or the technological validity of the strategy ~- will the
alternative work? Has the alternative been tested before? If so, is.
this a situation in which it is likely to work?

- .
. Cost -- Are the alternatives within feasible cost parameters?

‘ : \ _
. Congruence with st&néﬁgﬂs and philosophy == Are the altermatives con-
sistent with legal requirements, policy, and other related decisions?

. Administrative feasibility -- Can the alternative be implemented within
the structure of the program and the institution?

‘. Usefulness ¢over time == Will the alternative be effective over time as
well as immediately? ’

. Secondary benefits -- Will the benefits, especially the by-product or
non-primary effects, be positive?

. Personnel -- Are the personnel that will deal with the alternative
trained to deal with it? Are they capable of dealing with it? Can
they be trained, and at what cost?

. Physical -~ Can the alternative be dealt with within the physical
(building and equipment) structure of the institution?

If the alternatives are pr “lems or issues, then seyeral of the critaria

for the Committee to conaider iaclude the following:
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. Accuracy -~ ls the alternative a precise statement of the problem or
issue? ‘

. Comprehensiveness -- Is the alternative sufficient in scope?

. Importance =~ Is the alternative the. most important aspect of the
people affected, cost, long-term outcomes, and so forth?

« Scope == Ia the gifefnativo understandable as it is written?

As the Committee works through this activity, it may have difficulty keeping
the list of criteria small enough to be manageable., If this happens, combine
several criteria under one heading or under one of the suggested criteria,

Remembef, the Committee must develop/select its own eriteria. AS the
Committee selects and lists criteria, the final list of criteria with the
questions each might look like the strategy alternatives illustrated in

. Pigure E.7, "Sample Criteria,”

Figure E.7:
SAMPLE CRITERIA

TECHNOLOGICAL VALIDIFY
. How effective is the strategy in doing what it was designel to do?

. How effective is the strategy by the standards the school uses %o
evaluate it and similar alternatives?

ADMINISTRATIVE FEX%IBILITY

. How many major changes would be required to implement the strategy? (The
more siart-up costs and resource build-up required, the less feasible.)

. How much coordination and consensus is required? (The more effort
required, the less feasible, )

. How much time is required to implement the strategy? (The more time
required. the less feasible.)

CcosT

How much money for items such as buildings, materials, supplies,
equipment, persounel, removation and transportation does the stratagy
require? (The more money required, the leas feasible.)
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Activity 4: Determine the Relative Inportance of the Criteria,

Rank the criteria in terms of importance from most to least important.
Usually no two criteria ars given the same ranking. After ranking the cri-
teria, assign each criterion a number which expresses itas relative importance,
The Committee may takes the number of criteria and use .these sequentially as
weigits, For example, if there are four criteria, the rankings might range
from 1 to 4 with the most important receiving a "4" and the least important a
“1." If the Commmittee wishaes to ;eigh gome criteria more heavily thar others,
use a different numbering system. For example, after ranking the items, the
Committee may decide that criterion #1 is four times as important as criterion
#2. In this case, weightings would look something like this: :

Criterion # Waights
1 12
2
3 2
4 1

When -a group is involved, each member assigns a rank privately and all weights
OF ranis for each criterion are averaged to arrive at a single weight for each
criterion.'.The weightings for each criterion listed.below have been averaged to
arrive at a single weight for each critarion.

Criterion Smith Brown  Barnett .  Average Weight
1 6 4 2 4.0
2 4 3 1 2.7
3 2 2 3 2.3
4 4 6 5 5.0

Activity 5: Rate the Strategies According to Criteria.

Examine each alternmative on the basis of how well it meets each of the
criteria, This procedure is similar to the procedure used in Activity 4 to
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assign weights. Use Figure E.3, "Sample Decision Matrix,"” as an example for
displaying calculations, | '

One of several rating systems is appropriate. One system that has been

used successfully is that of judging the merit of each altermative on a scale
from =10 to +10, with -10 being the worst possible score and +10 the best,

v Using such a wide range of ratea-increagéa the different final vaiues among
alternative strategies more than does using a 1 to 3 scale,

When the eatire-Advisory Committee is involved in using the Decisiom
Matrix Technique, develop an average rating of each criterion for each
gtrategr. The procedure is the same as that'qsed for calculating afarage
weights. .

/
, - Figure E,8:
/ SAMPLE DECISION MATRIX

GRITERIA
Technological Administrative Effectiveness/ |TOTAL
STRATECY @ Validity @ Feasibility Cost Ratio  [SCORE
N
" /3 8 1
9 8 2 19
. 3.5
»2 6 4 2
18 4 4| 2
2/.75
#3 -3 -2 2.7
-9 -2 5.6| -5.4
Legend:
¥ Ko O = Weight of criterion
# of points
Produe! of
werghts 1
Oo_i O




hActivity 6: Calcvlate Point Values.

" Por each criterion and each altarmative, multiply the rating uy the weight

in the block in the lower right cormer of each cell, For aexample, the number
of points for alternative #3 on the criterion, Jtechnological validity," is
determined "y multiplying the rating of that criterion (-3) by the weight of
the criterion (3), ylelding a product of -9; the point value is displayed in
the lower right cormer of the cell. '

Activity 7: Calculate Total Points for Each Altermative,

Add points contained in the lower right cormer of each cell for each alter=-
native; display totals at the end of each row, Notice that in the sanmple
Daecision Matrix, atrategy #3 has a total of -5.5. This indicates its infaerior
status relative to the other two altermatives,

Activity 8: Compare Alternatives and Set Priorities.

Compare the point tot;la of the alternatives and asdign priorities or ranks
to the alternatives on the basis of the totals, Notice in the sample Decision
Matrix, that alternative #2 has the highest point value with 26 points, thus
giving it first priority. Alternative #1 has the next highest point value with
19 points, giving it second place priority. Alternmative #3 is the least impor-
tant item with a point value of -5.4.

Point

Strategy Rank Value
1 2 19
2 1 26

3 3 “5.4

The problem of selecting among alternmatives may not be resolved completely
by this process -- especially if the iassue to be addressed is to compare stra-

tegies for resolving some problems. In this instance, the outcome will depend
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‘resources to strategy #1 and the re

\

\
upon a comparative analysis of the strategies, and of the feasibility of allo-

cating resources proportionately among two or more alternatives. For example,

suppose. the Committee decides to recommend allocating 75 percent of available

ning 25 ;é;ééht“£o strategy #2.

When the ehtire Advisory Committee is involved in assigning point values,
the total should be divided by the number of individuals in the group, thereby
arriving st an average total point value foX each alternative. The rationale
for using the technique with groups is that_ oup members will arrive more
easily at a decision on a complex issue if there is an anaiytical tool avail=-

able to direct their efforts. Through such a préisss that forces consensus,

-the final decison should be more acceptable to all\ concerned.

WHERE CAN YOU FIND ADDITIONAL INFORMATION ABOUT THE DECISION MATRIX TECHNIQUE?

For more information about the Decision Matrix, refer to the following

materials:

Brauers, W.K.M. Systems, Analysis, Planning, and Decision Models.
Amsterdam, The Netherlands: Elsevier Scientific Publishing Co., 1976.

Jantach, E, Technological Forecasting In Prospective. Parias, Prance:
Organization For Economic Cooperation and Development; 1949,

!

Rice, E,, J. Hughes, B, Lowman; R. Etheridge, B, Laslett, and R. Mace.

Access To Vocational ' .ucation, Washingtonm, DC, 1980,

Spiegel, A.D. and H.H., Hyman, Basic Health Planning Methods. Germantown,
MD: Aspen Systems Corporation, 1976,

Turban, E, and J.R. Meredith, Fundamentals 5f Management Science.
Dallas, Texas: Business Publications, Inc. 1977.

e-2r 146




CWHAT IS THE CHARRETTE TECHNIQUE? . ... .. S

‘open forum format to achieve creative solutions” (Holt, 1974), is a method of

CHARRETTE ‘

"Charrette,” a Prench word for an "intensive group planning effort in an

group planning or decision-making. Useful for VIP Advisory Committee work as

a means of addraasing-many types of problems, the Charrette differs from the
Community Impressions Technique (duescribed in the following section) in two
ways, Pirst, the Charrette requires that all interested groups within the com~
munity be repressented at' the meeting. "Second, the technique'useq a structured
neeting with prescri.ed steps. The Charrette also rélies more heavily on out-
side experts for info -mation and group mansgement than do other techniques. |

Charrette brings together Advisory Committee members, community represen-
tatives, educators, and experts for a limited time to suggest solutions to a "
specific problem. The most effective ingredients for using a Charrette
include: (1) a problem which has not been solved but has been specified, (2)
interested members of the community who will participate, (3) group management
and technical experts who can be involved, and (4) a commitment from the edu-
cation agency to use the plans and recommendations tha Charrette produces. A
planning Charretto logically involves the employers,. :eachers, parsnts, and
studénts who wilI*be affected by the resulting programs, Often the most valu=-
able outcome of the process is the sense of commitment andoéohesiveness that
develops during the planning and resolution process (Sanoff and Barbour, 1974),

WHAT ARE THE STRENGTHS AND LIMITATIONS OF CHARRETTE?.

The major advantages oé\the'Charrette are the following:

. Participants develop positive feelings toward involvement in the activ-
ity and are diaposed to support the program long after the Charrette is
concluded;

. The process permits inpuh ffom more than just the local Advisory
Committee or individuals; .

. Very broad and complex problems can be effectively considered;
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+ More output can be generated with a Charrette than with some other group
planning and decision-making prooedures because the problem is broken
down, with small groups considering unique aspects of the problem; and -

» Flexible time and costs are possible with Charrette.

Charrette has several limitations. Its success hinges ou the sensitivity
and skill of the Charrette nanager, Usually a trained manager must be hired q
end thers is no guarantee that a particular human relations expert will be able
toc meet the needs of a particular group, despite paét successes. A second
Potentlal limitation can occur when an Advisory Committee fails to develop suf-
ticiently clear goals or fails to relate the solutions suggested in the initial
Charratte meeting to those goals; if this occurs, small groups will waste time
identifying issues and produce relatively.little useful information., A third
caution about Charrettes is that rulatively little research has been done on
its effectiveness, Architects who have employed the method advocate its use
in building design, but little or no systematic research has been reported on
the Charrette when used to address human social and educational problems.b

WHAT RESOURCES ARD MATERIALS ARE REQUIRED TO USE CHARRETTE?

Charrettes require relatively few resources., A réom large enough to
sssemble all participants at tables and chairs is necessary for two to five
gessions., Smaller work areas for committee meetings are desirable in order to
cont»ol noise; if the large room can be divided comfortably, all the better,
Bach individual needs paper and pencil for note-taking; charts that everyone
can see also are handy. Since Charrettes sometimes take several consecutive
days to complete, some arrangements for meals or snacks alﬁo must be considered,

How much should a Charrette coét? Riddick (1971) estimates the cost of a

Charrette at a few hundred to a few thousand dollars, depending upon its dura-

‘tion, whether people are employed full-time to organize it, and how much time,

supplies, and facilities are donated by local groups, The major expense, rep-
resenting over half the budget, is the cost of outaide profeasaional consultants.
However, free consultants sometimes can be obtained from governument agencies -

or from universities,
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Additional operating costs for Charrettes vary depending on the size of the
planning effort and the aumber of program consumers whose intaresfshare repre=
sented, Participants use paper and ﬁ&ny'pen;;IS'as they work. Thg.pse of
photocopy machines and a sesretary to compile up-to-the-minute reports of all

activitias of every committse is helpful, evypecially with large Chabrettes,

" HOW DO YOU CONDUCT A CHARRETTE? .

Before conducting a Charrette, tho VIP Advisory Committee must meet sqvé 1

times to ensure that the information to be presented in the session is imme-

diately useful. The Advisory Cominittee Chairperson also must arrange for
facilities and any needed outside experta; likewise, transportation, food, and
child care must be arranged in advance. Advance publicity about the event | ‘
through the local media and even a house-to-hquse announcement of the upcomiag
avent is another possible function of the Advigéfi/cdmmittee.

How long should a Charrette take? One day is sufficient if the problem is
wall-defined and limited in scope (Riddick, 1971). PFour days is recommended
when.the problem is complex and involves groups with simiiar-goals and back-
grounds, For a total community Charrette, eight to ten days might be required,
Most problems addrossed by Advisory Committees would fall somewhere between the
first and second éaaes described above, since it would be importaht to include
students, teachers, parents, community agency representatives and business |

representatives in the process,

The Charrette includes a variety of activities, usually arranged in the .

following manner,

Activity 1: Introduce Activity.

Begin the Charrette with a sensitizing activity for participants; ugse a
role-play, film or personal testimony that all participants view together, The
purpose of the activity is to present, aven accentuate conflicting interests

and views about the issue or problem. This gets participants involved.
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Activity 2¢ Begin Discussion,

Follow the sensitizing activity with a large-group "open discussion” to
focus uprn and air conflicting views. A human relations expert should manage
this exchange to prevent impasse and to ensure that all'participapts finish
with a positive aﬁxitude toward the objectives of the Charrette, The discus-
sion may last for several hours (or even days). End the discussion when , u
feel that all peints of view have been expressed.

Activity 3: Identify Goals.

While in the large group, identify the problem ofvgoals that the group will
address, List specific problems, goals and objectives on chalkboards or large

posters, Have members eldborate, combine, specify; or further divide the . prob-

 lems, goals and objectives until most participants are satisfied with the list.

Consider rank ordering by importaﬁce the problems or objectives before giving
them to smaller participant groups to "brainstorm” ways of dealing with the.
issue; however, this is not required as long as you -address each identified

.goal, objective, or problem,

Activity 4: Initiate Small Group Workshops.

The major work of the Charrette is accomplished in small group meetings,

* Divide participants into small groups, charging each group with the task of

finding solutions to at least one problem. Appoint one member as the recording
decretary, Assign each small group an outside "adviser" to act as facilitator
for the group or as technical adviser if the problem is a technical one.

Require the group to report back to the larger group gf the close of each day

3(or session), Also begin each day or session with a brief large group meeting

to make announcements and report on progress,

Activity 5: Activate the Jury.

Last, begin the jury activity. Orchestrate the activity of each small
group so that they present their ideas to a discussion panel, Establish 4

schedule snd time limit for presentation and reaction. Also scheduf@ time, as
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necessary, for additional committee wo''k, Additionally, prepare and distribute
a written report of Charrette findings. The jury is a panel of officials who
control resources and who must react and respond to proposals of each small
group in terms of financial and political feasibility.” After further discus-
sion between the panel and participants, the proposals may be reworked by each
smﬁll comnittes. A fdllow-up committee may then be appointed to implement the

recommendations of the Charrette,
WHERE CAN YGU FIND ADDITIONAL INFORMATION ABOUT THE CHARREfTE?

For more information about the Charrette Technique, refer to the following

materials:

Holt, J. "Iavolving the Users in School Plénning.” School Review, 1974,
82(‘4) :706"'730. ’

Rice, E,, J. Hughes, B, Lowman, R. Etheridge, B, Laslett and R, Macs,
Access to Vocational Education, Washington, DC 1980, “

+ Riddick, W. Charrette Processes: A Tool in Urban Planning. York,
Pennsylvania: George Shunung Publishers, 1971,

Sanoff, H. and G, Barbour. "An alternative Strategy for Planning and
Alternative schocl.” School Review, 1974, 82(4):731-748.




BRAINSTORMING

WHAT IS THE BRAINSTORMING TECHNIQUE?

4

-~

Brsinstorming is an informat}on processing method through which a group can

- generate a large number of ideas. Although useful, it has become less popular

in recent years as newer techniques have been doveléped. Even so, often Brain-
storming is incorporated as one step in these newer procedures or is used in
addition to other procedures, 7}

The product of a Brainstorming session generally is a list of workable
ideas numbering five or six times the number of people in the group. As a
by-product of the effort, participants correctly feel that they have made a

. positive contribution to the solution of the problem. Moreover, the technique

is said to enhance individual creative potential that is carried over to other
facets of the participants’' involvement on the Advisory Committee.

WHAT ARE THE STRENGTHS AND LIMITATIONS OF BRAINSTORMING?

The advantages of Brainsis™uing are the following: '

. Bralnstorming groups have beéen described as fun, intevesting and stimu-

lating by those involved in them (Clark, 1969);

. The operational rules of "suspended judgment” and “building on the ideas
of others" encourage all members to participate;

. Participants are comfortable when using the technique;

+ The list of ideas that a Brainstorming group produces has been found to
be superior to the nebulous reports issg@d by unstructured committees
(Taylor, Berry & Block, 1958); and - '

. Most often a large number of ideas or solutions are generated, of which
elght or ten will be totally appropriate. If the follow-up ranking by
importance of ideas by group members is carried out, the resulting idea
is the "best-course” of action.

The disadvantages of Brainstorming are the following:

. Newer techniques have been fsund to be soméwhat better for group
decision-making than Brains torming (Dunette, Campbell & Justad, 1963
Bouchard and Hane, 1970; Madsgq & Finger, 1978);
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. Opinion leaders or persons in authority sometimes dominate the group
process despite rules prohibiting such influence; and =~

.“ Brainstorming works hetter than other group information processing tech-
niques for simple and familiar problems but worse than other techniques

for more complex, unfamiliar problems,

WHAT RESOURCES AND MATERIALS ARE REQUIRED TO USE BRAINSTORMING?

The materials and resources needed to conduct a Brainétorming group are
minimal. The greatest "cost" is the time of a group leader who accepts respon~’
gibility for describing the problem, convening the group, conducting the ses-
sion, and compiling the output in readable form. The leader should have
axpurience in Brainstorming groubs, preferably in leading ¢'.em,

The meeting itself uses about one-half hour of sach participant's time plus
a small amount of time =-- not more than one-half hour -- for followup proce-
dures, One session requires up to four hours of secretarial time to record
,  the seassion, type and circulate the final liat, and tabulate and circulate the
rank orderings of strategies or solutions.
<?\

In addition to time costs, Brainstorming requires several physical sup-
plies, The group needs a comfortable room with tables and chairs, Paper and
pencils for participanfé are optionai but are necessary for the leader and
secretary. Paper and reproduction facilities to circulate the list of sugges-
tions for ranking is a eritical final cost.

HOW DO YOU CONDUCT A BRAINSTORMING SESSION?

Activity 1: Assemble Participants,

Select and assemble participants for the session. Any number can parti-

cipate but 12 people is considered ideal. Make sure members are of equal or
nearly equal organizational status; having a pefapn with authority over other
members in a Brainstorming group has been found to restrict the group's pro-
ductivity. Also be certain that each parpicipant hag some understanding of
the problem, Issue written invitations to themcating in which you state
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completely and concisely the problem or topic to be considered at the meeting.
Also arrange scheduling space and supplies for the meeting.,

Activity 2: Provide Warm-Up or Practice.

Por groups undertaking Brainstorming for the first time, provide a warm-up
exercise, Practice on a very simple problem, For example, consider having
participants suggest as many ways as possible to do something like the problem
you want to address. Encourage nvvel solutions in practice and the actual
session., Suggestions should not be bound by historical or traditional: con=-
straints. Limit practice sessions to five.minutes;

!

Activity 3: Initiate Formal Session.

Fifst, set a time limit for the session, usually a 25-minute maximum,
Also, provide a secretary or tape recorder to collect all ideas,

Second, if the problem to be considered is very broad, define or refine .\
before beginning the session. Consider as a preliminary astep having all parti-
cipants write down what the topic means; then discuss with the group several
.aSpects of the problem -- such as who, what, .aen, where, why, and how,

Several more specific problems should emerge, The group can be divided in
o der to consider each of the specific problems or it may f&cus‘on one topic

at a time a3 an entire group.

The first "sitting” of the group should not exceed 25 minutes; if the

preliminary s%eps take a long time, or if further definition, as described

'abové,_is to be undertaken, you'might adjourn the group before beginning the

Brainsto§m session, When two sessions are needed, one for clarifying issues

and one for Brainstorming, ask group.members to switch chairs between sessions,

‘ This practice facilitates idea production by indicating a change in activity
and thought patterns. -
: | . |

Third, restate the problem to be Brainstormed to begin the session. Also

indicate the time limit (20-2% minutes is recommended), and ask for suggestions
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about how the problem can be resolved. Group members spe¢ntaneously and volun-

tarily offer their ideas, If they wish to build upon another's idea, ask them
to signal their desirs by using the "clickers"” you shouid provide. The desire
to build on another's ideas also can be indicated by hand signals,

Activity 4: Manage Activity.

If silence occurs, wait until somecne suggeats another idea, add an idea
of yéur own, or have the secretary read out every third item on the list. You
may ask, "What if you added something to the problem or took something away
from it? How would that affect possible solutions?” Also consider discussing
the "Who-what-when-where-why-how" aspects of the problem or solution. If these
methods fail, end the seasion, even if the time has not expired. Consider a
session that produce@ 15 ideas or lesa unsuccessful; if this happens, initiate
another practice session and try the Brainstorming procedure again.

Reminder: Explain and enforce the following rules:

. Allow no criticism of anyone's idéas, actual or implied.

. Welcome ard encourage "free-wheeling" (spinning wilder and wilder
ideas),

. Generate asg many ideas as possible in the time allowed. Urge members
to "come up with just 10 more ideas.” :

. BEncourage combinations, improvements, or refinements of other ideas.

Activity 5: Complete Follow-Uv,

Thank each participant for his or her contribution, either in person or in
writing. Because Brainatorming only starts the individual creative process, it
is often fruttful to contact group members within 24 hours after the session to
elicit additional ideas. Moreover, you must compile a list of non-redundant
ideas and circulate it to participants for them to categorize the ideas as being
usable, questionable or unusable. Compose a final summary and list of sugges-
tions and circulate it to participants to have them rank usable solutions.
(Omitting these concluding steps has contributed to the discrepancy in produc-

tivity between this procedure and others with the same purposes,)
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WHERE CAN YOU FIND ADDITIONAL INFORMATION ABOUT BRAINSTORMING?

“ For more information about the Brainstorming technique, refer to the
following materials:

Bouchard, T, and M. Hane. "8Size, Performance and Potential in
Brainstorming Groups."” Journal of Applied Psychology, 1974, 54(1):51-55,

Clark, C.H. Brainstorﬁing, the Dynamic Way To Create Successful Ideas.
Garden City, NY: Doubleday and Co., Inc., 1969,
. \

Dunnette, M.D., J.P. Campbell and K, Jaastad. "Effect of Group
Participation on Brainstorming Effectiveness for Two Industrzal Samples,”
Journal of Applied Psychology, 1963, 47:30-37.

Madison, D. and J. Finger, "Comparison of a Written Feedback Procedure,
Group Brainstorming Effectiveness for Two Industrial Samples.” Journal of
Applied Psychology, 1978, 63(1):120-123,

Rice, E., J. Hughes, B, Lawman, R, Etheridge, B. Laslett and R. Mace.
Access to Vocational Education., Washington, DC, 1980.

Richafds, T. and P ", Preedman. “"Procedures for Managers in
Idea-deficient Situations: an Examination of Brainstorming Approaches.”
Journal of Management Studies, 1978, 15:43-49,

Taylor, D.W., P.C, Berry and C.H. Block. "Does Group Participation When
Using Brainstorming Facilitate or Inhibit Creative Thinking"? Administration
Science Quarterly, 1958, 3: 23-47.
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COMMUNITY IMPRESSIONS

WHAT IS THE COMMUNITY IMPRESSIONS TECHNIQUE?

The Communitj Impressions Technique is a combination of two other proce-
dures, the Community Forum and the Key Informant. By combining the two proce-
dures, the limitations of each .adividual procedure is overcome. Moreover,
they can be combined since each uses the opinions and ideas of people in the

community and school as well as the Advisory Committee.

The Community Forum Technique has been used in many social service fields,
particularly mental health (Siegel et al., 14¥75)., It i3 an open meeting in
which all members of & community‘are given the opportunity to share views or
feelings about a particular issue, It resembles a "hearing"” but is more open
and flexible, Any attending person may express his or uer views on the sub-
Ject. The meeting usually lasts three to four hours with some time used to
dissemirate information on new programs and to introduce community members.
However, the major thrust of the forum is to elicit as many views from as many
pecple as possible on a aingle issue, It also provides publicity for the Com-
mittee's efforts to listen to the people it serves and informs the community
of the schools' intents and actions. Although administrative decisions may be
improved by the views expressed at the forum, it is rare that the forum infor-

mation is the sole basis for a decision.

The Key Informant Technique is an interview method that involves the
Advisory Committee ininterviewing the most important and knowledgeable people
in the community about an issue, It can provide a broad view of community
needs and present services, Advisory Committees can use it to assesé existing
or needed services within a community. This technique is particularly appro-
priate when better relations and more support is sought among influential mem-~
bers of a community. It can be used to develop support for program change or

new program development.

The criteria for selecting "key people” to interview i3 the individual's’
knowledge of the community needs and services. Key people representing special
populations either as providers or consumers should be included.
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Personal interviews, telephone interviews, or malled queationnaires may be
used %o collect information from key informants, though the personal interview

is much preferred by users of the technique,

Interviews may use pre-selected questions, open-ended questions, or simply
discussion., Open~ended questions stimulate hroader thinking, but require more
.time and often provide less compelling information. Committee members who con-
duct interviews shculd be provided with materials and with instruction abdout
proper use of forms, coding responses, asking "leading questions,” and probing

responses,

The results of the interviews should be summarized and put into a table so
that the interpretations may be discussed in a Committee meeting after the
interviews have taken place, At such a meeting, the key informants may estab-
lish priorities and make recommendations about the program. A final report
summarizing the method, purposs, findings and recommendationa of the study
should be prepared and mailed to all particaipants to foster interagency coop-
eration and commnnication.

The Community Impressions Technique is a method which combines existing
deta with community opinion techaiques., Devalopad in the field of community
mental health planning, it involves using existing information to identify

groups with the greatest service needs and gathering impressions of service

needs and program oitions.

With the Commurity Impressions Technique, Advisory Committees can collect
data about educatiornial needs in a community and combine this information with
impressions gathered from interviews of key individuals and/or groups of
peraons identified as having the greatest unmet needs in the community, The
approach is quick and inexpensive., A Commititee that seeks to involve people
identified as having the greatest needs and those with the authority/ideas to

alleviate these needs will find this method well suited to its purposes.




WHAT ARE THE STRENGTHS AND LIMITATIONS OF THE COMMUNITY IMPRESSIONS TECHNIQUE?

The advantages of the technique are as follows:

+ It does not requirs much money or time. Comn ty Impressions requires
little preparation and can be used when time .s limited,

. The data usually are available in schools.
. The required interviews are relatively few.

. The expertise requiréd to apply the method most probably is available
within the Committee or school organization and, therefore, would not
need to be hired from outside. .

. It provides a unique combination of information from two distinct
sources -- existing data and ‘community members. For instance, explana-
tions for unusual attendance patterns reflected by attendance ‘statistics
may be offered by the people who are interviewed, Likewise, statistics
on the growth rate of the whole system or of certain school catchment
areas may provide clues about why consumers in particular areas are
more dissatisfied with services than consumers in other areas,

The disadvantages of the technique are as follows:

. There is no guarantee that all issues will be identified or addressed.

. It does not ensure that persons with the most urgent needs will be
involved in the procesas,

WHAT RESOURCES AND MATERIALS ARE REQUIRED TO USE COMMUNITY IMPRESSICNS?

Statistical information on populations, programs and facilities for the
school and community are needed, in addition to paper and pencils for recording
the interviews, If the Advisory Committee chooses to hold a community forum

at the conclusion of the exercise, a large assembly hall mist be available,

Costs depend on several factors., TFor example, if statistical data is
readily available, then this method would be equal in cost or alightly cheaper
than most methods, If many hours have to be spent collecting and organizing
information, then the crst would rise, The personal interviews would cost
ataff time bYut would be few in number, TFor all these reasong, the Community
Impressions Technique would be average or alightly below average in cost for a

Committee to use.
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HOW DO YOU USE THE COMMUNITY IMPRESSIONS TECHNIQUE?

The Community Impressions Technique involves three distinct activities,
Interviews with key informants in the community must be conducted, and relevant
information from school records must be collected., These activities may be
conducted simuifaneously or in either sequence, Having finished theée steps,
community forums with various consumer groups are conducted.

Activity 1: Conduct Key Informant Interviews,

Arrange interviews with three to fifteen persons who live or work in the
community, Select participants using criteria such as longevity and type of
involvement with the education agency and the community. The interviewee need
not be an "expert;"” long or intensive invblvement with programs or gservices is
sufficient.

Ask "key informagts” the same set of informal, open-ended questions,
Choose and write the questions before the interviews. One or more persons may
conduct the interviews, and they should be held in person. Telephone contact

is acceptable if the person being interviewed is well-kmown to the interviewer.

Activity 2: Collect Existing Data.

Collect and organize existing information about the vocational programs or

issues under consideration,

Activity 3: Conduct Commurity Forum.

Plan and hold the forum for each group in the community identified by the
foregoing steps as having significant unmet educational needs by the foregoing
steps. The purpose of the forum is to validate the needs which have been iden-
tified,’to explore the causes of the problems which consumers perceive, and to
solicit solutions. Sometimes the problem is merely a misunderstanding between
the educational sgency and the community; it can be cerrected by information,
If clear solutions are not evident, at least some counpromise or temporary

arrangement to alleviate tlie problem may be devised cooperatively, Most
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community forums conclude with participants feeling mors positive about %he
problem, bacause they have contributed in a significant way to its possidle

golution.

WHERE CAN YOU FIND ADDITIONAL INFORMATIOW ABOUT THE COMMUNITY
IMPRESSIONS TECHNIQUE?

For more information about Community Impressions, refer to the following

materials:

Miller, F.T. "WNeed Identification and Program Planning in the
Communication Context,” in Evaluation of Human Servide Programs. Ed Yy.
Attkisson, Hargreaves, and Horowitz. New York: Academic Press, 1976,

Rice, E., J. Hughes, B, lLowman, R, Ethridge, B, Laalett, and R, Mace,
Access To Vocational Fducation, Washington, DC, 1980..

1€1
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APPENDIX F:
DESCRIPTIONS OF PROGRAMS THAT EXEMPLIFY
PRIVATE SECTOR-VOCATIONAL EDUCATION COORDINATION

INTRODUCTION

The following are brief descriptions of eight vocationmal education projects

exhibiting excellent partmerships between vocational education and the private

sector.

These programs each provided demonstrations at the First National

Leadership Conference on Private Sector Involvement in Vocational Education,

October 9-11, 1984, in Washington, DC. The programs share a number of common

features that account for their success, among them the following:

They involve the business and industry community in the process of
identifying specific skills aad attitudes necessary for successful
employment. Moreover, student participants in workestudy employment
experiences are screened on these skills and attitudes to help ensure
that they will be successful on the job.

They involve local business associations as vehicles for mobilizing
city-wide resources and publicizing the programs. Moreover, the pro-
grams often receive supplemental in-kind services, equipment, contracts,
and funds from corporate supporters,

They develop the program based on thorough planning prior t¢ start-up.
The planning is focused on employment needs and projections, necessary
skills training content, and identification of potential resources.

They include evaluation designs focused on trainee performance aad other
outcome measures.

They utilize combinations of classroom instruction and on-the=-job
experience for teaching entry-level competeacies (skills, attitudes, and
knowledge). The work-study situation provides trainees with & realistic
work setting and a wage; it provides the host business with copnscien-
tious, inexpensive labor, The company also has an opportunity to work
with a number of potential employees without obligation,

The following projects are described in this Appendix:

Partners for Advaacement of Electronics, Brooklyn, New York
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. Laser Tachnician Program, North Centrsal Tachnical Institute, Wausau,
Wisconsin

. Graphics and Communication Industry Advisory Council, Chicago, Illinois

. Southeast Institute of Culinary Arts, St. Augustine Technical Center,
St. Augustine, Plorida

. Philadelphia High School Academy Association, Philadelphia, Pennsylvania
. The St. Louis Work-3tudy Program, St. Louis, Missouri
. Montgomery County Vocaticnal Trades Program, Silver Spring, Maryland

. Regional Occupational Centers and Programs, Los Angeles, California

Fach project is summarized briefly, with emphasis on the major points of
collaboration between the vdcational program and the employhent communi ty,
Sources for additional information also are noted, Matarial for the descrip-
tions was drawn from information provided by the selected prugrams, by the
U.S, Department of Education, and by The Private Sector Youth Connection by
H. Schilit and R. Lacey (1982).




PROGRAMS

" PARTNERS FOR. ADVANCEMENT OF ELECTRONICS
' Brooklyn, N;w-York

What do you call a training program that to e hass

. plaéed 350 high school juniors and seniors per year, mostly economically
disadvantaged studerts, in summer jobs with more than 40 electronics
firms; .

. created a spring program for 30 seniors that combines half-day work
‘experience with the regular school agenda; and -

. enabled 26 seniors -- 30 percent of the participants -- to obtain
+ fulletime employment in the firms where they worked during the summer?

You cal it a SUCCESS, and in this particular instance, an extremely

successful partnership.

Partnership is a Prime Ingredient of a Successful VIP Advisory Committee ...

The Partners in this auccessful VIPfAdvisory Committee are the New York
City Private Industry Council (PIC), the New York City Board of Education, and

45 area electronic firms. Specifically, the Partners advise the electronics

/

.

program of George Westinghouse Vocational Technical High School in performing |
the following activities: ' \
. Assessing and revising the curriculum materials and methods; \\‘

. Updating equipment to industry standards;

. Providing on-the-job work experience for juniors and seniors enrolled
in the school's electronic specialization:

. Placing students who complete successfully the training progranm;

. Assisting students in the transition to work and/or higher education by
increasing their vocational and human relations skills;

. Marketing the program and concept to others in the industry;
. Updating teachers on new vocational specializations; and -

Securing additional resources.
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The Cgmmittee has grown as the program has expanded, adding new Partners
each year since its inception in 1981. It is composed of comp ny managers.,
supervisors, electronics technlcians, principals, and department chairpersons.
The Committee operates both as a series of subcommittees and aa,a commi ttee~uf=
the-whole, Meeting on a monthly baais,xCommittee membetrs visit classroonms,:
consult with depar*ment heads, talk with trainees, observe. instruction, inspect
equipment and materials, and recommend needed changee and improvements., To date;"
well more than $100,000 of time has been donated by)the Advisory Committee.

¢

5
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Program Is Mutually Beneficidl ...

Both the school and the industry benefit from this partnership. The
training program benefits from the association through information exchange,
improved services to students, and through opportunities to dpgrade'idstructar :
skilla. Industry benefits from the association in that it ensarea the avail-

‘ability of a steady pool of trained, skilled and willing eaployees,\aAd it
"actually increases productivity. As ah example, Control Data Corporation found

that by reserving basic tasks for student trainees, regular technieians ~ould
be freed to perform other tasks. This increased.productivity and actually
saved money as production output was cempared to costs incurred in training
and supervising students. RCA Coryp., another Partner, summarized feedback

from branch managers this way:

Qur three branch managers found that i1t was the most successful -
program they have run; ... students were well-motivated, interesteAd,
willing to learn-to-do.. They reported on time, many of them early.

Industry also benefits from being able to in..uence the curriculum and
training outcomes (knowiedge, sleills and attitudes) that are the focus of the
program. By ensuring that the combetenciee of successful trainees conform to
atate-of-the-art job needs, industry guarantees a labor pool of skilled and
willing workers. Moreover, through the work-study arrangement, maay employers
earn the opportunity to work with a potential employee =~-"the studant trainee

-~ on 4 trial basis before the actual investment of hiring.
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Careful Planning Standards and‘Oversight Are Another Key ...

In addition to VIP Advisory Committee assistance, the program also benefits
greatly from good project management, careful planning and high standards., A
project manager, supported jointly by the PIC and the School Board, coordinates

. and oversees project operation. Among the manager's major responsibilities

are: coordinating schedules and activities; ﬁlanning; working with consult-
ants, labor union representatives, ané company representatives; and developing

the work-study jobs.

A

4

Students who parficipate in the program must adhere to high performance
standards that roughly approximate on-the-job requirements. For example,
students are selected not only on\the basis of academic standards, but also
for their level of technical skill and school attendance record. Energy is
directed at selecting students with and training students in appropriate work

behaviors and attitudes, as well as technicdl skills, in order to ensure that

the program benefits industry as well as the student trainee. Administrators

i rightly realize that sendihg students into a work situation who are not cap-

able of doing a good job damages the program's relationship with the affected

company. . *

Resources are pfovided by the PIC, the School Board, member companies of
the Advisory Committee and private foundations. Students attend class and work
on the job., They are paid a stipend or wage at an entry-level job rate for
their participation. Public expenditures for:1982 were $906 per student for
the summer session and $1,485 per student for the spring session, all costs

included. Much of the money covered ,he students' wages,

Information Is Available ...

For more information on the Parfners for Advancement of Electronies,
please contact Melvin Mungin, New York City Private Industry Council, 10th
Floor, 19 Rector Street, New York, NY 10006, or call him at (212) 742-1C0C.
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LASER TECHNICIAN PROGRAM

Wausau, Wiasconsin

Laser technicians should have an above average ability in mathematics
and problem solving ... and [be] adept with tocols. They should enjoy
working with electronic equipment and should have patience in working
with fine, delicate adjustments. The ability to analyze and interpret
data and work independently is also very important,

This is the int( est and aptitude challenge presented to applicants who
wish to train as laser technicians through the North Central Technical Insti-
tute. Attracting students from throughout the State of Wisconsin, the program
is one of a relatively few post-secondary laser programs in the United States,
training students to operate, maintain, and repair laser equipment, Trainees
are taught to use instruments, analyze test data and report the data to super-
vi- ing engineers. Further.'by developing the math-science apf;tude necessary
for electronics, trainees gain wide-ranging electrical, mechanical and optical
skills that they can apply to laser use.

Advisory Committee Performs Many Functions ...

The-VIP Advisory Committee is composed of 17 private sector advisors, drawn
not only from the geographic area but also from the entire employment community
served by program graduates. BEach Committee member has a special contribution
to make to the program. For example, the Committee includes program graduates .
who work in the laser industry and who offer advice/information on entry level
competencies; it includes health specialists who advise on safety-related
issues; it includes training specialists in instructional materials design,
performance testing and competency development; and it includes employers who
provide information on employment demand, equipment, new and emerging tech-

nology, and actual job definitionm.

The target jobs for the program include laser technician, laser research
technician, laser operator, laser sales and service representative, laser
engineering assistant, opto-mechanical technician, and optical inspector,
The VIP Advisory Committee works with program specialists in performing task

analysis, developing job occupational descriptions and identifying requisite




S

competencies for training. Equally jmportant, the Committee also has taken

the lead in exploring issues such as laser safety, and has published a Laser

4

Safety Manual,

Competencies, Methods and Outcomes Attest to Program Effectiveness ...

The laser training program is a comprehensive, experience based, intensive,
two-year program. Training emphasizes "handuy-on” eiperience, using the wealth
of equipment available wifhin the program to solve real prdblems presented to
the program by industry, business and medical groups employing lgser technology
for their own purposes. 1In addition, training includes a core of mgﬁhem&tiéé,

electronics, and communication courses, as well as tfainingwiﬁ“bﬁ;the-job

POt

attitudes and behaviors, The several competencies the graduate acquires are

expressed as follows:

. Ability to function at an entry level jbb with a broad bsse of elec-
trical, mechanical and optical technical skills related to lasers,
electro-optic systems, and the applications of these systems;

. Personal/social development necessary to function as part of a team;

. Self-discipline and direction necessary to work erfectively with only
moderate amounts of direct supervision;

. Written and oral communication skills\in asgimilating instruction and
communicating technical data;

. Proficiency in technical mathematics commensurate with the broad needs
of entry level technician employment;

. A good working knowledge of the essential tooling and equipment required
to assemble, disassemble, align, and repair laser elements, asgemblies,
units and systems;

Knowledge and skill to position properly and interrelate numerous move~
able precision parts, mechanisms, and optical assemblies which must be
held to exacting tolerances; ' '

. Skills to clean optical elements and their related hardware utilizing
prescribed techniques without degrading the surface quality of the
optical element;

Ability to operate optical, mechanical, and electrical diagnostic equip=
ment and related accessories;




. Ability to analyzé diagnostic and test data to recommend rework or
adjustments as required to meet specifications of lasers or alectro-
optic systems; and -

. Complete familiarity with normal safety policies, standards, practices
and procedures as related to laser systems.

The outcomes of th; training program attest to itas effectiveness. Four
years of data collected from studéﬁts six months after program completion
indicates that graduates earn entry level salaries in the range of $8.50 * per
hour; that an average of at least three quarters of gfaduates havé heen
' employed ig jobs directly related to their training; and that the majority of
graduates find work outside the immediate geographic afea'but inside the

employment area served by the progranm.

Information is available ...

For more information on the Laser Technician Program, please contact
Marvin D. Bausman, Jr., High Technology Coordinator, North Central Technical
Institute, 1000 Campus Drive, Wausau, WI 54401, or call him at (715) 675-3331,




GRAPHICS AND COMMUNICATIONS INDUSTRY ADVISORY COUNCIL
Chicago, Illinois

The Graphics and Industry Advisory Council is a gingle industry work-study
program that is replicable in other industries, Initially begun by Ogilvy and

Mather, Iac. in 1976 to train enough people, particularly economically disad-

vantaged students, to fill the local industry hiring reeds, the program has
grown to involve a consortium of 15 firms. The program is, in effect, run ty
the Council rather than the school.

Program Is Exemplary Work-Ssudy Effort oo

Working with the Chzcago School System, participating firms provide on=-
the~job training ind part-time vork experience for students. The Ogilvy and
Mather, Inc. effort exemplifies the program. There. ten to 20 students frem
Robert Clemente High Sechool work in the business plant to .receive hands-on -
training, school credit and the minimum wage .for their efforts during each
school seitester. Students work in the photostat, audio visual, typesetting,
paste-up ind photography departments from 1:00 to 5:00 p.m. anywhere between
two and f.ve days a week. Further, they can work full time on school holidays,
spring breaks, Christmas vacation and during the summer. Initially, a regular
employee is assigned a student to supervise. As the student acquires sgkills
and demonstrates increasing'levels of competence and responsibility, the stu-
dent moves toward independent work. Student work, behavior and performance is
evaluated by supervisors. Moreover, students must learn and sbide by the same
rules, standards and safety requirements that govern the activ1ty of regular

employees,

Selection Process Is Very Competit: . ...

The selectior process for students emphasizes talent, attitude, ability,
potential and interest, with the scale tipped slightly in favor of interest,
Each fall the more able graphic arts students are identified by their teachers
a8 candidates for the program., Next, a formal interview process that approxi-
mates the same process fol;owed by professional graphic artists in search of

work is initiated. Students make up a portfolio o their work -- both from
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school and other experiences. They present their work to Ogilvy and Mather
professionals and explain their worl. in terms of the art process used, the
desired effect, and the reasoning underlying the decisions. From these candi~

dates, participating students for the program are selectad.

Success Demonstratas Effectiveness ...

To date, the program has trained, graduated and placed more .han 300 per-
sons with entry level or better skills in the graphic arts area. Many of these
trainees have been disadvantaged, minority students. Moreover, the program has
proven 30 succesaful that Ogilvﬁ and Mather, Inc. has established an identical

program in New York City and is developing one in Houston.

!
Council Provides Other Services As Well ...

*

In addition to the work-study arrangementds, the Council provides gueat
lecturers to classrooms, up-to-date equipment for laboratories and shops, cur-
riculum advice, and teacher retraining/updating. For example, representatives
from several participating firms helped to revise, organize and update the cur-
riculum and instructional materials for graphic arts training in several high
achools. Additionally, firms regularly invite graphic arts instructors from
participating schools to visit their plants and otserve new equipment and
techniques in use. Further, firm»representatives conduct training seminars
for teachers on the topics of design, preparation, production and bindery.

“

Information is Available ...

For more information on the Graphics and Industry Advisory Council, please
contact Marcia Cooper, Senior Vice President, Ogilvy and Mather, 200 East
Randolph Drive, Chicago, IL 60601, or call her at (312) 861-11€6,
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- SOUTHEAST INSTITUTE OF CULINARY ARTS
St. Augustine, Florida

The Southeast Institute of Culinary Arts training program is based on
business interests, demands and needs. Working with an active VIP Advisory
Commi ttee, the Bureau of Apprenticeship and Training, and businesses throughout
the region, the program trains students in scores of competencies for about a
dozen separate job %itles, Program graduates have little difficulty finding
work; further, by virtue of the program's reputation and large private sector
involvement, graduates find positions throughout the United States rather than

"only in the local area.

Program Design Is Comprehensive Effort ,..

The Commercial Foddg and Culinary Arts training program is an individuale
ized, competency-based course of instruction with a suggested length of 2160
nours, Instructional, programs are designed either for a trainee to acquire
ent.y~-level skills or for a trainee who has been in the work force to upgrade
(or retrain) his/her skills. Skills requisite for the following entry-level
Jobs are vaught: Pastry Person & Sa}ad Maker; Baker's Assistant; Breakfast,
Preparatory, Vegetable; Fry or Short Order Cook; Cook's Helper; Busperson:
Dining Room Attendant or Waiter/Waitress. Upon mastering these skills, stu-
dents may enter the work force or they may continue with their training to
learn the skills required for the following jobs: Kitchen Steward; Receiving
Clerk; Garde-manger, Baker; Sautd, Broiler, Sauce or Fine Cook} Sous Chef;

Cake Decorator; Head Waiter; or Dining Room Captain.

Training is a combination of classroom instruction and specialized labora-
tory experiences, some of which involve off campus food preparation, Labora-
tory experiences provide hands-on experience in fast foods/mafeteria; pantry
and garde; bake and pastry shop; service and epicurean service; a la carte/
gourmet cooking; buffet catering; purchasing and receiving; and culinary arts

theory.,

Degree-seeking students are rotated through the instructional areas on =

four-week cycle. Certificate-seeking students may concentrate on one or more
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instructional areas for extended periods of time in order to master a certain
set of skills. During each instructional interval, students are exposed to
theory and production of food items in that classification. Individual student
progress ig evaluated each day and a formal report is maintained on gach

trainee,

The program also provides apprenticeskip training registered through the
Florida Bureau of Apprenticeship and the Office of Employment Secprity. The
training uses guidelines developed by the American Culinary Federation Educa=-
tional Institute and is authorized by the St. Augustine Chefs and Culinary
Associaticn, a chapter of the American Culinary Federation. Forty-two local
employers participate in the pfogram by establishing jobs and on-the=job
training opportunitiea, providing on-site instructors/superv1sors, monitoring
trainee progress, and maintaining individual records.

The program also operates a pre-apprenticeship program in conjunction with
the Florida Bureau of Apprenticeship, the Private Industry Council, the Florida
Job Service, and the Grumman Corporation of St. Augustine. The project takes
persons of low socio-economic status, registers them in a pre-apprenticeship
training program, provides them with 90 days of on-the-job training under the
direction of a certified chef-instructor, then graduates them to a full appren-
ticeship program for cooks.

Advisory Committee Takes Active Role ir Program Operations ..,

The VIP Advisory Committee has been essential in the initiation and super-
vision of all training programs at the Institute, providing enthusiastic,
dedicated leadership. The Committee recommended and helped design the Pre-
Apprenticeship program, Committee members continue to help determine ‘the
employment -~1d employer skills needs of local businesses; plan the instructional
program; recommend the content of instruction; serve as guest instructors in
the program, lecturing in their areas of expertise and providing workplace
information; and assist with placement, Further, the Committee evaluates the-

program, based on placement follow-up information and recommends needed changes,
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Flacement and employment community advice alsoc is provided by the American
Culinary Federation. Its netional headquarters is located in St. Augustine due
to the cuollaboration of the Building Construction and Trades Division of the
St. Augustine Technical Institute and the Southeast Institute of Culinary Arts.
The headquarters building was constructed as a school training program at only
the cost of materials to the Ameiican Culinary Federation. Catering services
are now supplied for regional and national meetings as part of a training pro-
gram in off-premises catering. As a result, students receive rot only training
but also an opportunity to discuss Jobe with potential employers who would not

otherwise be available to them.

Information is Available ...

For more information on the Southeast lnstitute of Culinary Arts program,
please contact Chef Louj~ R. Oakes, SICA Coordinator, Soﬁtheast Institute of
Culinary Arts, Collins Avenue at Del Monte Drive, St. Augustine, FL 32084, or
call hinm at (904) 824-4401,
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THE PHILADELPHIA HIGH SCHOOL ACADEMY ASSOCIATION
Philadelphia, Pennsylvania

In June 1973, Moses H. Warsley'gradgated from the Philadelphia High School
Academy Association. Today he works for American District Telegraph Company,
installing and servicing security systems. Moases, his wife, Linda, and their
two cHildren own their own home in Philadelphia.

When Moses speaks of his work, he says he "enjoys the challenge and likes
the problem-solving aspecta.“ He lcves his work and credits the Philadelphia
Academles for giving him the background to get started. Like many other
graduates, Moses describes a former teacher as'"being a parent to me." . The
Academies program has provided career opportunities to many inner-city youths

such as Moses.

Pifteen years ago, the Urban Coalition of Philadelphia realized that busi-
ness and education partnerships were necessary to train and educate effectively
young people who wish tu¢ enter the working world., The Philadelphia High School
Academies is the coalition's answer to this need. It is a system of academies
-- gchools within schoola ~- designed to help potential drop-out students by
providing them with the reason and resources to stay in school and learn,
Hendrick Koning, an Episcopal prisst and an electrical engineer, has been "on
loan" from Philadelphia Electric Co. for 12 years in order to implement and
develop the initial idea, With help from business in the form of money, per-
sonnel, and equipment, Koning has developed six academies in the Philadelphia
area: The Academy of Applied Electrical Scisnces, three Philadeiphia Business
Acadamies, an Academy of Applied Automotive and Mechanical Sciences, and a
Philadelphia Health Academy.

Tha Academies target the potential drop-out student--those with low basic
academic skills, poor attendance records, or other circumstances that ordinarily
might disqualify them from vocational education programs. The students speﬁd
part of their day in the comprehensive nigh school learning mathematics, reading,
and writing. The rest of the day is spent in the Academy portion of the nigh
gchool, learning a vocational skill and reinforcing basic skill training. By

giving the students vocational assignments that incorporate mathematics, English,

tor
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and reading, trainees not only learn basic skills, but also gain an appreciation
of the need for them in the world of work. Additionally, students often are
placed in part-time jobs where they earn a wage, credit, and work experience.

As a result, they graduate from high school with a basic iiberal arts education
and a vocational skill. This 8ives the students an opportunity either to

further their education or to seek employment in their particular vocation,

Local Business is the Key ey

The Academies could not exist without active and continuing support from
local business. At this time more than 100. businesses provide technical assisg-
tance, curriculum development, after-school jobs, and summer employment, Each
Academy is run by a Board of Directors comprised predominantly of local busi-

ness leaders. Board responsibilities are to
» hire the Executive Director of the Acadeny;
. Oversee the overall operation of the individual Academy;

- Pprovide fiscal support; and -

. assume legal responsibility for each individual Acadenmy under the
articles of incorporaticn.

Moreover, Sun Company, Inc., Girard Bank, and the Electrical Association of

Philadelphia have provided executives as full-time managers of Academies.

Qverseeing all of the Academies is a Board of Directors comprised of chief
executive officers of major corporations, the head of the local Chamber of
Commerce, chairpersong of each Academy board, the Executive Director of the
High Scheal Academies, top school district and teacher union personnel, and
university administrators. This oversight group, called the Executive Board,

is responsible for:

. making policy decisions for all the High School Academies;
» hiring an Executive Director: and -

providing resources and prestige for major fund raising drives,
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The diverse composition of the Executive Board provides a vast reserve of
imowledge and resources from which Academies programs draw, Moreover, the

Board takes an active role in the planning and decision-making process.

Investments Pay Dividends ... \

The success rate ig outstand’ng: more taan 500 youths are enrolled in
the program each year. In schools where the average attendance is below 70
percent, the attendance of Academy students is 90 percent. In a school system
where many students do not finish high school and the drop-out rate in the

tenth grade is almost 50 percent, the drop-out rate for the Academies is near

zero. Upon graduation, 85 percent of Academy stuydents have found jobs. All
this is accomplished at an extra cost of only ﬁ}SO per student per year.
/

The success rate has helped to encourage/éider private sector involvement,
At this time, there are more than 100 loca%/%usinesses participating in the
Academies program. Business coptributions/of funds and in~kind services have
exceeded $1.2 millicn. Moreovef, the intitial success of the Applied Electrical
Sciences Academy spurred the program to create the Philadelphia Business Academy
and the Automotive Academy. The program plans to expand to serve 1,500 students

as soon as enough paid work slots can be found for that number of students,

T™e Philadelphia High School Academy Association has proven that an effec-

tive partnership between education and the private sector can be beneficial for

business, students, and the community. Business gets a work force trained to
enter immediately the field upon graduation. Students get a chance to learn
skills that can help raise their standard of living. The community gets lower

unemployment, citizens who work for a living and a higher tax base.

Information is Available ...

For more information ﬁbout the Philadelphia Academies, please contact
Hendrik B. Koning, Executive Director, Philadelphia High School Academy Asso-
ciation, Philadelphia Electric Co., 2301 Market Street, Philadelphia, PA
19101, or call him at (215) 841-5568.
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THE ST. LOUIS WORK-STUDY PROGRAM
. St. Louis, Missouri

]

The Ralston Purina St, Louis Wofk-Study Program is a prototype for
work-atudy programs and privgte sector-vocatibnﬁl education linkages. 43 a
work-study program, the effort t;ains scores of youths in company zlassrooms
and on-the-job instruction. As a private sector-vocational education linkage,
business and industry provide energy and resources to the program in terms of

project management, space, instruction and advisory committee assiétance.

Program Design Maximizes Training Efficiency ...

: - ~i

Both academic and on-the-=job instruction take place at the business loca\
tions, Academic subjects -- business English, social studies and two sessions
of business practices ~- are taught each morning in/ciassrooms provided by the:

company; and taught by public school teachers 6/;re assigned full-time to th§3
program by the St. Louis Public Schools,. ~The content of the academic lessons
relate to the students’' on-the-job wo- - experience as explained Yy the stu-
dent's supervisors, The academic training, like the work experi nce, is per-
formance=-based and standards of performance are established Jjointly by the
iastructor and the job supervisor.

In the afternoon students work at their part-time jobs in the company, and
teachers help to maintain student-work progress. Jobs are 20=hour-per=-week paid
positions that rate at least the minimum wage. However, they are called training
stations in order to emph331ze the learning rather than the production nature of
the position, Training stations are positions that have been developed and vol-
unteered by work supérvisors. In order to qualify, the supervisor must build a
training outline for each station that details the v -5 to be learned, the WA
amount of time to be spent om the task, and the machines/equipmont thét will ve
used, Additionally,rthe supervisor must evaluate the acquired gkills, work-
related knowledge, attendance, work habvits, attitudes and personal characters
istics of each student every ten weeks. Students also rate fheir fraining
experience every ten weeks. Both sets of ratings are used to revise specific
curriculum and intructional materials. Academic credit is earned both for the

academic subjects and for the w.rk experience portions of the progranm.
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Advantages of the design include:

. the sombination and obvious relevance of academic and occupationa’
experienceg for students;

. the commof sense of ownership and excellent communication shared by the
academic instructor and work-.supervisor;

. the individualized attention provided %o trainees; and -

. the highly fovused curriculum that makes for an intensive learning
experience, :

Program Success Attests to Its Viability ...

Approximately 2500 students have been trained in this program since its
beginning more than eight years ago. Findings from follow-up efforts with
progran gradustes suggest that more than 80 percent of them find jobs; ths
other 15«20 purcent are reported to attend college or be otherwise unable to
work.' "he attrition rate within the program is reported to be less than 5
percent. |

A second t2stimony to program effectivedess is its growth. Originally
begun by Ralaton Purira with about 40 training slots, the program now involves
16 more comﬁanies/organizations and trains about 200 students per year, many:
of them inner city and disadventaged students.

Information is Available ...

For more information about the St. Louis Work Study Program, please contact
Pater C. Rein, Supervisor of Work-Study Programs, St. Louis Public Schools,
5101 McRee Avenue, St. Louis, MI 63110, or call him at (314) 772-6100.

17y
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MONTGOMERY COUNTY VOCATIONAL TRADES PROGRAMS
Silver Spring, Maryland

Montgomery_County's vocational program features construction and automotive
projects that feature live-work projects directed by the business community for
. several hundred students per yeér. These "hands-on" experiences support class-
room instruction and are entirely self-supporting, with costs being paid from
proceeds of the sale of finished products. Students receive school credit for
work experience and can receive training in any of 13 ioccupations: horticul-
ture, bookkeeping, bricklaying, Jjournalism, public relatlous, marketing, archi-
tectural training, interior design, accounting, carpentry, plumbing, asuto body

repalr, aqd auto mechanics,

~. Advisory Committees Largely Responsible For Success ...

o

Two Advisorv Commlttees -~ one for the construction trades and one for the
automotive trades -- serve the program, Each Board is established as a founac .
tion and operated as a not-for-profit corporation. Each Board averages more
thar. a dozen members and handles program finances, advises on curriculum con-
tent, supervises trainees, contributeé professional services, and assists with
placement of graduates. While Boqrd membership changes annually, many former .
ward members remain active within the program by serving as consultants,

\

Board composition reflects the target occupations and related\prof6331ona1
skills for the training program. Tor example, the Construction Trades Founda-
tion Board is composed of tradesmen in heating, air-conditioning and plumbing;
architects; developers; appraisers; bankers; lawyers; designers; and realtors.
The Auto Trades Foundation Board is composed of dealership representatives, oil
company represenfatives, automotive/business asscciati n representatives, and

., tradesmen,

The Boards meet monthly and provide direct technical assistance as well as
secure contributions to the program from community businesses. For example, a

typical agenda of the Construction Trades Board might include:

A ~ review building progress to date;

o P19 140

T T U



. outline task from present plans through sale of house;
- Secure an outside review of student drawings by an architectural firm;
- arrarge for interior desimm teéhnical assistance and a loan of furniture;

. arrange for floor installer toAdemonstrate and instruct students on how
to inastall a hardwood floor;

. help plan and promote open houses to assist with the sale;
. help develop or draft sales contract;

. help establish a reasonable price range for sale, baged on materialﬁ,
labor, costa, market prices, financing, and future program needs; and -

. review the skills taught and student progress during the most recent
trainir ; segment.

Program Design Reinforces Classroom Instruction ind Gets Positive Results ..

For participation in the program, studunts %eceive training and work
experierce supervised by tradesmen, school credft toward graduation, and leads
for potential employmént. Indeed, 90 percent of the coursework for the year
takes place "on-the-job" as work experience. Morsover, the on-the-job program
continues in the summer as the School Board hires seven teams of students from
class earollment to maintain school buildings.

Success is measured in several ways. First, a total of wmore than 400
students per year are trained through the foundation program. Most program
graduates find work in the industry; indeed, with the help of the foundation,
e~ut 80 percent of the annual 60-65 students in the automotive program find

work directly through the 3oard.

Success algo cin be measured in business terms, an appropriate indicator
since the foundations operate as businesses. Each foundation remains self-
sustaining, and each has grown in size. Moreover, each provides seversl con-
tinuing training opportunities to participating students throughout the school
year; the automotive program works on 50-70 cars per year from restoration
through sale; the construction prograd builds at least one house per year
beginning with permit acquisition (sometimes from land requisition) and con-

cluding w#ith the sale of the residencs,

18]
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Information Is Available ...

For more information on the Montgemery County Vocational Trades Program
please contact Michael Wilson, coordinator of Vocational Trades, 590 Stonestreet
Avenue, Rockville, MD 20850, or call him at (301) 279-3434.
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REGIONAL OCCUPATIONAL CENTERS AND PROGRAMS

Los Angeles, Calfiornia

Visualize a school with .. campus that covers 710 square miles. That is a
big achool; in fact, it is the largest in the world. This "achool," the Los
Angeles Unified School District, is large not only geographically but alsc in
the number of students enrolled. For example, there are ‘more than 48 »850
secopdary and post-uecondary students taking courses in a multitude of voca=-

tional specialties ranging from aireraft maintenance to pet grooming.

This is a massive cooperative education program involving more than 200
industries from the empioyment community.\NOne of the keys to the school's
Success is that experienced teachers give ciose attention to training done at
the job site whenever posaible. This provides occupational training in a
classroom {ith state-of-*Lu-art technology available. In some cases students
who are unsure which career to choose move through-different occupational

programs so tbey can"get a flavor of the opportunities available to them,

Great importance is given to developing good work attitudes. The gtudents
are briefed at the outset of the program on atten@ance-requirements; poor atten-
dance results in the student being dropped from the program. Many participating
businegsses stress the importance of a good work attitude in the hiring process,

The lesson is learnad because in many cases program graduates are hired.

Enrollment is open bhoth to adults and youth, and entry is available almost
any time of year. Students continue in the course until they are "job ready."
Upon graduation the student receives a certificate of completion on which is
listed the specific job skill: the student has attained., Through counseling

and job placement, the student ia given help in finding employment.

The Indugtry Link is Vital

The scope of the Los Angeles Unified School District would not be possible
without the assistance of 1500 represen*atives from | _ness, industry, and
labor. Sixty-seven vocational business lvisory committees provide guidance

and support in areas such as:
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» helping to establish course prerequisites;

. donating equipment and supplies;

. reviewing course outlines and student objectives;

. recommending potential tea .ier candidates;

. participating in graduation and student recognition ceremonies; and -

+ offering text book recommendations.

Many local businesses provide instructors, laboratories, and materials.
For example, at Northrop Corp. seniors are trained on-site fnf-gntry level
positions in accounting -4 computers. ‘Each student spends a téﬁal of 160
hours with a skilled employee. The program has proved to be a sdgcess for the

students and Northrop; Northrop hires an dverage of ten percent of the I

trainees who participate in the program.:

Another example of close cooperation between local business and education
are the Security Pacific National Bank programs, Security Pacific holds
classes at 32 different lccations for more than 1500 students & wear. The
students are taught a variety of subjects with instructional cowniz:¢ time
ranging from 70 to 180 hours. - Students receive a certificate of comy ation
from the bank vice president to demonstrate that they have succesafu..y com~
pleted thei: :raining. Security Pacific hires 25 pércent of the students it

graduates from the progream.

Linkage Benefits Both Business and Education !

Tne business and education link benefits both parties. The school gets
classrooms with the latest equipment in a multitude of occupational'areas at
the cost of student transportation, liability insurance, and in some cases,
teacher stipends, The businesses benefit by getting tlie opportunity to train
the students so they are prepared to start work immediately in entry level
positions without further training costs. FPurther, the businesses have an
apportunity to observe the students' work habits. The costs to the businesse:,
result from the teaching time involved, There are material costs but the

local industries that participate on one of the 67 udvisory committees find




involvement beneficial for them, the students, and the overall employment

communi ty.

Information Is Available ...

For more information on the Los Angeles Regional Occupational Centers and
Programs, please contact Loretta Walker, Room 905, Los Augeles Unified School
District, 1320 West Third Street; Los Angelss, CA 90017, or call her at
(213) 625-6673,
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